GUIDANCE FOR USMC RATING OFFICIALS:
DEFENSE PERFORMANCE MANAGEMENT AND APPRAISAL PROGRAM (DPMAP)
2021 APPRAISAL PERIOD (1 APRIL 2020 THROUGH 31 MARCH 2021)
 
The 2021 DPMAP appraisal period will end on 31 March 2021.  This guidance contains information and links to resources that you will find helpful as you complete your rating official responsibilities using the MyPerformance tool.    

CHECK THE BASICS

· Make sure the performance plan is in an approved status.  An approved status means the performance plan was approved by the higher level review official and acknowledged by the employee.

· Check the dates on the performance plan to make sure they are correct. 

· The ending date must be 31 March 2021 (except in the case of an extended rating period).  If an appraisal period has been extended, the end date of the rating period will be the end date of the extension.

· The appraisal effective date must be 1 June 2021, unless the appraisal period was extended beyond 1 June.

REQUEST EMPLOYEE SELF ASSESSMENT

· Prior to 23 March, ask employees to start completing their self-assessment for the annual appraisal.  

· Give your employees a due date of on/about 8 April for this to be accomplished. 
 
· If needed, provide the employee with a copy of:



· If the employee is not the current “owner” of the plan, transfer the plan to the employee.

OBTAIN GUEST FEEDBACK (OPTIONAL)

· DPMAP allows raters to request feedback from "guest" raters and reviewers.  Guest feedback is visible to the rater but not to the employee.  

· If you wish to use this feature, the please contact your DPMAP POC. 

GATHER AND REVIEW INFORMATION TO RATE EACH ELEMENT

· Start gathering information about the employee's performance that you will need to rate each element. 

· Remember to focus on the employee’s performance during the entire rating period, not just recent performance.
ADD THE NARRATIVE TO THE APPRAISAL AND RATE EACH ELEMENT

· This will help you navigate through the MyPerformance tool. 


· Be sure to select the ANNUAL APPRAISAL tab when entering appraisal information.

· Marine Corps policy requires that narratives must be included for each rated element (including those rated Level 3 – Fully Successful).

· The narrative for each element must support the rating assigned for the element.

FORWARD THE APPRAISAL TO THE HIGHER LEVEL REVIEW OFFICIAL (HLRO)

· The HLRO may approve the appraisal as submitted or may return it to the rater for change.

· If the appraisal is returned for change, it must be re-submitted to the HLRO for approval after the changes are made.

COMMUNICATE THE APPRAISAL AND SEND THE APPROVED APPRAISAL TO THE EMPLOYEE FOR ACKNOWLEDGMENT

· This step encompasses more than just an acknowledgment through the MyPerformance tool.  Rating Officials are expected to discuss the appraisal with the employee.

CREATE THE PERFORMANCE PLAN FOR THE NEXT PERFORMANCE CYCLE

· The elements and standards from last rating cycle can be copied into the new plan.  After it is established, the approval process and employee acknowledgment must be completed for the plan to reflect a completed status.

MAKE AWARD RECOMMENDATIONS

· In coordination with the HLRO, submit award recommendations to the Performance Award Review Board (PARB) in accordance with the PARB’s guidance and deadlines.

· You may use DPMAP awards form shown on page 4 or other format established by your PARB.

INFORM EMPLOYEES OF AWARD DECISIONS

· The HRO will ensure the awards approved by the PARB are processed after verification of the PARB’s award decisions.

· Inform employees of awards granted prior to the award appearing on the employee’s leave and earnings statement.   Your HRO will be able to tell you when to inform employees of the awards approved.
SEE NEXT PAGE FOR ADDITIONAL (AND IMPORTANT) INFORMATION AND LINKS TO DPMAP POLICY, GUIDES, AND MORE 





OTHER IMPORTANT INFORMATION

90 DAY MINIMUM PERIOD OF PERFORMANCE.  If an employee has not performed under an approved performance plan for 90 days, the appraisal period may be extended to meet the 90 day requirement.  The appraisal period extension may not, however, interfere with the PARB process. 

UNACCEPTABLE/LEVEL 1 RATINGS. A rating of Unacceptable may be issued only if, at the end of the performance cycle, the employee was previously notified in writing (e.g., letter of expectations, performance progress review, PIP, etc.) of the way in which the employee is performing at an unacceptable level).  Remember, one element rated as Unacceptable will result in an overall rating of Unacceptable.  PLEASE BE SURE YOU DON’T INADVERTENTLY RATE AN ELEMENT AT LEVEL 1.


2021-2022 PERFORMANCE PLANS.  The 2022 rating period begins on 1 April 2021.  Don’t forget to establish performance plans for employees by the end of April.


EMPLOYEES WHO CAME ON BOARD AFTER 1 JANUARY 2021.   If the employee came from another DOD organization covered by DPMAP, the losing activity should have done a rating of record that will serve as the 2021 appraisal.  If no rating was done, then a performance plan should be established and the employee rated after 90 days.  For other employees, a performance plan may be established and the employee rated after 90 days or the appraisal period extended to 31 March 2021.


INDIVIDUAL DEVELOPMENT PLANS (IDP).  Don’t forget to collaborate with employees to establish developmental goals for the next performance year.  MARADMIN 133/17 requires supervisors to put in place an IDP within 30 days of an employee coming on board and at the start of each appraisal cycle.  The MyIDP module in TWMS will be used for the IDP.  





RESOURCES (WITH LINKS)

"HOW TO" GUIDES - SLIDE SHOWS.  MPC-40 developed slide shows for rating officials that cover each phase of DPMAP (establishing a performance plan, completing a progress review, and doing an annual appraisal).   There is also a slide show for employees.  The slides are located on the MPC website.

USMC LETTER OF INSTRUCTION DPMAP POLICY 30 AUG 2017.  This Letter of Instruction establishes the basic DPMAP policy for the USMC.  The significance of this LOI is that it establishes the requirement for higher level review of performance plans and ratings of record. 



DON DPMAP POLICY.  This the Navy’s DPMAP policy issued 28 March 2017. It establishes the DPMAP policy, including the requirement for narratives for each rated element, regardless of rating. 




DOD DPMAP 1400.25 V 431.  This is the DOD DPMAP policy.




DOD DPMAP TOOLKIT.  This is a DOD guide that supplements DOD 1400.25 V 431.  It provides easy to understand information about the entire DPMAP process.



USMC LETTER OF INSTRUCTION - 2021 DPMAP AWARDS.  This LOI provides information about the performance-based awards process under DPMAP.  It also includes a timeline of key actions (shown on page 5 of this guidance).   Your command/PARB may set different deadlines.  The award recommendation form may be used unless your PARB has established a different way of submitting award recommendations.  A brief guide for rating officials highlighting some of the information in the LOI is included below.
 



[bookmark: _MON_1675663076]



	ACTION/EVENT

	DATE

	
End of appraisal period

	
31 March

	[bookmark: _GoBack]Final Performance appraisals reviewed by Employee and Rating Official

	NLT 16 April

	Final Performance appraisals approved by Rating Official and Higher Level Reviewer 
	NLT 30 April

	Final Performance appraisal acknowledged and signed by Employee
	NLT 30 April

	
Performance plans for next appraisal period established (i.e., approved by higher level review official and acknowledged by employee)

	
NLT 30 April

	
Award recommendations submitted to Performance Awards Review Board (PARB) Administrator along with appraisals (if any) required by the PARB

	
NLT 14 May

	
PARB completes award deliberations

	
NLT 9 June 

	PAR Tools submitted to HROM/LER
	NLT 11 June

	
Employees notified of award decisions

	
NLT 30 June 


TIMELINE OF KEY ACTIONS**Please check with your PARB Administrator for deadlines specific to your PARB.
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How Do I Update My Self-Assessment Narrative 
 
1. Begin at the MyBiz+main page and select MyPerformance Link located under Key Services.  


 


 


2. Select ‘Update’ under the ‘Action’ column.  Update will allow you to enter narratives for the 
performance elements and standards.  If ‘Update’ action is not available, contact your Rating 
Official and request he/she transfer the plan to you.    The Current status should be ‘Progress 
Review Completed’ or ‘Plan Approved.’ 


 


3. Select the ‘Go’ button.  
4. Select the Annual Appraisal tab. 


5. Select the radio button for the performance element you wish to write self- assessment 
narrative.  
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6. Enter your self-assessment narrative into the ‘Employee Input’ box. You may copy and paste 
information into the appropriate box from MS Word or ‘My Journal’. You may select the ‘Spell 
Check’ button to check the spelling of the text. Up to 2000 characters are allowed. 


7.  Once you have completed entering your self-assessment narratives for all of your 
performance elements and standards, select the Save and Continue button located at the 
lower right hand side of the screen.  This will take you to the Approvals and 
Acknowledgements Tab. 
 


 


 


8. From the drop down menu on this page, select ‘Transfer to Rating Official’ and then select the 
‘Go’ button.   
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9. Before transferring the plan/appraisal to Rating Official, you may include a message in the 


‘Message to Rating Official’ box.  You also have the option of transferring the Plan with or 


without an E-mail notification.  Select the appropriate Transfer button. 


 


 
10. The screen below depicts what the Employee will see following the transfer of the Plan to the Rating 


Official.  The employee is no longer the owner of the Plan therefore, can no longer update.  The Rating 


Official now has the ability to complete the Rating Official Performance Assessments. 
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How Do I Update My Employee’s Assessments and Ratings 


1.  Begin at the MyBiz+ Main page and select ‘Performance Management and Appraisal’ link 


located under ‘Manager Functions’. 


 


2. Select ‘Update’ under the ‘Action’ column on the appraisal you wish to work on.  Update 


will allow you to enter Assessments and Ratings for the performance elements and standards. 


If the action is ‘View’, then no updates will be allowed.    You can ‘Retrieve’ the plan by 


selecting the down arrow and select ‘Retrieve’ from list.  This will provide you ownership.  


Select the ‘Go’ button on the plan/appraisal you wish to enter assessments/ratings on. 


 


3.  Confirmation > Supervisory Commitment Statement 


Read confirmation message and select ‘Acknowledge’ button to continue. 
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4.  Select the ‘Annual Appraisal’ tab. 


You are now on Step 1: Plan Details tab.  There is no action required on this step, unless you 


wish to make a change to the data available.  Select Step 3: Performance Elements and 


Standards tab.
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5.  Annual Appraisal > Assessments and Ratings   


On this page, you will enter rating official assessments and assign element rating.   


 Select the radio button next to each performance element to display the element and 


the employee’s input.   


 Enter your assessment in the ‘Rating Official Assessment’ text box for each element.  


Up  to 2000 characters 


 Select the ‘Spell Check’ button to check spelling of the text 


 


 Assign performance element rating  


o 1-Unacceptable 


o 3-Fully Successful 


o 5-Outstanding 


o NR-Rating is for employees who did not have an opportunity to perform the 


element because it became obsolete or could not be accomplished due to 


extenuating circumstances. 
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o Repeat steps until all performance elements are evaluated 


o Select ‘Save and Continue’ button 


 


 


6.  Annual Appraisal > Rating of Records Tab 


 On this page, review the ‘Average Score and Rating of Record’.  If changes are 


required to an element, select ‘Save and Go Back’ button and make your adjustments 


and select the ‘Save and Continue’ button.  If no adjustments are required, select the 


‘Save and Continue’ button. 
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7.  Annual Appraisal > Approvals and Acknowledgments Tab > Step 1:  Rating Official – 


Request or Document Higher Level Review (if required) 


Select ‘Start’ action button to activate Step 1
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8.  Step 1:  Rating Official – Request or Document Higher Level Review (if required) 


Available options: 


 Option A - Transfer to the Higher Level Reviewer 


o Enter a message in the ‘Message to Higher Level Reviewer’ text box (optional)  


o Select appropriate ‘Transfer to Higher Level Reviewer’ button 


o Step 1 completed 


o You will no longer have update capability to this plan/appraisal 
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 Option B - Document the higher level review has taken place by entering the following 


information 


o This option allows you to manually document the date and method used for the 


review with Higher Level Reviewer that was conducted outside of the tool 


o Review Date – use calendar icon to select date review took place 


o Method of Review – drop down menu has Face-to-Face, Telephone or Other as 


options.  If ‘Other’ method is selected, enter other method in ‘Other Method’ 


box 


o Select the ‘Save’ button.  This completes Step 1 


o You will no longer have update capability to this plan/appraisal 


 


9.  Option B is being used for this exercise 


Entered Review Date, Method of Review and selected ‘Save’ button. 


 


10.  Confirmation Message Received: 


 Select ‘Yes’ button to continue
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11.  Approvals and Acknowledgments Steps 1 and 2 Completed 


Select the ‘drop down arrow’ on the ‘Choose an Action’ and select ‘Return to Main Page’ or 


select the ‘Logout’ link to exit system. 


 


 


12.  MyPerformance Main Page 


Current Status is Appraisal Approved by HLR (Page 7 - Option B used to Complete Step 1).   


Note:  If Option A (page 6) above would have been used, the ‘Current Status’ would be 


‘Appraisal Pending HLR Approval’. 
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DOD INSTRUCTION 1400.25, VOLUME 431 


DOD CIVILIAN PERSONNEL MANAGEMENT SYSTEM:   


PERFORMANCE MANAGEMENT AND APPRAISAL PROGRAM 
 


 


Originating Component: Office of the Under Secretary of Defense for Personnel and Readiness 


 


Effective: February 4, 2016 


Change 2 Effective: July 1, 2020 


 


Releasability: Cleared for public release.  Available on the Directives Division Website 


at https://www.esd.whs.mil/DD/. 


 


Approved by: Robert O. Work, Deputy Secretary of Defense 


Change 2 (Administrative) 


 Approved by: Edward J. Burbol, Chief, Washington Headquarters Services Directives 


Division 


 


 


Purpose: This instruction is composed of several volumes, each containing its own purpose.  In 


accordance with the authority in DoD Directive 5124.02: 


 This instruction establishes and implements policy, establishes procedures, provides guidelines and 


model programs, delegates authority, and assigns responsibilities regarding civilian personnel 


management within the DoD. 


 This volume, in accordance with DoD Directive 1400.25: 


o Pursuant to Volumes 410, 430, and 451 of this instruction, implements policy, assigns 


responsibilities, and establishes procedures for the DoD Performance Management and Appraisal 


Program. 


o Implements the requirements of Section 9902 of Title 5, United States Code (U.S.C.). 


o Establishes a DoD performance appraisal program in accordance with Section 430.205 of Title 5, 


Code of Federal Regulations (CFR). 
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SECTION 1:  GENERAL ISSUANCE INFORMATION 


1.1.  APPLICABILITY.  This volume applies to OSD, the Military Departments, the Office of 


the Chairman of the Joint Chiefs of Staff and the Joint Staff, the Combatant Commands, the 


Office of the Inspector General of the Department of Defense, the Defense Agencies, the DoD 


Field Activities, and all other organizational entities within the DoD (collectively referred to in 


this volume as the “DoD Components”).   


1.2.  POLICY.  The DoD will: 


a.  Provide a fair, credible, and transparent performance appraisal program for linking 


bonuses and other performance-based actions to employee performance in accordance with 


Section 9902 of Title 5, U.S.C. 


b.  Develop and maintain a results-oriented performance culture that links individual 


performance to organizational goals. 


1.3.  SUMMARY OF CHANGE 2.  The changes to this issuance update information regarding 


performance-based delay of within-grade increases for DoD civilian personnel to comply with 


Section 1106 of Public Law 114-92 in accordance with the direction in the June 23, 2020 Deputy 


Secretary of Defense memorandum. 
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SECTION 2:  RESPONSIBILITIES 


2.1.  ASSISTANT SECRETARY OF DEFENSE FOR MANPOWER AND RESERVE 


AFFAIRS (ASD(M&RA)).  Under the authority, direction, and control of the Under Secretary 


of Defense for Personnel and Readiness (USD(P&R)), the ASD(M&RA) has overall 


responsibility for the development of DoD civilian personnel policy covered by this volume.  


2.2.  DEPUTY ASSISTANT SECRETARY OF DEFENSE FOR CIVILIAN PERSONNEL 


POLICY (DASD(CPP)).  Under the authority, direction, and control of the ASD(M&RA), the 


DASD(CPP) supports the development of civilian personnel policy covered by this volume and 


monitors its execution by DoD Components, ensuring consistent implementation and application 


throughout DoD. 


2.3.  DIRECTOR, DEPARTMENT OF DEFENSE HUMAN RESOURCE ACTIVITY.  
Under the authority, direction, and control of the USD(P&R), the Director, Department of 


Defense Human Resources Activity, provides support to the DASD(CPP), as appropriate, in 


execution of duties and responsibilities assigned in this volume. 


2.4.  DOD COMPONENT HEADS.  The DoD Component heads: 


a.  Oversee the implementation, application, and evaluation of performance management 


programs within their respective Components. 


b.  Ensure that the DoD Performance Management and Appraisal Program procedures and 


requirements are applied properly within their respective Components. 


c.  Ensure that new supervisors and employees, as well as those transferred or promoted, 


receive information and are properly oriented to the DoD Performance Management and 


Appraisal Program.   


d.  Ensure performance management training for supervisors and employees is provided. 


e.  Actively promote a high-performance culture within their respective Components. 
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SECTION 3:  PROCEDURES 


3.1.  GENERAL PROVISIONS. 


a.  Purpose.   The DoD Performance Management and Appraisal Program:  


(1)  Provides a framework for supervisors and managers to communicate expectations 


and job performance.  


(2)  Links individual employee performance and organizational goals.  


(3)  Facilitates a fair and meaningful assessment of employee performance.  


(4)  Establishes a systematic process for planning, monitoring, evaluating, and 


recognizing and rewarding employee performance that contributes to mission success. 


(5)  Nurtures a high-performance culture that promotes meaningful and ongoing dialogue 


between employees and supervisors and holds both accountable for performance. 


(6)  Supports and is consistent with merit system principles in Section 2301 of Title 5, 


U.S.C. 


b.  Coverage. 


(1)  DoD Component Coverage.   The DoD Performance Management and Appraisal 


Program applies to all DoD employees, except those employees in positions identified in 


Appendix 3A. 


(2)  Savings Provision.  No employee may be concurrently covered by more than one 


performance appraisal program in accordance with the savings provision established in Volume 


430 of this instruction.  Accordingly, the requirements of this volume will not apply to 


employees subject to performance improvement plans (PIPs), or subsequent actions resulting 


from having failed a PIP, taken in accordance with Chapter 43 of Title 5, U.S.C., that was 


initiated prior to the effective date of implementation of the DoD Performance Management and 


Appraisal Program with respect to the employee.  


3.2.  BASIC REQUIREMENTS OF THE PROGRAM. 


a.  Appraisal Pattern.  The DoD Performance Management and Appraisal Program uses a 


three-level rating pattern, Summary Level Pattern B, as identified in Section 430.208(d)(1) of 


Title 5, CFR, and the performance rating levels (also known as “summary levels”) listed in Table 


1 must be used. 
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Table 1.  Performance Rating Levels 


Level 5 – Outstanding 


Level 3 – Fully Successful 


Level 1 – Unacceptable 


 


b.  Appraisal Cycle.  The appraisal cycle for employees covered by the DoD Performance 


Management and Appraisal Program is April 1 through March 31 of each calendar year. 


Components operating academic institutions may elect to apply an appraisal cycle based on their 


academic year to some or all of the employees of these academic institutions. 


c.  Effective Date of the Appraisal.  A rating of record is final when it is signed by the 


employee’s supervisor, in his or her capacity as rating official and, where required by 


Component policy, by a higher level reviewer (HLR).  A rating of record finalized before June 1 


will be effective June 1. 


d.  Minimum Period of Performance.  The minimum period of performance is 90 calendar 


days.  Employees who perform under an approved performance plan for a minimum of 90 


calendar days will be rated based on the period of demonstrated performance.   


e.  Performance Discussions.  To foster a culture of high performance, supervisors and 


employees should engage in two-way performance feedback throughout the appraisal cycle.  


Supervisors are required to hold a minimum of three formal documented performance 


discussions during the appraisal cycle.  These required discussions will include the initial 


performance plan meeting to discuss performance expectations, one progress review, and the 


final performance appraisal discussion to communicate the rating of record.  Additional progress 


reviews are highly encouraged throughout the appraisal cycle. 


f.  DoD Core Values.  In order to develop common awareness of and reinforce a high-


performance culture, DoD core values will be discussed with employees at the beginning of the 


appraisal cycle and will be annotated on all performance plans.  The DoD core values, which 


form the foundation of the DoD performance culture are:  leadership, professionalism, and 


technical knowledge through dedication to duty, integrity, ethics, honor, courage, and loyalty. In 


addition to the DoD core values that will be annotated on performance plans and discussed with 


employees, DoD Components may include organizational values and may include organzational 


mission statements or goals which apply to the employee’s performance elements.  This aids in 


developing a common awareness and to reinforcing the individual contribution to the overall 


success of both the DoD and organization’s mission.  Employees will only be assessed on the 


DoD core values or organizational values to the extent applicable to the assessment of a 


performance element. 


 


g.  MyPerformance Appraisal Tool.  The MyPerformance appraisal tool provides an 


automated system to create, review, and approve performance plans; document modifications to 


performance plans; document progress reviews; document employee input on his or her 


individual performance; and document performance appraisals.   
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(1)  The MyPerformance appraisal tool is the only automated appraisal tool that has been 


authorized for use in administering and documenting activities under the DoD Performance 


Management and Appraisal Program, and MyPerformance generates a completed DD Form 


2906, “Department of Defense Civilian Performance Plan, Progress Review, and Appraisal.”   


(2)  When supervisors or employees do not have access to the electronic MyPerformance 


appraisal tool, they must use the paper copy of DD Form 2906 to document the performance 


plan, progress review(s), and rating of record.  The DoD Components will develop any needed 


processes for completing appraisals using a blank DD Form 2906. 


h.  Retention Schedule for Employee Performance Files.  Performance ratings of record, 


including the performance plans on which they are based, will be retained for 4 years or as 


otherwise required by Section 293.404 of Title 5, CFR.  Since the MyPerformance tool maintains 


performance records for 4 years, supervisors and employees are advised to print performance 


records they wish to maintain beyond the 4-year period.  Where any performance-related 


document is needed in connection with an ongoing administrative, negotiated, quasi-judicial, or 


judicial proceeding, the rating of record must be retained for as long as necessary. 


i.  Transfer of Employee Performance Files.  When an employee transfers to another DoD 


Component or is assigned to another organization within the Component, the organization, in 


accordance with Sections 430.209 and 293 of Title 5, CFR, will transfer with the employee: 


(1)  The most recent ratings of record as required by Paragraph 3.2.h. of this volume. 


(2)  Any subsequent performance ratings.   


3.3.  PLANNING PERFORMANCE.  Employee and supervisor engagement that provides 


opportunity for employee input is the first step in establishing ongoing communication and 


understanding of performance expectations and organizational goals throughout the appraisal 


cycle.  This results in effective performance planning.  Specific performance measures will be 


used to determine whether expectations and goals are being met.  Each employee must have a 


written performance plan established and approved normally within 30 calendar days of the 


beginning of the appraisal cycle or the employee’s assignment to a new position or set of duties.  


The supervisor will communicate the performance plan to the employee after it has been 


approved in accordance with DoD Component procedures.      


a.  Employee Performance Plan.  The performance plan will clearly document for each 


employee how the expected outcomes and results are linked to the organization’s goals and 


objectives and how his or her performance will be measured throughout the appraisal cycle.  The 


performance plan includes the employee’s performance elements and performance standards for 


the appraisal cycle.  Changes to mission, organizational goals, work unit priorities, or assigned 


duties that occur during the appraisal cycle may necessitate revisions to the performance plan. 


b.  Performance Elements.  Performance elements describe the expectations related to the 


work being performed.  All performance elements must be critical elements and clearly align 


with organizational goals.  For ratings of record, each ratable element will be assigned a 


performance element rating.  For assistance with alignment of performance elements to 







DoDI 1400.25-V431, February 4, 2016 


Change 2, July 1, 2020 


SECTION 3:  PROCEDURES 9 


organizational goals, supervisors should review organizational plans and may consult with their 


performance improvement officer, or equivalent, as necessary.  The USD(P&R) must approve 


DoD-wide performance elements for groups of employees, as needed.  The two types of 


performance elements are:  


(1)  Critical Element.  Performance plans must have a minimum of one critical 


performance element, and each element must have associated performance standards that define 


expectations.  A critical element is a work assignment or responsibility of such importance that 


unacceptable performance on the element would result in a determination that an employee’s 


overall performance is rated as “Unacceptable.”  Critical elements are only used to measure 


individual performance; supervisors must not establish critical elements for team performance.  


(2)  Supervisory Element.  All performance elements related to supervisory duties are 


critical elements.  The number of supervisory performance elements on performance plans for 


supervisors will equal or exceed the number of non-supervisory (technical) performance 


elements.  The requirement for the number of supervisory performance elements to exceed the 


number of non-supervisory elements does not apply to employees coded as Supervisor Civil 


Service Reform Act (CSRA) code “4” in the Defense Civilian Personnel Data System. 


c.  Performance Standards.  Performance standards describe how the requirements and 


expectations provided in the performance elements are to be evaluated.  Performance standards 


must be provided for each performance element in the performance plan and must be written at 


the “Fully Successful” level.  The standards should include specific, measureable, achievable, 


relevant, and timely (SMART) criteria, which provide the framework for developing effective 


results and expectations.  SMART standards objectively express how well an employee must 


perform his or her job to achieve performance at the “Fully Successful” level by providing 


standards that are: 


(1)  Specific.  Goals are sufficiently detailed in describing what needs to be 


accomplished.  


(2)  Measurable.  The accomplishment of the performance element is clear and can be 


quantified or substantiated using objective criteria. 


(3)  Achievable.  Goals are realistic, yet challenging and can be accomplished with the 


resources, personnel, and time available. 


(4)  Relevant.  The critical element aligns with or links to organizational mission and 


success. 


(5)  Timely.  Goals will be completed within a realistic timeframe. 


d.  Developing and Communicating Performance Expectations.  Written performance 


plans must be developed and approved by supervisors, clearly communicated to employees, and 


acknowledged by employees. 


(1)  Normally within 30 days of the beginning of each appraisal cycle, supervisors and 


employees should discuss performance goals for the upcoming cycle.  Supervisors must allow 
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employees the opportunity to provide input into their performance elements and standards.  


While employees have the opportunity to provide input into their performance plans, supervisors 


must develop and approve the performance elements and standards.     


(2)  Supervisors must communicate each approved performance plan and how the 


performance expectations link to any organizational goals with their employees.  This also 


provides an opportunity for the supervisor and employee to achieve a common understanding of 


the performance required for mission success.   


(3)  The date of the meeting or communication will be documented in the 


MyPerformance appraisal tool or on the DD Form 2906 and acknowledged by the employee. 


e.  Modifying the Plan During the Appraisal Cycle.  A performance plan is a flexible, 


living document and should be reviewed and discussed throughout each appraisal cycle.  Plans 


may be modified as organizational goals and priorities or employee responsibilities change.   All 


approved modifications to performance elements or standards must be discussed with and 


communicated to the employee, and the employee should acknowledge the revisions in the 


MyPerformance appraisal tool or on the DD Form 2906.  If considering a change to an element 


or standard within 90 calendar days of the end of the appraisal cycle when work requirements 


change or new duties are assigned, the supervisor may:  


(1)  Revise the element or standard at the beginning of the next appraisal cycle;  


(2)  Update the plan.  If the employee does not have an opportunity to perform the new 


element(s) for the minimum 90-calendar-day period, do not rate the revised element(s); or 


(3)  Extend the appraisal cycle by the amount of time necessary to allow 90 calendar days 


of observed performance under the revised element or standard.  Extending the appraisal cycle 


will affect the start date of the employee’s subsequent appraisal cycle; however, the subsequent 


appraisal cycle should still end March 31 of the following calendar year. 


3.4.  MONITORING PERFORMANCE.  Monitoring performance consists of ongoing 


assessment of performance compared to the stated expectations and ongoing feedback to 


employees on their progress toward reaching their goals. 


a.  Continuous Monitoring of Performance.  By monitoring performance throughout the 


appraisal cycle, supervisors can provide timely feedback on meeting expectations and identify 


unacceptable performance during the appraisal cycle in order to provide assistance to improve 


performance, rather than waiting until the end of the cycle when a rating of record is assigned.  


Additionally, while monitoring performance, supervisors may identify an employee’s need for 


training or developmental opportunities in order to enhance the knowledge, skills, or abilities 


related to the employee’s job performance in his or her current position.   


b.  Performance Discussions.  The supervisor and employee will discuss the employee’s 


work performance and its link to organizational effectiveness.  The discussions may consist of 


verbal feedback sessions, regular one-on-one meetings, or impromptu recognition or 


acknowledgement of performance.  Supervisors or employees may initiate performance 
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discussions at any time during the appraisal cycle to foster ongoing engagement and 


understanding.  Performance discussions help ensure that the performance plans accurately 


reflect the work being evaluated.  Effective communications include ongoing, constructive 


feedback to contribute to overall employee and organizational success.   


c.  Progress Reviews.  Progress reviews may only be initiated by supervisors.  They are 


performance discussions that must be documented in the MyPerformance appraisal tool.  While 


employees must have at least one documented progress review, providing additional progress 


reviews throughout the appraisal cycle is encouraged.  Employees are not given a performance 


narrative or performance element ratings on progress reviews. The supervisor and employee 


should engage in meaningful communications throughout the appraisal cycle to review and 


convey: 


(1)  Organizational goals and priorities. 


(2)  Performance elements and standards, including ensuring the performance plan 


accurately reflects the work being evaluated. 


(3)  Supervisor’s expectations. 


(4)  Employee’s accomplishments and contributions. 


(5)  Employee’s level of performance, including any areas that need improvement.  


(6)  Barriers to success. 


(7)  Employee’s developmental needs and career goals. 


3.5.  EVALUATING PERFORMANCE.  The supervisor will evaluate employee performance 


by assessing performance against the elements and standards in the employee’s approved 


performance plan and assigning a rating of record based on work performed during the appraisal 


cycle.  A written rating of record must be provided at the end of the appraisal cycle for each 


employee who has been under an approved performance plan for 90 calendar days during the 


cycle.  


a.  Preparation and Submission of Performance Appraisals.  Performance appraisals will 


be prepared consistent with this volume and documented in the MyPerformance appraisal tool.   


(1)  Employee Input.  Employees can provide written input about their performance 


accomplishments for supervisors to consider in evaluating each of the performance elements and 


overall performance accomplishments.  


(a)  Employee input, while not mandatory, is highly encouraged and valuable for 


progress reviews during and at the end of the appraisal cycle where the employee input becomes 


a part of the employee performance file.  
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(b)  The absence of employee input does not relieve the supervisor of the 


responsibility for writing a narrative statement assessing the employee’s performance standards 


and contributions.   


(2)  Performance Narrative.  Supervisors will write a performance narrative that 


succinctly addresses the employee’s performance measured against the performance standards 


for the appraisal cycle. 


(a)  The performance narrative justifies how an employee’s ratings are determined 


and provides support for recognition and rewards (or any administrative or adverse action, if 


necessary). 


(b)  Performance narratives are required for each element rated “Outstanding” and 


“Unacceptable.”  Additionally, performance narratives are highly encouraged for each element 


rated “Fully Successful” as a means of recognizing all levels of accomplishments and 


contributions to mission success. 


b.  Descriptions of Performance Rating Levels.  The performance rating assigned should 


reflect the level of the employee’s performance as compared to the standards established.  Some 


samples that may be useful in developing standards for an employee are provided in the 


following subparagraphs.  These samples are intended to be illustrative only, do not apply to all 


work situations, and must be tailored to each particular situation.  


(1)  Level 5 – Outstanding 


(a)  Produces exceptional results or exceeds expectations well beyond specified 


outcomes. 


(b)  Sets targeted metrics high and far exceeds them (e.g., quality, budget, quantity). 


(c)  Handles roadblocks or issues exceptionally well and makes a long-term 


difference in doing so. 


(d)  Is widely seen as an expert, valued role model, or mentor for this work. 


(e)  Exhibits the highest standards of professionalism. 


(2)  Level 3 – Fully Successful  


(a)  Effectively produces the specified outcomes, and sometimes exceeds them. 


(b)  Consistently achieves targeted metrics. 


(c)  Proactively informs supervisor of potential issues or roadblocks and offers 


suggestions to address or prevent them. 


(d)  Achieves goals with appropriate level of supervision. 


(3)  Level 1 – Unacceptable 
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(a)  Does not meet expectations for quality of work; fails to meet many of the 


required results for the goal. 


(b)  Is unreliable; makes poor decisions; misses targeted metrics (e.g., commitments, 


deadlines, quality). 


(c)  Lacks or fails to use skills required for the job. 


(d)  Requires much more supervision than expected for an employee at this level. 


c.  Rating Employee Performance  


(1)  The supervisor will assign an individual performance element rating of either 5, 3, or 


1 to each critical element.  All performance element ratings are averaged to calculate the rating 


of record, which reflects the employee’s overall job performance during the appraisal cycle 


based on the rating criteria outlined in Table 2. 


Table 2.  Rating Criteria 


Rating Level Rating Criteria 


Level 5 – Outstanding The average score of all critical element 


performance ratings is 4.3 or greater, with no 


critical element being rated a ‘1’(Unacceptable),  


resulting in a rating of record that is a ‘5’  


Level 3 – Fully Successful The average score of all critical element 


performance ratings is less than 4.3, with no 


critical element being rated a ‘1’(Unacceptable), 


resulting in a rating of record that is a ‘3’ 


Level 1 – Unacceptable Any critical element rated as ‘1’ 


 


(2)  In accordance with Section 430.208(c) of Title 5, CFR, the DoD Performance 


Management and Appraisal Program does not establish a forced distribution of performance 


rating levels. 


(3)  A rating of record of “Unacceptable” (Level 1) must be reviewed and approved by a 


HLR.  


(4)  If an employee does not have an opportunity to perform work associated with a 


performance element for 90 calendar days during the appraisal cycle, no performance element 


rating will be assigned for that performance element.  An unratable performance element cannot 


be used as a factor in deriving a rating of record. 


(5)  The rating of record or individual performance element rating assigned to a critical 


element for a disabled veteran will not be lowered because the veteran has been absent from 


work to seek medical treatment, as provided in Section 430.208(f) of Title 5, CFR. 


d.  Reconsideration of a Performance Appraisal.  Employees may seek reconsideration of 


issues related to the performance appraisal process (e.g., individual performance element ratings 
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and ratings of record) through the administrative grievance system or, where applicable, 


negotiated grievance procedures.  Employees may not challenge contents (e.g., performance 


elements or standards) of an employee performance plan and decisions to grant or not grant a 


performance award or quality step increase (QSI) through the administrative grievance system 


or, where applicable, negotiated grievance procedures.  


3.6.  RECOGNIZING AND REWARDING PERFORMANCE.  Supervisors recognize and 


reward performance by providing incentives to and recognition of employees for individual and 


team achievement and for their contributions to the organization’s mission.  DoD Components 


will develop recognition and rewards programs that embody strong business principles through 


the development of policies and rules.  Supervisors can strengthen the performance culture and 


influence employee engagement by using recognition throughout the appraisal cycle.  It is 


important to recognize performance and achievements as they occur, preferably as close as 


possible to the act(s) being recognized.  Policy and procedures for awarding performance are 


covered in Volume 451 of this instruction as well as in Component-specific policy and guidance. 


a.  When a supervisor publicly recognizes employee or team efforts, he or she communicates 


the types of activities and accomplishments the organization values in a meaningful way.  


Recognition and reward programs are valuable tools to increase employee performance, morale, 


and commitment to support the organization’s mission. 


b.  Recognition and rewards are not entitlements.  Achievements or contributions should be 


related to organizational mission and goals and to exceeding expectations.  


c.  Rewards should be an integral part of performance management.  


3.7.  LINKAGE OF PERFORMANCE MANAGEMENT TO OTHER PERSONNEL 


ACTIONS.  Employee performance may impact other personnel actions, and the DoD 


Performance Management and Appraisal Program links the following employee personnel 


actions to performance appraisals for employees: 


a.  Promotion.  To be eligible for a promotion under a merit promotion plan pursuant to 


Section 335.103 of Title 5, CFR, an employee must meet minimum qualification standards and 


other promotion criteria.  Due weight will be given to performance appraisals and incentive 


awards.  To be eligible for a career ladder promotion under a merit promotion plan pursuant to 


Section 335.104 of Title 5, CFR, an employee must be performing at the “Fully Successful” 


level, or higher.  However, the fact that employees are rated “Fully Successful” or higher at the 


time they are eligible for promotion does not mean promotions are automatic.  


b.  Within-Grade Increase (WGI).  A WGI or periodic step increase is an increase in an 


employee’s rate of basic pay from one step of the grade of his or her position to the next higher 


step of that grade pursuant to Sections 531.404 and 532.417 of Title 5, CFR and 5335 of Title 5, 


U.S.C.  A WGI is not an entitlement; a supervisor may approve, delay, or deny a WGI, based on 


an employee’s performance. 
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(1)  As part of ongoing communication with employees, the supervisor will discuss an 


upcoming WGI with the employee and may document the date of this conversation in the section 


designated for progress reviews in the MyPerformance Appraisal Tool. 


(2)  The decision to grant or deny a WGI is based on the employee’s most recent rating of 


record issued within the WGI waiting period.  To receive a WGI, the employee must be 


performing at the “Fully Successful” level or higher with a rating of record of “3” or higher.  


When a WGI decision is not consistent with the employee’s most recent rating of record a more 


current rating of record must be prepared.  When considering denying a WGI, supervisors should 


contact their servicing human resources office for further information and assistance in following 


the requirements in Sections 531.409 and 531.411 of Title 5, CFR. 


c.  QSI.  The purpose of a QSI is to recognize excellence in performance by granting an 


accelerated step increase.  A QSI is a permanent salary increase for General Schedule employees 


only, and careful consideration should be given before granting a QSI.  QSIs must be limited to 


those cases where exceptional performance has extended over a significant period of time and is 


expected to continue into the future.  To be eligible for a QSI, an employee must: 


(1)  Currently be paid below step 10 of his or her grade. 


(2)  Have a most recent rating of record of Level 5 (“Outstanding”). 


(3)  Have demonstrated sustained performance of high quality for a significant period of 


time. 


(4)  Have not received a QSI (or QSI-equivalent under a personnel system other than the 


General Schedule) within the preceding 52 consecutive calendar weeks. 


d.  Reassignment, Reduction in Grade, or Removal Based on Unacceptable 


Performance.  Consistent with the requirements in Section 432.105 of Title 5, CFR, employees 


who fail to demonstrate performance at the “Fully Successful” level may be reduced in grade or 


removed from federal service.  The employee may also be subject to reassignment at the DoD 


Component’s discretion. 


e.  Performance-Based Awards.  See Volume 451 of this instruction and DoD Component 


policy and collective bargaining agreements, if applicable, for more information on performance-


based awards. 


3.8.  SPECIALLY-SITUATED EMPLOYEES.  There are a number of special circumstances 


that may affect an employee’s eligibility for a performance rating.   


a.  Employees on Detail or Matrixed Employees.  When an employee is detailed or 


matrixed, it remains the responsibility of the supervisor of record to seek input from the detail or 


matrix  supervisor for use in developing the performance plan, conducting progress reviews, and 


completing the rating of record. 


b.  Employees Performing Union Representational Responsibilities.   When an employee 


is engaged in union representational responsibilities, the time spent performing union 
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representation does not constitute work of the agency and does not count toward the minimum 


period of performance of 90 calendar days under an approved performance plan.  If an employee 


performs agency work to meet the 90-calendar day requirement under an approved performance 


plan, that employee is eligible to receive a rating of record. 


c.  Employees Absent for Military Service.  Employees who are absent for military service 


(Absent-US) will be rated provided they have performed work under an approved performance 


plan for a minimum of 90 calendar days.  If employees performing military service do not meet 


the 90 calendar day requirement, then the employee is not eligible to receive a rating of record 


and the supervisor cannot assign the most recent rating of record for the current appraisal cycle. 


d.  Employees on Leave Without Pay or Extended Paid Leave.   If an employee is absent 


during the appraisal cycle because he or she was on leave without pay or extended paid leave 


(including disabled veterans seeking medical treatment), the employee is eligible to receive a 


rating of record if he or she has performed work under an approved performance plan for a 


minimum of 90 calendar days.  However, if an employee does not meet the 90 calendar day 


requirement, then he or she is not eligible to receive a rating of record. 


e.  Employees on Long-Term Full-Time Training.  Employees attending a program of 


long-term full-time training greater than 90 calendar days may have a performance plan 


developed related to the training.  The plan could include elements related to the achievement of 


specific training objectives.  In this situation, supervisors may wish to contact the respective 


training activity for assistance and recommended input to the performance plan. 


f.  Employees Who Transfer or Supervisors Who Leave During the Appraisal Cycle.   
The length of time an employee serves under an approved performance plan determines what is 


required when an employee or supervisor leaves the organization.  


(1)  If a supervisor leaves the organization, a performance narrative statement is required 


when an employee has performed under an approved performance plan for 90 calendar days and 


there are more than 90 calendar days left in the appraisal cycle.  This narrative statement will be 


considered by the incoming supervisor. 


(2)  A rating of record is required when an employee has performed under an approved 


performance plan for 90 calendar days and the employee or supervisor leaves the organization 


with fewer than 90 calendar days remaining in the appraisal cycle.  If circumstances preclude the 


departing supervisor from carrying out this responsibility, the higher level management official 


may serve as the rating official, subject to Component policy.  


3.9.  IDENTIFYING AND IMPROVING UNACCEPTABLE PERFORMANCE.  
Supervisors who communicate their expectations and provide constructive, timely, and 


meaningful feedback to their employees on a regular basis about performance may more readily 


identify and reduce instances of performance deficiencies and prevent issues from becoming 


serious performance problems.  


a.  Addressing Performance Issues Early.  At any point during the appraisal cycle, when a 


supervisor detects a decline in performance, early intervention is imperative.  Assistance should 
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be provided to the employees early on, whenever there is a need for improvement or any time 


there is a decline in performance.  The supervisor should take the following actions, as 


appropriate: 


(1)  Clearly communicate to the employee that current performance fails to meet the 


performance standards described in the performance plan; provide clear guidance as to what is 


needed in order for the employee to improve; and provide specific examples of what and how 


work has not met expectations, as well as examples of work that would meet expectations. 


(2)  Offer appropriate assistance. 


(3)  Provide ideas of where the employee may go to obtain additional assistance or 


training, if applicable. 


(4)  Provide closer supervision and feedback.  This might include more frequent 


reporting, special assignments, or on-the-job training. 


(5)  If performance issues persist, use a more formal approach to help employees improve 


and seek assistance from the human resources office.  


b.  Addressing Unacceptable Performance.  If the employee’s performance declines to less 


than “Fully Successful” in one or more performance elements, the supervisor, in consultation 


with the servicing human resources office, will determine whether action is more appropriate 


under Section 432.105 or Part 752 of Title 5, CFR, and must provide notice of the performance 


deficiencies.  The supervisor, or other appropriate management official, must follow the 


procedures contained in Sections 432.104 and 432.105 of Title 5, CFR and this section if action 


is being taken under Sections 432.105 of Title 5, CFR.  The procedures are: 


(1)  Provide notice to the employee by issuing a rating of record of “Unacceptable.”  A 


rating of record of “Unacceptable” will be effective the day it is communicated to the employee. 


The time spent improving performance to the “Fully Successful” level will not count toward the 


completion of the necessary waiting period for a WGI (referred to in this volume as the “WGI 


delay offset period”). The effective date of the rating of record will establish the start date of the 


WGI delay offset period. 


(2)  The supervisor must identify in writing (i.e., in a PIP): 


(a)  Element(s) in which performance is “Unacceptable” and a description of the 


unacceptable performance. 


(b)  What standards the employee must attain in order to demonstrate “Fully 


Successful” performance. 


(c)  The time allowed for the opportunity to demonstrate “Fully Successful” 


performance. This amount of time must be reasonable and commensurate with the duties and 


responsibilities of the position. Generally, this should be no more than 30 calendar days, except 


when it is determined that a longer period is necessary to provide sufficient time to evaluate an 


employee's performance. 







DoDI 1400.25-V431, February 4, 2016 


Change 2, July 1, 2020 


SECTION 3:  PROCEDURES 18 


(d)  Statement of the possible consequences of failure to raise performance to the 


“Fully Successful” level during the PIP period. 


(3)  The supervisor must provide assistance designed to help the employee improve his or 


her performance during the period of the PIP. 


(4)  If the employee succeeds in demonstrating acceptable performance at the “Fully 


Successful” level by the end of the PIP, a new rating of record will be recorded. The date the 


employee is eligible for a WGI will be reset to accommodate the WGI delay offset period. The 


“Fully Successful” rating of record will establish the end date of the WGI delay offset period. 


(5)  If the employee fails to demonstrate performance at the “Fully Successful” level 


despite the PIP, the employee may be reduced in grade or removed from federal service pursuant 


to Section 432.105 of Title 5, CFR. The employee may also be subject to reassignment at the 


DoD Component's discretion.  In cases of voluntary or management-directed personnel actions, 


such as change to lower grade, reassignment, resignation, separation, or removal, the effective 


date of the action will establish the end date of the WGI delay offset period. 
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APPENDIX 3A:  EXCLUSIONS FROM COVERAGE 


Table 3.  Exclusions from Coverage 


Position Authority 


Acquisition Demonstration Projects 
Pages 1426-1500 of Volume 64, Federal Register 


(FR) 


Academic Faculty members of an 


accredited college or university with 


specialized qualifications in positions of a 


scientific, professional, or analytical 


nature who are not employed for more 


than 130 working days per year. 


Covered by Volume 430 of this instruction 


Administrative Law Judge 


Section 4301(2)(D) of Title 5, U.S.C.; 


Section 942 of Title 10, U.S.C.; 


Section 7105 of Title 41, U.S.C. 


Defense Civilian Intelligence Personnel 


System 
Section 1601 of Title 10, U.S.C. 


Defense Intelligence Senior Executive 


Service 
Section 1606 of Title 10, U.S.C. 


Defense Intelligence Senior Level Section 1607 of Title 10, U.S.C. 


Employees outside the United States who 


are paid in accordance with prevailing 


rates for local nationals in that area 


Section 4301(2)(A) of Title 5, U.S.C. 


Experts and Consultants including 


members of advisory committees 


Section 3109(b) of Title 5, U.S.C.;   


Section 129b of Title 10, U.S.C. 


Highly Qualified Experts Section 9903 of Title 5, U.S.C. 


Mariners 


The exclusion is provided in the February 24, 1981 


Office of Personnel Management Memorandum at: 


dodhrinfo.cpms.osd.mil/Directorates/HROPS/Lab


or-and-Employee-Relations/Pages/Home1.aspx 


Nonappropriated fund employees Section 2105(c) of Title 5, U.S.C. 


Persons Without Pay 
Section 1588 of Title 10, U.S.C.;   


Section 3111 of Title 5, U.S.C. 


Presidential Appointees Section 4301(2)(F) of Title 5, U.S.C. 


Science and Technology Reinvention 


Laboratory  
Air Force Research Laboratory Pages 53076-53126 of Volume 75, FR 


Naval Research Laboratory Pages 33970-34046 of Volume 64, FR 


Office of Naval Research Pages 77380-77447 of Volume 75, FR  


NAVSEA, Naval Surface Warfare 


Center and Undersea Warfare Center 
Pages 64050-64071 of Volume 62, FR  
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Table 3.  Exclusions from Coverage Continued 


Position Authority 


NAVAIR, Aircraft Division and 


Weapons Division 
Pages 8530-8570 of Volume 76, FR  


SPAWAR, Systems Center-Atlantic 


and SPAWAR, Systems Center-


Pacific 


Pages 1923-1964 of Volume 76, FR 


Army Research Laboratory Pages 10680-10711, and 13458 of Volume 63, FR 


Aviation and Missile Research, 


Development and Engineering Center 


Pages 53142-54143 of Volume 65, FR;   


Pages 34876-34903 of Volume 62, FR  


Engineer Research and Development 


Center 
Pages 14580-14599 of Volume 63, FR  


Communications-Electronic Research, 


Development and Engineering Center 
Pages 54872-54899 of Volume 66, FR 


Armament Research, Development 


and Engineering Center 
Pages 3744-3787 of Volume 76, FR  


Edgewood Chemical and Biological 


Center 
Pages 68936-68966 of Volume 74, FR  


Natick Soldier Research Development 


and Engineering Center 
Pages 68448-68475 of Volume 74, FR  


Tank and Automotive Research, 


Development and Engineering Center 


Pages 12508-12547, and 56406-56407 of Volume 


76, FR 


Medical Research and Materiel 


Command 
Pages 10439-10462 of Volume 63, FR 


Scientific or Professional Employees Section 3104 of Chapter 31 of Title 5, U.S.C. 


Senior Executive Service 
Section 4301(2)(E) of Chapter 43 of Title 5, 


U.S.C. 


Senior Level Employees Section 430.302 of Title 5, CFR 


Temporary Employees (serving under a 


temporary appointment for less than 1 


year who agree to serve without a 


performance evaluation and who will not 


be considered for a reappointment or for 


an increase in pay based in whole or in 


part on performance) 


Section 4301(2)(H) of Title 5, U.S.C. 
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GLOSSARY 


G.1.  ACRONYMS. 


ASD(M&RA) Assistant Secretary of Defense for Manpower and Reserve Affairs 


  


CFR Code of Federal Regulations 


CSRA Civil Service Reform Act 


  


DASD(CPP) Deputy Assistant Secretary of Defense for Civilian and Personnel 


Policy 
  


FR Federal Register 
  


HLR higher level reviewer 
  


NAVAIR Naval Air Systems Command 


NAVSEA Naval Sea Systems Command 
  


PIP performance improvement plan 


  


QSI quality step increase 


  


SMART specific, measurable, achievable, relevant, and timely 


SPAWAR Space and Naval Warfare Systems Command 


  


U.S.C. United States Code 


USD(P&R) Undersecretary of Defense for Personnel and Readiness 


  


WGI within-grade increase 


G.2.  DEFINITIONS.  These terms and their definitions are for the purposes of this volume. 


acceptable performance.  Performance that meets an employee’s performance requirements or 


standards in the elements being assessed.  


appraisal.  The process by which performance is reviewed and evaluated. 


appraisal cycle.  A 1-year period (April 1 – March 31) established by the DoD Performance 


Management and Appraisal Program in which an employee’s performance will normally be 


reviewed, and a rating of record will be assigned. 


approved performance plan.  A performance plan written, reviewed, and approved in 


accordance with DoD Component procedures, which communicates expectations and 


requirements of employee performance for the appraisal cycle. 
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critical element.  A type of performance element in which a work assignment or responsibility is 


of such importance that unacceptable performance on the element would result in a 


determination that the employee’s overall performance is unacceptable.  Critical elements are 


only used to measure individual performance.  


detail.  A temporary assignment to a different position or a set of duties for a specified period.  


The employee is expected to return to his or her permanent position of record at the end of the 


assignment. 


employee performance file.  A record containing copies of employees’ performance ratings of 


record, including the performance plans on which the ratings are based.  It also includes all 


performance-related records, such as forms or other documents, maintained as a system of 


records within the meaning Section 552a of Title 5, U.S.C., also known as the “Privacy Act of 


1974.” 


HLR.  A senior-level management official, normally above the level of a rating official.  


matrixed employee.  An employee hosted by an organization at a location apart from his or her 


permanent supervisor or organization of record and who is performing work for his or her 


organization of record.  The employee may receive taskings from the host organization but he or 


she remains under the authority, direction, and control of his or her organization of record.  


minimum period of performance.  The minimum appraisal cycle for the DoD Performance 


Management and Appraisal Program is 90 calendar days on an approved performance plan. 


MyPerformance.  The DoD automated appraisal tool authorized for use by both supervisors and 


employees to document the performance management process of the DoD Performance 


Management and Appraisal Program. 


opportunity period to demonstrate acceptable performance.  A reasonable period for the 


employee whose performance has been determined to be unacceptable in one or more elements 


to demonstrate acceptable performance in the element(s) at issue.  


performance.  Accomplishment of work assignments or responsibilities. 


performance discussion.  Joint communication between the supervisor and employee about the 


employee’s work performance and its link to organizational effectiveness.  The discussions may 


consist of verbal feedback sessions or formal progress reviews.    


performance element rating.  The written, or otherwise recorded, appraisal of performance 


compared to the performance standards for each element on which there has been an opportunity 


to perform for the minimum period of performance.   


performance improvement officer.  A senior-level organizational leader with responsibility to 


supervise agency performance management activities; advise agency leaders about measuring 


organizational performance; and assist with integrating performance information into an 


agency’s employee performance appraisal process. 
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performance management.  The integrated process by which an agency involves its employees 


in improving organizational effectiveness in the accomplishment of agency mission and strategic 


goals.  Performance management consists of:  performance planning, monitoring employee 


performance, evaluating employee performance, and recognizing and rewarding employee 


performance. 


performance plan.  All of the written, or otherwise recorded, performance elements and 


standards that set expected performance.  A plan must include critical elements and their 


performance standards.   


performance rating.  An ordered category of performance from Level 1 through Level 5, with 


Level 1 as the lowest and Level 5 as the highest.  Level 1 is “Unacceptable”; Level 3 is “Fully 


Successful”; and Level 5 is “Outstanding”.  Also known as “summary level.” 


performance standard.  The management-approved expression of the performance threshold, 


requirement, and expectations that must be met to be appraised at a particular level of 


performance.  A performance standard may include, but is not limited to, quality, quantity, 


timeliness, and manner of performance. 


PIP.  A strategy developed for an employee at any point in the appraisal cycle when 


performance becomes unacceptable in one or more elements.  This plan affords an employee the 


opportunity to demonstrate acceptable performance and is developed with specific guidance 


provided by the servicing human resources office. 


progress review.  A type of formal performance discussion in which the supervisor 


communicates with the employee about the employee’s performance compared to his or her 


performance standards.  Supervisors are required to conduct at least one formal progress review 


during the appraisal cycle. 


promotion.  A change of an employee, while serving continuously within the same agency, 


either to a higher grade when both the old and the new positions are under the General Schedule 


or under the same type graded wage schedule, or to a position with a higher rate of pay when 


both the old and the new positions are under the same type of ungraded wage schedule, or are in 


different pay method categories. 


QSI.  An increase in an employee’s rate of basic pay from one step or rate of the grade of his or 


her position to the next higher step of that grade or next higher rate within the grade (as defined 


in Section 531.403 of Title 5, CFR).  Only an employee who receives a rating of record of 


“Outstanding” or equivalent is eligible. 


rating of record.  The performance rating level assigned at the end of an appraisal cycle for 


performance of agency-assigned duties over the entire cycle.  


rating official.  The person responsible for informing the employee of the duties of his or her 


position, establishing performance standards, providing feedback, appraising performance, and 


assigning the performance rating.  Normally, this is the employees’ immediate supervisor. 
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reassignment.  The change of an employee, while serving continuously within the same agency, 


from one position to another without promotion or demotion. 


reduction in grade.  The involuntary assignment of an employee to a position at a lower 


classification or job grading level.  A reduction in grade is also referred to as a demotion. 


removal.  The involuntary separation of an employee from federal service. 


SMART.  An acronym for criteria that can be used in writing and evaluating performance 


standards: specific, measurable, achievable, relevant, and timely. 


supervisor (CSRA).  Position meets the definition of “supervisor” in Section 7103(a)(10) of 


Title 5, U.S.C., but does not meet the minimum requirements for application of the General 


Schedule Supervisory Guide. 


unacceptable performance.  Performance that fails to meet the established performance 


standards in one or more elements of an employee’s position.  It is referred to as a Level 1 rating 


under the DoD Performance Management and Appraisal Program.  


WGI.  A periodic increase in an employee’s rate of basic pay from one-step of the grade of his 


or her position to the next higher step within that grade.  The employee’s rating of record must 


be at the “Fully Successful” level to be eligible for a WGI. 
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INTRODUCTION 


 


PURPOSE 


This toolkit supplements Department of Defense Instruction 1400.25-V431, “DoD Civilian 


Personnel Management System: Civilian Performance Management and Appraisal Program,” by 


providing comprehensive information, advice, and guidance for administering the Performance 


Management and Appraisal Program. It is designed to inform supervisors, human resources 


personnel, and employees on the ongoing performance management process, including 


planning, monitoring, evaluating, and recognizing and rewarding employee performance. It will 


promote compliance with performance management policy, as well as consistent application of 


performance culture principles across the Department.  This toolkit includes details about 


procedures of the DoD performance management cycle. 


 


COVERAGE 


The DoD Performance Management and Appraisal Program and this Toolkit apply to a majority 


of DoD appropriated fund civilian employees, except:  (1) employees excluded from coverage 


under applicable laws and (2) employees covered by other performance programs as 


established through applicable regulations.  A complete list is available at Appendix 3A: 


Exclusions from Coverage in the Department of Defense Instruction 1400.25-V431.  The 


Performance Management and Appraisal Program cultural principles of continuous 


communication and shared understanding of performance expectations apply to any 


performance management program. 


 


FACT SHEETS 


A variety of Fact Sheets cover topics such as how to prepare for a performance discussion, how 


to write goals that are aligned to the organizational mission, and how to write effective 


employee input and performance ratings are available on the Defense Civilian Personnel 


Advisory Service, Labor and Employee Relations Division (DCPAS LERD), Performance 


Management webpage at https://dodhrinfo.cpms.osd.mil/Directorates/HROPS/Labor-and-


Employee-Relations/Pages/Home1.aspx. 


 


ADDITIONAL ASSISTANCE 


If you have questions about the information in this toolkit, contact your servicing Human 


Resources Office or DCPAS LERD at dodhra.mc-alex.dcpas.mbx.hrops-lerd-perf-mgmt@mail.mil.  



https://dodhrinfo.cpms.osd.mil/Directorates/HROPS/Labor-and-Employee-Relations/Pages/Home1.aspx

https://dodhrinfo.cpms.osd.mil/Directorates/HROPS/Labor-and-Employee-Relations/Pages/Home1.aspx

mailto:dodhra.mc-alex.dcpas.mbx.hrops-lerd-perf-mgmt@mail.mil
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CHAPTER 1 - PERFORMANCE MANAGEMENT & APPRAISAL 


PROGRAM 


 


The Department is committed to maintaining a high-performance culture through a fair, 


credible, and transparent Performance Management and Appraisal Program that fosters timely 


employee recognition and rewards.  Effective efforts of supervisors and employees align with 


organizational goals, promote consistency in performance review, and motivate employees to 


perform at their best. 


 


Performance management increases individual success and accountability, achieves agency and 


organizational goals, and improves operational efficiency.  An effective performance 


management program helps supervisors recognize their employees’ full performance potential 


by differentiating between high achievers and those requiring performance improvements, 


thereby assisting the Department in meeting its mission and goals.  Performance management 


focuses on a continuous year long process of communication, development, and results rather 


than waiting until the end of the performance period.  The Performance Management and 


Appraisal Program encourages active two-way communication between the supervisor and the 


employee throughout the performance appraisal cycle.   


 


Successful employee performance is essential to accomplishing mission goals.  A successful 


Performance Management and Appraisal Program ensures work performed by employees 


accomplishes the goals and meets the mission of the team, Agency, and Department.  Benefits 


of a successfully implemented Performance Management and Appraisal Program include: an 


organization that is directly aligned with its goals; a motivated workforce where every 


employee understands his or her importance to mission success; and employees with a clear 


understanding of what is expected of them. 


WHAT YOU SHOULD KNOW: 


● A culture of high performance focuses on employee engagement, development, and 
accountability.  


● Performance management is one of the most important aspects of Supervisory and 
Managerial responsibilities. 


● Benefits of a successfully implemented Performance Management and Appraisal Program 
include an organization that is directly aligned with its goals as well as a motivated 
workforce. 


● Performance management is an on-going process that involves continuous feedback and 
two-way communication between supervisors and employees. 
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The Department’s Performance Management and Appraisal Program is intended to: 


 


 Focus on employee engagement, development, performance, and accountability. 


 Align individual employee goals with organizational mission goals by supporting alignment 


and cascading of established organizational goals from executive to employee. 


 Create a culture of engagement by fostering ongoing feedback, constructive informal 


interactions, and continuous learning for supervisors and employees at every level. 


 Emphasize the continuous nature of performance management while deemphasizing the 


final performance appraisal discussion by: 


- Providing continuous dialogue that allows for timely recognition and reward. 


- Addressing technical and interpersonal development early and often. 


 Improve supervisory assessment, selection, development, and training. 


The supervisor and employee are vital members of a continuously evolving process within the 


Department of performance planning and monitoring to ensure mission accomplishment.  The 


Department and its’ leaders are responsible for providing a fair, credible, and transparent 


Performance Management and Appraisal Program that encourages effective communication 


between employees and supervisors and ensures that supervisors have the skills and time to 


manage performance successfully.  Supervisors are responsible for developing performance 


expectations with employee participation; communicating throughout the performance 


management cycle about employees' goals, performance, and development; recognizing 


successful performance and coaching for improved performance; and ensuring that employees 


have the tools, training, and resources needed to perform their duties successfully.  Employees 


at all levels are responsible for actively communicating with their supervisors about their 


performance; taking an active role in planning their development; being accountable for their 


actions; and continually striving for excellence in their performance in support of the 


Department’s mission.  


 


Performance management is a continuous process of: 


 planning work and setting expectations;  


 continually monitoring performance;  


 evaluating performance in a summary fashion; and 


 recognizing and rewarding good performance.  


 


Supervisors should make adequate time to perform their supervisory 


duties and carefully consider the time necessary to provide meaningful 


ongoing performance feedback. 
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Each step of the process represents a continuum with events that must occur at certain points 


within the cycle and may occur throughout the cycle. For example, performance plans are 


always developed at the beginning of the performance period, but may be updated at any point 


in the cycle to reflect changes in the organizational mission, team priorities, or employee 


duties. The performance management process is explained in detail later in this Toolkit. 


 


 


 


 


 


 


 


 


 


 


\ 


 


 


 


 


 


 


Refer to DoDI 1400.25-V431, “DoD Civilian Personnel Management System: Performance 


Management and Appraisal Program” for further program requirements. 


  


DoD Performance Management and Appraisal Program Characteristics 


● The performance appraisal cycle runs from April 1 through March 31 of the following calendar year, and 
the rating of record will be effective June 1. 


● A minimum of three documented performance discussions (performance planning, performance review, 
final performance appraisal) is required, with emphasis on continuous two-way communication. 


● A 3-level rating pattern (Outstanding, Fully Successful, Unacceptable). 


● Clearly developed performance elements linked to organizational goals. 


● Descriptive performance narratives reflecting distinctions in performance. 


● Documented performance that may be linked to other personnel decisions. 


● Continuous recognition and reward both monetary and non-monetary. 


● Focus on fostering a culture of high performance. 


● An automated performance appraisal tool (MyPerformance) to facilitate performance planning, 


communications, and the appraisal cycle process. 
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CHAPTER 2 - PLANNING PERFORMANCE 


 


OVERVIEW 


Planning performance is the first step in the performance management process and sets the 


foundation for successful performance - essential for achieving and sustaining a culture of high-


performance.  Performance Planning includes establishing performance expectations, two-way 


communication to achieve mutual understanding of the performance expectations, and aligning 


performance with organizational goals.  Each employee performance plan will identify specific 


performance expectations using performance standards and elements to which the employee 


will be held accountable.  Supervisors will communicate the final plan to the employee once it 


has been approved in accordance with Component procedures. 


In a performance-based culture where employee engagement and the role of supervisors are 


emphasized, the value of involving employees in the planning process should not be 


underestimated.  Employees perform best when they feel their work is connected to the 


accomplishment of the organization’s mission.  Getting employees involved in the planning 


process promotes understanding of how their contributions affect the organization’s mission 


accomplishment, and leads to:  


 A better understanding of the organization goals and how to accomplish them. 


 Increased awareness of individual performance expectations, desired results, and their 


importance in supporting organizational performance. 


 A sense of ownership in their performance plan which leads to improved performance. 


What You Should Know: 


● Supervisors and employees share responsibility for planning performance that is aligned 
with the Department’s and organization’s mission. 


● Performance plans should be established, approved, and communicated to each employee 
within 30 calendar days of the beginning of the appraisal cycle or within 30 calendar days 
of employee’s assignment to the position or set of duties, whichever occurs later. 


● The performance management and appraisal program emphasizes the importance of 
supervisory responsibilities. 


● Performance standards should use SMART criteria:  Specific, Measurable, Achievable, 
Relevant, and Timely. 


● All performance elements are critical elements. 


● Performance elements tell an employee what to do; performance standards tell an 
employee how to accomplish performance elements. 
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Employees: 


As members of a high-performing organization, employees contribute to 
the overall success of the DoD mission when they:   


 Take responsibility to continuously improve individual performance, 
support mission and organizational goals, engage in professional 
development, and perform at full potential. 


 Set high standards in the pursuit of excellence in carrying out 
assigned duties. 


 Provide input to their performance plan. 


 Recommend changes in their performance plan for supervisory 
consideration. 


 Ask questions to clarify their supervisor’s expectations. 


PERFORMANCE PLAN 


To perform well, employees need to know what is expected of them.  Ensuring employee 


position descriptions (PD) are up-to-date is a great place to start.  Position descriptions describe 


the essential functions, tasks, and responsibilities of the job and outline the general knowledge 


and skill required of the employee to be successful in the job.  When thinking about high quality 


on-the-job performance, a range of expected job outcomes should be considered, such as: 


 What goods and services should the employee produce? 


 What impact does the work have on the organization? 


 How is the employee expected to interact with customers, colleagues, and leadership? 


 What are the organizational goals the employee supports? 


 What are the processes, methods, or means the employee is expected to use? 


 How will success be measured? 


 


The performance plan consists 


of performance standards and 


elements which help 


employees understand why the 


job exists, where it fits in the 


organization, and how the job's 


responsibilities link to 


Department and organization 


goals.  Performance standards 


and elements serve as a 


foundation for communicating 


about performance throughout 


the performance period and 


the basis for reviewing employee performance.  When a supervisor and employee set clear 


expectations about the results to be achieved and the methods or approaches needed to 


achieve them, they establish a path for success. 


 


 


 


Employees are encouraged to actively participate in defining performance expectations and standards. 


Employee involvement can improve the reliability, validity, fairness, and usefulness of performance 


expectations and standards because employees have direct, first-hand knowledge of any constraints 


that may impact their performance. Employee participation is essential for developing realistic 


expectations and standards.  
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Supervisors: 


 Identify organizational goals to which the employee will contribute. 


 Determine appropriate performance elements for each employee. 


 Identify measureable performance standards for each element. 


 Conduct a planning discussion with each employee and offer the 
employee an opportunity to provide input into his or her plan. 


 Develop and clarify performance expectations with the employee. 


 Establish a coaching and mentoring relationship with employees. 


 Communicate the plan to the employee. 


 Provide a copy of the approved performance plan to the employee. 


The supervisor is responsible for preparing the performance plan; however, performance plans 


are more effective when accomplished as a joint effort between the supervisor and employee.  


This should be accomplished by the employee and supervisor discussing and establishing 


performance expectations and creating an individualized performance plan for the upcoming 


performance period together (the employee may also provide comments on a draft 


performance plan prepared by the supervisor) which includes:  


 Writing effective performance standards and elements clearly aligned to the organization 


mission. 


 Developing performance elements and associated performance standards. 


 Defining roles, responsibilities, and establishing timelines. 


Performance plans should be established, approved in accordance with organizational 


procedures, and communicated to each employee within 30 calendar days of the beginning of 


the appraisal cycle OR within 30 calendar days of employee’s assignment to the position or set 


of duties, whichever occurs later. 


 


Once the performance plan is 


approved, the supervisor is 


responsible for communicating 


its contents to the employee to 


ensure a shared understanding 


of the employee’s expected 


contributions towards mission 


accomplishment.  The 


performance plan must contain 


a minimum of one element 


(maximum of 10, though three 


to five are usually adequate) 


and associated standard(s) that set forth expectations for the element(s). 


 


LINKING PERFORMANCE PLANS TO DOD CORE VALUES AND ORGANIZATIONAL GOALS 


Core values are foundational principles that guide business strategies of an organization, inform 


employees of what activities are important to achieve mission success, and provide a 


framework for accountability.  In order to develop common awareness of the DoD Core Values 


and to reinforce a culture of high performance, DoD Core Values should be discussed with each 


employee at the beginning of each appraisal cycle and will be annotated on all performance 


plans.  The DoD Core Values of Leadership, Professionalism, and Technical Knowledge form 







PERFORMANCE MANAGEMENT & 
APPRAISAL PROGRAM TOOLKIT 


Labor and Employee Relations Division 


 


8 | P a g e  


the foundation of the DoD performance culture.  When supervisors and employees discuss 


these values as they relate to their work, it creates an increased awareness of the common 


ground shared by all individuals within the DoD. 


 


Strategic management is most effective when performance management programs link 


individual and team performance to organizational goals for desired results.  The Performance 


Management and Appraisal Program encourages a close review of every job to align the work 


with the strategies, goals, vision, and values of the Department.  Helping employees understand 


the link between their performance elements, organizational goals, and the Department’s 


strategic priorities is essential to focusing employee efforts on the greatest contributions to 


mission accomplishment.  Thus, supervisors should become familiar with the Department’s 


strategic goals to understand the “big picture.”  At a minimum, this requires that supervisors 


gather enough information to answer the following questions: 


 What are the strategic goals outlined in the Department’s Strategic Plan? To achieve its 


mission, the DoD identifies several strategic goals. Each of these goals is supported by 


objective, quantifiable, and measurable organizational performance goals, as required by the 


Government Performance and Results Modernization Act of 2010.  Reviewing and 


understanding these strategic goals will provide managers the necessary framework to 


develop work unit goals and create individual performance plans.  Ultimately, each 


organizational unit within the Department support one of the strategic goals, and managers 


should be able to clearly identify the relationship of the work in their unit to one of the 


Department’s strategic goals.   


 What is the specific performance goal(s) established for your program area as outlined in 


the Department’s annual performance plan?  Department’s annual performance plan 


defines what will be accomplished and the goals within it describe the desired incremental 


progress toward accomplishing the annual plan.  These goals are usually more specific and 


may be more output-oriented than the general goals found in the strategic plan.  Since 


performance plan goals should be used by managers as they direct and oversee their 


programs, these are the goals to which employee performance plans should be linked.  


 What performance measures are already in place?  Managers should be aware of the 


measurement systems (both internal and external) that can be accessed for information on 


performance, including measures for determining progress toward achieving goals such as 


customer feedback surveys. 


Appendix A: Aligning Employee Performance Plans with Organizational Goals provides an 


effective approach for developing performance plans linked to the organizational mission.  DoD 


performance documents can be found at https://www.performance.gov/agency/department-


defense#overview 



https://www.performance.gov/agency/department-defense#overview

https://www.performance.gov/agency/department-defense#overview
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PERFORMANCE ELEMENTS AND STANDARDS – UNDERSTANDING THE DIFFERENCE 


Expectations of employee performance are established through the performance elements and 


standards contained in employee performance plans.  Performance elements tell employees 


what to do; standards tell employees how to accomplish performance elements.  Elements and 


standards identify baselines for measuring performance results.  Supervisors can provide 


specific feedback to describe any gap between expected and actual performance based on 


established performance elements and standards.  Since performance elements are direct links 


between an employee’s work, organization goals, and Department mission; elements force the 


supervisor and employee to plan for results, not just activities.  It is important to note that 


performance elements must address work performance, not behavioral matters or use of sick 


or family medical leave. 


Table 1.  Characteristics of Elements and Standards 


ELEMENT  STANDARD 


 Broad scope that goes beyond day-to-


day measures.  


 Directly linked to daily responsibilities 


contributing to job-task completion. 


 Clearly linked to helping the 


Department & organization meet its 


goals. 


  Details how to accomplish elements at 


the “Fully Successful” level. 


 Expresses results an employee is 


expected to produce during the appraisal 


cycle. 


  Differentiates between acceptable and 


“Unacceptable” results. 


 Future state of achievement that help 


the organization succeed and create 


value. 


  Informs characteristics of performance 


such as quality, quantity, and timeliness. 


 


PERFORMANCE ELEMENTS 


Performance elements tell employees what to do.  Performance elements describe the 


required duties and responsibilities and should be clearly defined, stand-alone segments of an 


employee’s responsibilities.  All performance elements in the Performance Management and 


Appraisal Program are critical elements and align with organizational goals.  For tip sheets on 


developing performance elements aligned with organizational goals visit the DoD Performance 


Management webpage at https://dodhrinfo.cpms.osd.mil/Directorates/HROPS/Labor-and-


Employee-Relations/Pages/Home1.aspx. 


 


A performance element: 



https://dodhrinfo.cpms.osd.mil/Directorates/HROPS/Labor-and-Employee-Relations/Pages/Home1.aspx

https://dodhrinfo.cpms.osd.mil/Directorates/HROPS/Labor-and-Employee-Relations/Pages/Home1.aspx

https://dodhrinfo.cpms.osd.mil/Directorates/HROPS/Labor-and-Employee-Relations/Pages/Home1.aspx
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 Is an assignment or responsibility of such importance that “Unacceptable” performance in 


that element would result in a determination that the employee's overall performance is 


“Unacceptable”.  


 Is required for every performance plan; between three and five elements are appropriate for 


most work situations. 


 Describes individual work assignments and responsibilities that are within the employee's 


control.  Elements for team performance will not be established. 


 


Supervisory Elements 


To reinforce the importance of supervisor roles and responsibilities, the number of supervisory 


performance elements will equal or exceed the number of non-supervisory performance 


elements in the performance plan.  Whereby, reinforcing the importance of supervisory duties. 


 


SMART PERFORMANCE STANDARDS 


Performance standards tell employees how to accomplish performance elements.  Performance 


standards are the requirements or expectations provided for each performance element and 


express the expected performance at the “Fully Successful” level.  Supervisors may also 


describe measures of success for the “Outstanding” level.  Encourage employee participation in 


developing standards, as with elements, and discuss the criteria for achieving and associated 


method for evaluating performance at the “Fully Successful” level.  Establish performance 


standards for each key area of responsibility. 


 


Performance standards should be written using the SMART criteria, which provides a 


framework for developing effective expectations and results.  Start by answering the following: 


 


 Specific – What needs to be accomplished?  The performance standard should be stated as 


simply, concisely, and explicitly as possible to answer questions such as how much, for 


whom, for what, and how often?  


 Measurable – Where is the performance target?  This is the gauge for quantifying the 


accomplishment of the performance element and calls for criteria to measure progress 


toward the goal.  Writing measurable performance standards delivers an objective 


evaluation.  


 Achievable – Can the element be accomplished with the resources, personnel, and time 


available, and is it sufficiently challenging but not so complex as to be unrealistic? 


 Relevant – Why is the element important?  This links the element to the organization and 


Department mission.  
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Absolute Standard Examples: 


 Respond to all emergency calls within 7 minutes. 


 Administer appropriate emergency medical care 


based on assessing the patient’s condition; lift, 


move, position, and otherwise handle the patient 


to minimize discomfort and prevent further injury. 


 


The examples above are among the very limited 


circumstances in which an absolute standard is 


appropriate. 


Backward Standard: 


“Employee should not perform work inaccurately.” 
 


Under this backward standard, an employee could 
potentially meet the standard while producing low-


quality work or even no work at all, so long as it did not 
contain inaccuracies. 


 
SMART Standard: 


“By the end of this quarter, decrease the time to 
respond to customer queries to 24 hours.” 
 
This SMART standard specifically addresses customer 


queries and sets both measurable and timely 
parameters employee must meet in order to be 


considered “Fully Successful.”  


 Timely – When will the element start, or be completed?  If a multiple process project is being 


evaluated, name the specific outcome expected for the current appraisal cycle.  


Supervisors should strive to include all five of the SMART criterion as often as possible.  For tips 


on how to write SMART performance standards refer to the Performance Management 


webpage at: https://dodhrinfo.cpms.osd.mil/Directorates/HROPS/Labor-and-Employee-


Relations/Pages/Home1.aspx. 


 


Absolute Standard:  An absolute standard 


requires employees to perform work 


without error.  In some cases, absolute 


standards are appropriate.  A single failure to 


perform under an element could result in 


serious injury, loss of life, breach of national 


security, or great monetary loss.  To 


determine whether a standard is absolute, 


ask: 


 How many times may the employee fail the standard and still be “Fully Successful”? 


 If the standard allows for no errors, is it valid according to the criteria listed above (i.e., 


serious injury, loss of life, breach of national security, or great monetary loss)? 


 


Backward Standard:  A backward standard 


tells the employee what not to do rather 


than what to do, therefore, should not be 


used.  Performance elements and 


SMART standards within the 


performance plan inform employees of 


what and how to achieve “Fully Successful” 


performance.  To avoid drafting backward 


standards, ask yourself “Does the standard 


express the level of work necessary to 


accomplish the mission?”  


 


When putting it all together, performance 


elements and standards should clearly 


describe specific expectations of job performance required to achieve mission success.  For tip 


sheets on writing performance plans visit the DoD Performance Management webpage at 



https://dodhrinfo.cpms.osd.mil/Directorates/HROPS/Labor-and-Employee-Relations/Pages/Home1.aspx

https://dodhrinfo.cpms.osd.mil/Directorates/HROPS/Labor-and-Employee-Relations/Pages/Home1.aspx

https://dodhrinfo.cpms.osd.mil/Directorates/HROPS/Labor-and-Employee-Relations/Pages/Home1.aspx
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https://dodhrinfo.cpms.osd.mil/Directorates/HROPS/Labor-and-Employee-


Relations/Pages/Home1.aspx. 


 


COMMUNICATING PERFORMANCE EXPECTATIONS 


At the beginning of the appraisal cycle or the employee’s assignment to a new position, 


normally within 30 calendar days, the supervisor and the employee meet to discuss 


performance expectations for the coming appraisal cycle and how they link to organizational 


goals.  This meeting provides an opportunity for the supervisor and employee to achieve a 


common understanding of the performance required for mission success.  By proactively 


communicating with employees, supervisors: 


 


 Reduce uncertainty and confusion – Open dialogue regarding the performance appraisal 


program increases the employee’s understanding of the program and what it means to work 


in a high-performing organization.  Making time to explain how the performance appraisal 


program benefits employees and helping them become familiar with its characteristics can 


raise employee comfort level. 


 Provide Transparency – By openly communicating with employees and soliciting feedback, 


supervisors have the opportunity to address employee concerns and provide fact-based 


information that dispels any rumors and clarifies any misconceptions about the Performance 


Management and Appraisal Program. 


 Increase confidence – Employees who understand where they fit in the big picture and what 


they need to do to succeed are going to be more open to the process and are better engaged 


in mission accomplishment.  A common understanding and shared vision contribute to a 


more efficient and effective work environment. 


 


MODIFYING THE PLAN DURING THE APPRAISAL CYCLE 


Although performance plans are initiated at the beginning of the appraisal cycle, they are 


flexible, living documents and can be updated to meet the organizational needs.  Any number 


of events can take place during an appraisal cycle that would warrant changing a plan. For 


example, plans may be changed to reflect: 


 New organizational goals or changes in mission requirements; 


 Change in assignment(s), position, or duties; 


 Employee requested, agency approved reasonable accommodation; example light duty in 


accordance with applicable regulations. 



https://dodhrinfo.cpms.osd.mil/Directorates/HROPS/Labor-and-Employee-Relations/Pages/Home1.aspx

https://dodhrinfo.cpms.osd.mil/Directorates/HROPS/Labor-and-Employee-Relations/Pages/Home1.aspx
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 Updated goals when outside influences beyond an employee’s control make the original 


goals unachievable; or 


 A change in assumptions about what can reasonably be achieved. 


 


 
When necessary, the affected performance plans should be modified and annotated to reflect 


the new goals and priorities, and communicated to employees.  Just as with establishing 


performance plans, changes should also be done with employee input.  For those employees 


requesting reasonable accommodation or light duty, check with your local Equal Employment 


Opportunity and Human Resources Office. 


 


As part of the performance planning process, supervisors should discuss employees’ short- and 


long-term learning and developmental goals and may assist employees in creating an Individual 


Development Plan (IDP). An IDP is a tool to assist employees in career and personal 


development.  Its primary purpose is to help employees reach short and long-term career goals, 


as well as improve current job performance. An IDP is not a performance evaluation tool or a 


one-time activity. It should be looked at as a partnership between the employee and the 


supervisor.  For more information on IDPs, contact your servicing Human Resources Office. 


  


 


 


 


 


As a general rule, changes to performance plans should not be made during the last 


90 calendar days of the appraisal cycle.  However, if necessary, the supervisor may:  


(1) Extend the appraisal cycle so the employee has an opportunity to work 


under the changed performance plan for at least 90 calendar days; 


(2) Delay the change until the next performance appraisal cycle begins; or  


(3) Update the plan, and if the employee does not have an opportunity to 


perform the new element(s) for the minimum 90 calendar-day period, do not 


rate the revised element(s). 
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Supervisors: 


 Continuously communicate with and provide encouragement, 
constructive feedback, and recognition to employees. 


 Provide employees an opportunity to highlight their 
accomplishments. 


 Review IDPs to identify training, on-the-job training, counseling, 
coaching, and mentoring opportunities. 


 Be knowledgeable regarding each employee’s skills and 
abilities and look for opportunities to help employees further 
develop their skills. 


 Document performance discussions and progress reviews 
completed. 


 Recognize and reward performance throughout the 
performance appraisal cycle rather than waiting until the end of 


the appraisal cycle. 


CHAPTER 3 - MONITORING PERFORMANCE 


 


OVERVIEW 


To foster a culture of high performance, the performance management process focuses on 


employee engagement, development, performance, and accountability at all levels. In a high-


performing organization, supervisors continually monitor assignments and projects consistently 


to measure performance and provide ongoing feedback to employees and work groups on 


progress toward reaching their 


goals. In addition to providing 


feedback whenever 


exceptional or ineffective 


performance is observed, 


supervisors should provide 


periodic feedback about day-


to-day accomplishments and 


contributions, as this is very 


valuable. Feedback is essential 


in gaining the maximum 


benefits from goal setting 


because timely feedback 


allows employees the 


opportunity to adjust 


accordingly. 


 


WHAT YOU SHOULD KNOW: 


Monitoring performance means measuring performance and providing ongoing, timely, and 


constructive feedback to employees to: 


● Foster communication through open exchanges between the supervisor and employee; 


● Further enhance the employee’s understanding of the organization’s expectations regarding 
his or her performance, including emphasis on the Department’s and organization’s core 
values;  


● Discuss progress on performance goals and address employee strengths or weaknesses; 


● Provide an opportunity for the employee to convey his or her career goals and identify tools, 
resources, and support he or she may need from the rater; and 


● Provide timely recognition and reward for excellent performance. 
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Employees: 


 Ask questions. 


 Remain engaged in self-development. 


 Keep their supervisor informed on the outcomes of their work. 


 Provide input about their accomplishments, relative to the 
performance elements and standards, during the progress 
reviews. 


 Identify work problems or circumstances which may affect 
accomplishment of performance expectations and cooperate 
with their supervisor to resolve them. 


 Complete training and developmental assignments to meet 
current or future job performance needs. 


During the Monitoring process, communication is the most important determinant of success of 


the employee and supervisor. A two-way communication process and joint responsibility of 


both supervisors and employees is necessary for the feedback process to work well. Either the 


supervisor or employee can initiate a progress review at any time during the appraisal cycle.  


 


Although supervisors are required to hold three documented performance discussions, 


including at least one formal progress review, (communicating the performance plan, progress 


review, and the annual appraisal) during the appraisal cycle, engaging employees in continuous 


and timely performance feedback throughout the appraisal cycle is important. Continuous two-


way communication between supervisors and employees fosters strong working relationships. 


This continuous engagement emphasizes the ongoing nature of performance management 


while de-emphasizing performance management all at once at the end of the performance 


period. 


 


Meaningful employee 


participation in the performance 


management process increases 


the quality and quantity of 


performance information 


shared, which leads to a more 


accurate performance appraisal. 


Time spent focusing on 


employee engagement, actively 


managing performance, and 


providing feedback will pay off 


for supervisors, employees, and 


the organization as a whole. 


 


Effective and timely feedback during the performance appraisal cycle provides employees with 


an understanding of how well they are performing, what they are doing well, and if there are 


areas which need improvement. Feedback can come from many different sources, such as 


observation, measurement systems, peers, and input from customers.  Feedback should be 


specific, descriptive, timely, focused on results, and limited to one or two pieces of feedback. 
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HOW TO PROVIDE FEEDBACK 


 Provide timely feedback. 


To be effective, feedback should be given as soon after an event as possible.  This 


enables employees to act on feedback immediately.  If employees need to improve their 


performance, the sooner they find out about their deficiencies, the sooner they can 


correct them.  If employees have reached or exceeded a goal, the sooner they receive 


positive feedback, the more motivating and rewarding the feedback would be. 


 Share both positive and constructive feedback. 


Feedback should be given when performance fails to meet expectations and when 


performance exceeds expectations.   


 Provide feedback that is constructive and substantive. 


Without feedback, employees cannot make adjustments in job performance, nor do 


they receive positive reinforcement for effective job performance.  State factual 


observations, not assumptions or interpretations. 


 Maintain a positive focus. 


If an employee’s performance is “Fully Successful” or above, focus on the factors that 


lead to success.  If an employee’s performance is less than “Fully Successful,” focus on 


problem solving rather than faultfinding.  


 Give balanced feedback. 


Do not make the common error of glossing over an employee’s deficiencies and 


focusing only on strengths.  It is by understanding their weaknesses that employees can 


take ownership of their performance and their role in the organization.  When given the 


support they need to make improvements in these areas, employees learn to take pride 


in their work and are willing to take on new challenges with confidence. 


 Discuss performance on an ongoing basis.  


When feedback is provided on a continual basis, it can be an effective tool for engaging 


performance and avoiding potential performance issues.  This is particularly serious in 


the case of an employee who is performing below the “Fully Successful” level.  In this 


case, it may be necessary to provide additional written criteria on performance 


expectations and/or schedule recurring performance discussions with the employee. 


(For more information on dealing with performance issues, see Chapter 8.) 


 Document performance discussions and progress reviews.  


Summarize performance discussions and progress reviews in writing and provide a copy 


to the employee with the performance plan, both of which serve as valuable points of 


reference for the supervisor’s expectations and the employee’s responsibilities. 
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PROGRESS DISCUSSIONS AND REVIEWS 


Ongoing communication and feedback are essential to a successful performance management 


program.  Progress reviews are initiated by the supervisor and provide an opportunity for a 


constructive dialogue between supervisors and employees that focuses on performance – what 


is working well and what are the opportunities for improvement.  The goal of progress reviews 


and other feedback is to ensure that employees understand the importance of their 


performance goals and are aware of their progress. Without accurate feedback, it is virtually 


impossible for the employee to know if he or she is meeting job expectations.  Multiple 


progress reviews throughout the appraisal cycle provide opportunities for supervisors and 


employees to discuss and document any needed adjustments to performance plans. 


Understanding how to prepare for and conduct performance discussions leads to productive 


outcomes.  For tip sheets on performance discussions and reviews visit the DoD Performance 


Management webpage at https://dodhrinfo.cpms.osd.mil/Directorates/HROPS/Labor-and-


Employee-Relations/Pages/Home1.aspx. 


 


PERFORMANCE DISCUSSION AND PROGRESS REVIEW PREPARATION FOR EMPLOYEES 


Performance discussions are an opportunity for two-way communication between a supervisor 


and an employee.  Employees are encouraged to proactively engage with their supervisor and 


participate in meaningful performance discussions to foster positive and beneficial outcomes. 


Following are tips for employees to consider in preparation for progress reviews: 


 Review the DoD Core Values: Leadership, Professionalism, and Technical Knowledge. 


 Periodically review your organizational mission and organization’s goals. 


 Remain familiar with your performance plan to ensure expectations are being met and 


progress toward goals is being made. 


 Take the opportunity to provide your performance input.  The employee input process 


provides the chance to review and consider accomplishments, challenges, and performance 


throughout the appraisal cycle from an employee’s perspective.  Remain positive and open. 


 


 


 


At the end of the Progress Review, both supervisor and employee should 
be clear about: 


 The employee’s current performance;  


 Performance expectations for the remainder of the appraisal cycle; and 


 How the employee’s performance will be evaluated.  
 



https://dodhrinfo.cpms.osd.mil/Directorates/HROPS/Labor-and-Employee-Relations/Pages/Home1.aspx

https://dodhrinfo.cpms.osd.mil/Directorates/HROPS/Labor-and-Employee-Relations/Pages/Home1.aspx

https://dodhrinfo.cpms.osd.mil/Directorates/HROPS/Labor-and-Employee-Relations/Pages/Home1.aspx
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 Give constructive suggestions to your supervisor when it applies.  When citing an area that 


needs attention, offer suggestions for improvement.  Identify barriers to meeting goals 


outlined in the performance plan. 


 Make sufficient time to prepare for performance discussions and progress reviews.  These 


are your best opportunities to freely discuss your performance and your personal career 


goals with your supervisor. 


 Consider the following questions: 


- What is going well in the job? What do you feel needs more attention?  


- Have any of your key responsibilities changed due to schedule, budget, or other resource 


changes?  


- What concerns should be addressed with your supervisor? 


- Are there barriers that impede accomplishment of your work? 


PERFORMANCE DISCUSSIONS RELATED TO LESS THAN “FULLY SUCCESSFUL” PERFORMANCE 


The best way for a supervisor to handle less than “Fully Successful” performance is to address 


issues in a timely manner. If at any time during the appraisal cycle an employee's performance 


is found to be less than “Fully Successful,” the supervisor must take the necessary steps to 


remedy the problem.  During the Monitoring process, performance discussions, progress 


reviews, and continuous two-way communication are essential to achieving a mutual 


understanding of performance expectations and to addressing performance issues early.  


Appropriate actions include formal or informal training, coaching or mentoring, and timely 


recognition of desired performance levels. 


 


 


 


 


 


 


Listening To and Receiving Feedback - Tips for Supervisors and 
Employees: 


 Recognize that feedback can be difficult to receive, but be open to what 
you are hearing.  


 Actively listen without comment until the speaker is finished and focus on 
the words being used.  


 Feel free to take notes so you can capture what is being said and refer to 
them later.  


 Ask for specific examples if you want clarification about a specific 
critique or comment. 


 Allow yourself time to process the information and schedule a follow-up 
meeting if necessary.  


Taking these steps will assist both supervisors and employees to be more 
prepared for the Monitoring process of the appraisal cycle. 







PERFORMANCE MANAGEMENT & 
APPRAISAL PROGRAM TOOLKIT 


Labor and Employee Relations Division 


 


19 | P a g e  


 


Prior to holding a discussion with an employee regarding less than “Fully Successful” 


performance, a supervisor should ask: 


 What aspects of the employee’s performance are unsatisfactory? 


 Does the employee understand performance expectations? 


 What obstacles are there to meeting those expectations? Are extenuating circumstances 


preventing the employee from doing his or her best? 


 


Supervisors should address performance issues by: 


 Describing the performance problem(s) observed by comparing the employee’s current 


performance to expectations. 


 Focusing on specific issues that need to be changed and provide specific examples to the 


employee. 


 Keeping track of what the employee is doing right so you can build on their strengths during 


performance discussions and progress reviews. 


More guidance on improving deficient performance is outlined in Chapter 8 of this guide.  For 


tip sheets on how to prepare for and conduct performance discussions and reviews to address 


deficient performance visit the DoD Performance Management webpage at 


https://dodhrinfo.cpms.osd.mil/Directorates/HROPS/Labor-and-Employee-


Relations/Pages/Home1.aspx. 


 


TRAINING OR DEVELOPMENTAL OPPORTUNITIES 


Supervisors are responsible for helping their employees succeed.  During the Monitoring 


process, coaching and mentoring are both important activities to undertake to help employees 


maximize their performance, productivity, and growth.  Effective coaching and mentoring can 


improve job effectiveness and efficiency. 


 


Coaching is a one-on-one relationship between the supervisor and an employee in which the 


supervisor provides specific feedback to maximize the employee’s job performance.  Coaching 


is a short-term engagement primarily focused on helping employees achieve their performance 


goals during the current performance appraisal cycle.  As a coach, supervisors are responsible 


for identifying any training or resources employees need.  Supervisors should also let 


employees know how they are performing throughout the performance period so employees 


can adjust their performance as necessary, without having to wait for the final performance 


appraisal discussion.  Coaching is an opportunity to create positive, lasting change. 



https://dodhrinfo.cpms.osd.mil/Directorates/HROPS/Labor-and-Employee-Relations/Pages/Home1.aspx

https://dodhrinfo.cpms.osd.mil/Directorates/HROPS/Labor-and-Employee-Relations/Pages/Home1.aspx

https://dodhrinfo.cpms.osd.mil/Directorates/HROPS/Labor-and-Employee-Relations/Pages/Home1.aspx
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What is the difference between supervisors who gain their employees’ commitment to high 


performance and those who only settle for compliance with the minimum requirements? 


Often, the answer is coaching.  The most effective leaders are not just managers or supervisors 


– they are coaches who motivate employees to gain new skills, achieve higher levels of 


performance, improve productivity, and overcome performance difficulties. 


Mentoring is a relationship between two employees, who may be inside or outside the 


Department or organization, in which the mentor focuses on supporting and guiding the 


mentee throughout his or her career, not just during a specific performance appraisal cycle.  


Mentors can help mentees identify the training, resources, and relationships they need in the 


short, intermediate, and long-term to further their careers.  A mentoring relationship provides 


both the mentor and mentee with an opportunity to learn and grow personally and 


professionally.  Mentoring is a positive way of helping newer employees settle in, navigate their 


way, and understand the organization’s culture and professional expectations.  Mentoring can 


foster organizational development and cultural change by communicating the organization’s 


values, vision, and mission.  It is also valuable in developing leaders and supervisors because 


guided practice with an experienced mentor is an effective way to acquire needed skills and 


competencies. 


 


Another way supervisors may encourage their employees to develop to their maximum 


potential is by encouraging employees to take advantage of training opportunities.  While 


supervisors have significant influence over formal training, they have even greater impact on 


informal employee development. Both formal and informal development can take a wide 


variety of forms: 


 On-the-job training 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 roadblocks. 


 Regular team meetings can help focus on sharing knowledge. 


 Job rotations and special assignments can challenge employees and broaden their 


understanding of the organization. 


 


 


 


Coaching and mentoring should continue throughout all process of the appraisal 


cycle, not just the Monitoring process. Effective supervisors continually review 


each employee’s performance, give ongoing constructive feedback, and encourage 


dialogue. By doing so, coaching and mentoring, become a routine part of 


effective performance management practices. 
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EMPLOYEE ENGAGEMENT 


Engaged employees provide information and feedback to supervisors whenever possible. 


Engaged employees are part of a team and are motivated to share responsibility for 


organizational success. 


 


 Employees share a responsibility for mission accomplishment with the supervisor by: 


- Supporting team cohesion. 


- Understanding the responsibilities of each team member and sharing this understanding 


amongst the team. 


- Identifying barriers to mission success. 


- Providing a perspective on the team’s strengths, weaknesses, and the team’s most 


difficult challenges. 


 


 Engaged employees provide input into how the work gets done and perceptions about the 


organization’s performance through upward feedback by: 


- Understanding the team’s long-term work goals. 


- Understanding how the team carries out their shared responsibilities. 


- Sharing in the discovery of strategies to find the best ways to achieve organizational 


success. 


- Teaching new skills, concepts, processes, or procedures to others. 


- Providing supervisors with constructive feedback. 


- Providing a perspective on organizational strengths and weaknesses in a productive 


manner. 


This collaborative engagement by employees has the potential to increase the effectiveness of 


the supervisor and the productivity of the work unit.  Supervisors who encourage and engage in 


open feedback and discuss with employees how they plan to use this feedback can increase 


engagement and team productivity, as employees will feel a sense of ownership in the 


organization when they see that their input is valued and included in decision-making. 


 


Coaching, mentoring, and engagement involve continuous and meaningful two-way 


communication, and when used effectively and routinely, these strategies provide the 


employee with clear performance feedback on his or her strengths and areas requiring 


development.  This means that the annual performance review is not a surprise, but rather a 


summary of the discussions throughout the performance period.  
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Supervisors: 


 Request and consider employee input as provided. 


 Consider obstacles encountered and overcome by the 
employee. 


 Prepare a written narrative and a rating on each performance 
element on which the employee has had an opportunity to 
perform. 


 Make meaningful distinctions among employees based on 
performance; foster and reward excellent performance; and 
timely address performance issues.  


 Once the ratings have been approved and finalized, clearly 
communicate to the employee each performance element rating 
that has been assigned, the reasons behind each performance 
rating, and the overall rating of record. 


CHAPTER 4 - EVALUATING PERFORMANCE 


 


OVERVIEW 


Within the context of formal performance appraisal requirements, evaluating performance 


means rating employee performance against the elements and standards in an employee’s 


performance plan and assigning a rating of record.  The rating of record is based on work 


performed during the appraisal cycle, and has a bearing on various other personnel actions, 


including performance-based awards, within-grade pay increases, and determining additional 


retention service credit in a reduction in force (RIF). 


 


A written rating of record must 


be given to each employee in the 


final performance appraisal 


discussion that occurs at the end 


of the performance period; the 


final rating of record effective 


date is June 1. Supervisors are 


required to rate each 


performance element based on 


an approved plan and provide a 


rating of record for each 


employee who has been under 


an approved performance plan 


for at least 90 calendar days 


during the appraisal cycle. 


 


WHAT YOU SHOULD KNOW: 


● Supervisors are required to provide a record of rating for each employee who has been 
under an approved and communicated performance plan for at least 90 calendar days 
during the appraisal cycle.  


● Rate employee performance against the elements and standards established in the 
performance plan. 


● Objectively assess employees using fair, credible, and transparent measures. 


● Employee input is encouraged as a means for employees to document their 
accomplishments and demonstrate their contributions to mission success. 
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EMPLOYEES 


Participation in the Evaluating Performance process is strongly 
encouraged by: 


 Providing employee input. 


 Addressing each performance element. 


 Restating the understanding of their performance elements. 


 Highlighting all of the most significant achievements for the 
appraisal cycle by including those related directly and indirectly to 
the performance elements. 


 Making the connection between what was accomplished, what the 
result was, and how it impacted the organization. 


 Annotating what challenges were faced, how they were resolved, 


and how one might approach similar issues in the future. 


EMPLOYEE INPUT 


Employee input provides an employee with an opportunity to submit a written account of their 


major accomplishments related to the performance elements and associated performance 


standards provided in their performance plan. The employee can describe how their 


contributions enabled mission accomplishment. Another element of employee input may be 


achievements or recognition 


achieved during the 


performance period as well as 


training and developmental 


courses completed. Employee 


input does not relieve the 


supervisor of the 


responsibility for writing a 


performance narrative of 


their employees’ 


contributions. It should serve 


as a reminder to supervisors 


about significant 


accomplishments of their 


employees and can provide an 


opportunity for further 


discussion between the employee and supervisor and about employee performance. In order to 


effectively portray his or her accomplishments, an employee should:  


 


 Review the organizational mission statement, along with the organization’s goals. 


 Review the PD and performance plan to examine how elements and standards were met. 


 Take the opportunity to review the IDP, if applicable, assess any progress, and consider 


updating the IDP, as appropriate. 


 Highlight contributions and significant achievements accomplished during the appraisal 


cycle. 


 


NARRATIVE STATEMENT 


A narrative statement is a written appraisal or summary by the supervisor that accurately 


details the employee’s significant performance achievement(s) or result(s) and observable 


behaviors relative to the performance elements and standards for the appraisal cycle.  It 


provides the supervisor an opportunity to fully state the employee’s achievements and abilities 
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or address specific performance deficiencies. The narrative statement justifies how an 


employee’s ratings are achieved. 


 


Each performance element that is evaluated at the “Outstanding” or “Unacceptable” level must 


be accompanied by a narrative justification as to the employee’s accomplishment or lack of 


accomplishment. While a narrative statement is not required for elements rated at the “Fully 


Successful” level, supervisors are highly encouraged to use the narrative statement as another 


means of providing feedback, to provide a written record of the employee’s accomplishments, 


and to develop and motivate employees. Additionally, narrative statements may be utilized in 


local awards programs, thereby increasing their value as a mechanism for recognizing employee 


accomplishments. 


 


For information on completing narrative statements within the DoD automated performance 


appraisal tool (MyPerformance), please refer to the MyPerformance User Guide at 


https://dodhrinfo.cpms.osd.mil/Directorates/HROPS/Labor-and-Employee-


Relations/Pages/Home1.aspx.  


 


PERFORMANCE SUMMARY LEVELS 


The DoD Performance Management and Appraisal Program applies the following performance 


summary levels: “Outstanding” – 5, “Fully Successful” – 3, and “Unacceptable” – 1. 


 


“Outstanding” 


 The quality and quantity of the employee’s work substantially exceeds the standard with 


minimal room for improvement. 


 The accuracy, thoroughness, and timeliness of the employee’s work on this element are 


exceptionally reliable. 


 Application of technical knowledge and skills goes well beyond that expected for the 


position. 


 The employee consistently and significantly improves the work processes and products for 


which he or she is responsible. 


 The employee’s adherence to procedures and formats, as well as suggestions provided for 


improvement in these areas increases the employee’s value to the organization and overall 


mission accomplishment.  


 Work products rarely require even minor revisions. 


 The employee seeks additional work or special assignments at increasing levels of difficulty.  



https://dodhrinfo.cpms.osd.mil/Directorates/HROPS/Labor-and-Employee-Relations/Pages/Home1.aspx

https://dodhrinfo.cpms.osd.mil/Directorates/HROPS/Labor-and-Employee-Relations/Pages/Home1.aspx

https://dodhrinfo.cpms.osd.mil/Directorates/HROPS/Labor-and-Employee-Relations/Pages/Home1.aspx
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“Fully Successful” 


 The quality and quantity of the employee’s work fully meets the requirements of the 


performance element. 


 Major revisions are normally not necessary; most work only requires minor revision. 


 Projects are completed accurately, thoroughly, and timely. 


 Technical skills and knowledge are applied effectively to specific job tasks. 


 The employee adheres to procedures and format requirements. 


 Routine problems associated with completing assignments are resolved with minimum 


supervision. 


 


“Unacceptable” 


 The quality, quantity, and timeliness of the work are unsatisfactory. 


 Work products must be continually revised and edited; instructions must be reiterated. 


 The employee is unable to work reliably and independently without ongoing supervision. 


 Projects are incomplete or “Unacceptable”. 


 The employee fails to prioritize and apply routine knowledge and skills expected for this 


position, contributing to inadequate work products. 


 Work is incomplete or unacceptably late because of the employee’s lack of realistic or logical 


planning, compounded by their lack of attention to basic priorities or details. 


 The employee fails or is unable to adapt to changes in priorities, procedures, or program 


directions. 


 


DERIVING AND ASSIGNING A RATING OF RECORD 


The supervisor appraises each employee’s performance based on a comparison of actual 


performance with the established elements and standards in the employee’s performance plan. 


The overall rating of record is derived from averaging the ratings of the employee’s 


performance elements.  
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Table 2.  Deriving the Rating of Record 


 


It is important to note: 


 Failure (“Unacceptable”) on any one element results in an overall rating of “Unacceptable”.  


 An “Unacceptable” rating of record must be reviewed and approved by a higher-level 


reviewer (HLR). 


 An overall rating of record can only be calculated using performance elements that have 


been rated. 


 


FINAL PERFORMANCE APPRAISAL DISCUSSION 


The final performance appraisal discussion should  be a culmination of the continuous feedback 


that occurred throughout the performance period.  In other words, there should be no 


surprises in the final performance appraisal discussion.  During this meeting, supervisors should 


discuss with employees their employee input, supervisor’s performance narrative, and rationale 


for the evaluation given.  If a higher level review of final ratings is required, the final rating can 


be communicated to the employee after the HLR.  If an HLR is not required, the supervisor may 


still take time to establish the final performance rating and communicate it to the employee in 


a follow on discussion. 


 


Summary 


Level 
Summary Level Criteria 


Outstanding  
The average score of all element ratings is 4.3 or greater, resulting in 


a rating of record that is a ‘5’ – “Outstanding” 


Fully  


Successful 


The average score of all element ratings is less than 4.3, with no 


element rated a ‘1’ - “Unacceptable”, resulting in a rating of record 


that is a ‘3’ – “Fully Successful” 


Unacceptable Any element rated ‘1’ - “Unacceptable” 


 


 


 


Each employee should receive a meaningful and accurate appraisal. The success 


of the performance appraisal process depends on the supervisor’s willingness to 


complete a constructive and objective appraisal and on the employee’s willingness 


to respond to constructive suggestions and to work with the supervisor to reach 


future goals. 
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COMMUNICATING THE PERFORMANCE APPRAISAL 


All ratings of record must be reviewed, and where required, approved by the HLR, prior to 


communicating the final appraisal to the employee.  The supervisor should schedule the 


meeting; inform the employee of the purpose, time, and location; and allow sufficient, 


uninterrupted time for each employee.  Supervisors and employees should discuss the 


following when communicating the performance appraisal: 


 


 The employee’s input as it relates to the performance elements and standards; 


 The challenges the employee faced and how external factors may have impacted 


performance; 


 The performance plan and compare the employee’s accomplishments and contributions as 


they relate to organizational goals and mission; and 


 Any needed developmental opportunities or training programs that may assist the employee 


with short- or long-term goals. 


 


RESOLVING DISAGREEMENTS OVER THE RATING OF RECORD 


An employee may not necessarily agree with the rating of record, but supervisors should strive 


to help the employee understand how the rating was determined.  Additionally, an employee’s 


acknowledgment or signature on the final appraisal does not indicate agreement with the 


rating of record, and the rating of record is official even if the employee does not acknowledge 


it in the MyPerformance automated tool or sign it.   


 


When possible, the employee and supervisor should informally attempt to resolve any 


disagreements about the rating of record.  If they cannot, non-bargaining unit employees may 


raise issues related to the performance appraisal process through the administrative grievance 


system (AGS) while bargaining unit employees must use the negotiated grievance procedure 


(NGP) unless performance appraisals have been excluded from the NGP.  Employees may also 


have the right to appeal performance-based actions under Title 5, Code of Federal Regulations 


(CFR) §432 and §752 to the Merit Systems Protection Board (MSPB).  Bargaining unit employees 


may use the NGP or the statutory procedures, but not both. 
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CHAPTER 5 - RECOGNIZING AND REWARDING PERFORMANCE 


 


OVERVIEW 


Supervisors influence employee engagement and strengthen performance by recognizing and 


rewarding employees for their contributions.  Employees who understand the connection 


between effort and outcomes are more likely to perform at a higher level than employees for 


whom the connection is unclear.  Awards acknowledge, motivate, and reward achievements or 


contributions, and are an integral part of performance management. It is important to 


recognize good performance and achievements throughout the appraisal cycle as they occur, 


preferably, as closely as possible to the act(s) being recognized.  Detailed information and 


guidance on rewarding performance may be found in DoDI 1400.25-V451, “DoD Civilian 


Personnel Management System: Awards” and Component specific policy and guidance. 


 


DOD RECOGNITION AND REWARD PROGRAM 


The DoD recognition and rewards program allows the flexibility to create Component-level 


programs to suit the organizational differences across the Department.  The following principles 


embody the DoD Component recognition and reward programs: 


 The granting of awards is based on merit and contribution to the mission accomplishment, is 


significant in nature, and goes above and beyond expectations. 


 Clear distinctions are made for different levels of performance and contribution. 


 Supervisors recognize similarly-situated employees with like performance and contribution 


and reward them in a consistent manner. 


WHAT YOU SHOULD KNOW: 


● Recognizing and rewarding employees should occur throughout the performance 
appraisal cycle for their performance and to acknowledge contributions to the agency’s 
mission. 


● Recognition and rewards programs should be fair, credible, and transparent. 


● Recognition and rewards motivate employee performance and lead to organizational 
mission success. 


● Achievements or contributions should be significant in nature, related to organizational 
mission and goals, and exceed expectations to qualify for formal recognition. 


● Supervisors and employees should be aware of the types of recognition and rewards 
available. 


 



http://www.dtic.mil/whs/directives/corres/pdf/140025_vol451.pdf

http://www.dtic.mil/whs/directives/corres/pdf/140025_vol451.pdf
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 Programs are routinely assessed to ensure achievement of organizational goals are aligned 


with business-based criteria and are modified as necessary. 


 Transparency is built into all steps of the process by communicating the clearly defined 


procedures and criteria for the available forms of recognition and rewards. 


ACHIEVABLE RECOGNITION AND REWARD 


Being recognized and rewarded should be achievable for all employees—not just the very top 


performers and not just for the most visible contributions.  If all employees believe they are 


capable of receiving some type of recognition or reward, and the process is fair, credible, and 


transparent, the program will meet its goals of motivating performance.  Additionally, 


supervisors should be trained in how to use the recognition and rewards program in 


accordance with procedures in place to grant recognition and rewards.  It is important that 


recognition and rewards be granted in a timely manner—ideally, immediately after the 


recognizable action.  Otherwise, the reward can lose its relevance, and employees will not have 


a clear sense of what behavior or accomplishment is rewarded. Honorary awards and time-off 


awards should be used throughout the appraisal cycle. 


Supervisors are encouraged to use non-monetary awards, especially when funds for monetary 


awards are limited and restricted.  Examples of non-monetary awards include time off, tokens 


of appreciation (such as plaques), acknowledgement at staff meeting, or a certificate of 


appreciation, etc.  These should be administered in accordance with legal authorities and 


Department and Component regulations.  


 


 


Non-monetary forms of recognition have been shown to be highly effective.  Current 


DoD policy allows supervisors the flexibility and freedom to recognize employees 


using a variety of non-monetary forms of recognition.  Recognition, honorary 


awards, and time off awards should be used throughout the appraisal cycle. 


 


 


Executives, managers, supervisors, human resources professionals, and employees 


should receive training and resources on recognition and reward programs, including 


available forms of recognition and an understanding of how to use recognition to 


acknowledge and motivate employees. 
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CHAPTER 6 - PERSONNEL ACTIONS 


 


OVERVIEW 


The DoD Performance Management and Appraisal Program links employee recognition and 


rewards with other performance-based actions to performance appraisals for employees.  The 


rating of record has a bearing on various other personnel actions, such as promotions, granting 


within-grade pay increases, quality step increases and determining additional retention service 


credit in a RIF.  This chapter covers the link between ratings of record and how they may be 


used as a basis for certain other personnel actions.  One of the basic concepts of Federal 


employment is that personnel decisions are based on merit.  Appropriate consideration must 


be given to each employee’s performance when making decisions on personnel actions. 


 


PROMOTION 


In considering an employee for promotion under competitive procedures, due weight will be 


given to past performance appraisals and present performance. In order to be 


noncompetitively promoted to a higher grade in a career ladder or equivalent program, an 


employee must have a current rating of record of “Fully Successful” or better, in addition to 


meeting other prescribed requirements.  However, the fact that an employee is rated as “Fully 


Successful” or higher at the time they are eligible for a promotion does not mean a promotion 


is automatic. 


 


WITHIN-GRADE INCREASES (WGI) 


A Within Grade Increase (WGI) – also referred to as a periodic step increase or within range 


increase - is intended to recognize “Fully Successful” job performance by advancing employees 


to the next step in their grade.  Whereby increasing their value in the organization and their 


WHAT YOU SHOULD KNOW: 


● Employee performance can have either positive or negative impact.   


● Effective performance management practices build on the understanding that behavior is 
influenced by both positive and negative outcomes. 


● Positive results for high performance include recognition and rewards, promotions, within-
grade-increases, and other performance-based actions. 


● Effects of performance issues include counseling, reassignment, reduction in grade, or 
removal of the employee. 
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salary.  A WGI is not an entitlement; a supervisor may approve, delay or deny a WGI based on 


employee performance.  When considering delaying or denying a WGI based on poor 


performance, supervisors should contact their servicing Human Resources or Labor and 


Employee Relations Office.  Additional information and guidance on WGI Delay or Denial 


procedures is outlined in Chapter 8. 


 


QUALITY STEP INCREASES (QSI) 


A Quality Step Increase (QSI) is intended to provide appropriate incentive and recognition for 


demonstrated excellence in performance by granting an accelerated periodic step increase with 


the expectation that the exceptional performance will continue into the future.  QSIs are based 


on a level of exceptional, high-quality, sustained performance, examples include:  


 The quality and quantity of the employee’s work substantially exceed the “Fully Successful” 


standard with minimal room for improvement. 


 The accuracy and thoroughness of the employee’s work on his or her elements are 


consistent and exceptionally reliable. Work products rarely require even minor corrections. 


 Application of technical knowledge and skills goes beyond that expected for the position. 


 The employee significantly improves work processes and products for which they are 


responsible. 


 The employee’s adherence to procedures and formats, as well as suggestions made for 


improvement in these areas, increases the employee’s value to the organization. 


 The employee’s performance demonstrates that he or she understands the organization’s 


overall mission as it relates to his or her individual work. 


 The employee develops contingency plans to handle potential problems and quickly adapts 


to new priorities and changes in procedures without losing sight of long-term work goals. 


 The employee’s planning and adaptability result in early or timely completion of work under 


all but the most extraordinary circumstances. 


 Complex issues are brought to the supervisor’s attention; however, the employee handles 


most problems routinely and with exceptional skill. 


 The employee’s oral and written expression is exceptionally clear and effective, improves 


cooperation among participants in the workplace, and prevents misunderstandings. 


 Complicated or controversial subjects are presented or explained effectively to a variety of 


audiences so that desired outcomes are achieved. 
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To be eligible for a QSI, an employee must: 


 Currently be paid below step 10 of his or her grade;  


 Have been rated “Outstanding” (or the highest level available if covered by another 


performance program) on their most recent rating of record;  


 Have demonstrated sustained performance of exceptional, high quality; and 


 Have not received a QSI (or QSI-equivalent under a personnel system other than the 


General Schedule) within the preceding 52 consecutive calendar weeks. 
 


 


PROBATIONARY/TRIAL PERIOD 


New employees are carefully observed during the probationary/trial period to determine 


whether their conduct and performance on the job is as expected to become career Federal 


employees.  These performance discussions with employees should take place at strategic 


points of their probationary period so that employees understand what performance standards 


are required for retention in the Agency.  Supervisors should provide at least one progress 


review to ensure that these individuals have adequately demonstrated their qualifications and 


fitness for the position, the Department, and the civil service.  The effectiveness of the 


probationary/trial period is enhanced when action is taken to prevent employees who perform 


below the “Fully Successful” level from becoming career Federal employees.  Without proper 


use of the probationary/trial period to make such an appraisal, the probationary period 


becomes meaningless. 


 


If it is determined that a probationary employee is “Unacceptable” in either performance or 


conduct, he or she may be terminated at any time during the probationary period, which must 


be effective prior to the end of the probationary period.  For supervisors, the probationary/trial 


period should always be considered a key period for addressing and resolving performance 


issues.  The lapse of a probationary/trial period without proper appraisal of a new employee’s 


performance may result in future performance problems.  Employees should take every 


opportunity to communicate to their supervisor any barriers to “Fully Successful” performance 


during the probationary/trial period. 


 


 
 


 


Employees’ performance during the probationary/trial period usually serves as 


a good indicator of how well they will perform throughout their career.  


Supervisors should provide periodic progress discussions and at least one 


progress review to ensure probationers have adequately demonstrated their 


qualifications and fitness for the position, the Department, and the civil service.  


The probationary/trial period should always be considered a key period for 


addressing and resolving performance issues. 
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PROBATIONARY PERIOD FOR SUPERVISORS AND MANAGERS 


Individuals serving a supervisory or managerial probationary period should be observed to 


determine whether they perform supervisory or managerial duties in a “Fully Successful” 


manner.  New supervisors and managers who do not successfully complete the probationary 


period may be returned to a position of the same grade and pay as previously held.  Proper use 


of coaching and mentoring during this period can ensure the supervisory employee has fully 


demonstrated the qualifications and skills necessary for the supervisory or managerial position.  


Emphasis on the importance of supervisory duties is reflected by the DoDI V431 requirement 


for supervisory performance elements to equal or exceed non-supervisory performance 


elements.  Support should be provided to new supervisors in order to fulfill their supervisory 


role during the probationary period and beyond. 


 


The New Beginnings CAC enabled webpage (https://dodhrinfo.cpms.osd.mil/New-


Beginnings/Pages/Home1.aspx) offers additional tools and resources such as: the Hiring 


Managers Toolkit and the DoD new Supervisor Training requirements Memorandum. 


 



https://dodhrinfo.cpms.osd.mil/New-Beginnings/Pages/Home1.aspx

https://dodhrinfo.cpms.osd.mil/New-Beginnings/Pages/Home1.aspx
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CHAPTER 7 - SPECIALLY-SITUATED EMPLOYEES 


 


OVERVIEW 


There are a number of special circumstances that may affect an employee’s eligibility for a 


performance rating.  However, all employees who perform work under an approved 


performance plan for at least 90 calendar days will be rated based on the period of 


demonstrated performance and must receive a rating of record.  This chapter outlines 


procedures for addressing employee performance for employees who are detailed, matrixed, 


on leave without pay (LWOP), transferred, and for other specially-situated employees.  If 


unsure of the appropriate course of action for any specially-situated employee, contact the 


servicing Human Resources Office for further guidance and assistance. 


EMPLOYEES ON DETAIL 


A detailed employee is an employee on a temporary assignment to a different position or set of 


duties for a specified period and is expected to return to his or her permanent position of 


record at the end of the assignment.  When employees are detailed to another supervisor for 


less than 90 calendar days, it remains the responsibility of the supervisor of record (home 


supervisor) to develop and discuss a performance plan for that employee and complete the 


rating of record under the normal appraisal cycle.  The supervisor of record is responsible for 


conferring with the supervisor of the detail to obtain any input necessary to assess the 


employee’s performance.  It is important that every employee’s performance plan accurately 


represents the work that is expected of that employee during the appraisal cycle. 


 


Employees who are detailed for 90 calendar days or more must have a written performance 


plan, which includes written narrative statements (not a numerical rating) of the employee’s 


performance on the elements and standards from the supervisor of the detail, which reflects 


work assignments and goals for the detailed position. 


 


WHAT YOU SHOULD KNOW: 


● Employees performing under an approved plan for 90 calendar days are eligible for a 
rating of record. 


● Supervisors of record for detailed and matrixed employees should coordinate and 


continuously communicate with the supervisor of the detail or the on-site supervisor. 
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MATRIXED EMPLOYEES 


A matrixed employee is an employee assigned to an organization or location apart from his or 


her permanent supervisor/organization of record and provides support to the on-site 


organization.  The matrixed employee generally reports to the on-site manager/supervisor for 


day-to-day operations, but  remains assigned to his or her permanent position of record and 


reports to his or her permanent supervisor of record for functional responsibilities.  


 


When employees are matrixed to another organization, it remains the responsibility of the 


permanent supervisor of record to develop and discuss a performance plan for that employee 


and complete the rating of record.  It is important that every employee’s performance plan 


accurately represents the work that is expected of that employee during the appraisal cycle.  


The supervisor of record is responsible for conferring with the supervisor of the detail or on-site 


supervisor of  the matrix assignment to determine if any additional performance elements or 


standards need to be included in the performance plan and to obtain any input necessary to 


assess the employee’s performance. 


 


Supervisors of Record (i.e., Rating Officials) for detailed or matrixed employees are responsible 


for:  


 Conferring with the detail or matrix on-site supervisor to determine if any additional 


performance elements and standards, related to the duties of the position, need to be added 


to the employee’s performance plan. 


 Offering the employee an opportunity to provide input to any additional performance 


elements or standards. 


 Requesting written narrative statements (not a numerical rating) of the employee’s 


performance on the elements and standards relative to the detail or matrix assignment from 


the supervisor of the detail or on-site supervisor. 


 Retaining employee input received for a detailed or matrixed employee as part of the 


appraisal documentation in the Employee Performance File. 


 Completing the steps in the performance appraisal cycle to include progress reviews and 


final rating of record. 


 Consulting with the detail or on-site matrix supervisor or others, as appropriate, for feedback 


to be considered in appraising the employee’s performance on the elements and standards 


relative to the position to which the employee was detailed or matrixed. 
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Supervisors of detailed or matrixed employees are responsible for:  


 Conferring with the supervisor of record to provide input on any additional performance 


elements or standards related to the project(s) that need to be added to the employee’s 


performance plan. 


 Providing a written narrative summary (not a numerical rating) to the supervisor of record to 


be considered in evaluating the employee’s performance.  


 Keeping the supervisor of record aware of any performance issues and providing input to use 


during performance discussions. 


 Providing continuous feedback and encouraging two-way communication with the detailed 


or matrixed employee. 


 


EMPLOYEES PERFORMING REPRESENTATIONAL RESPONSIBILITIES 


When an employee is engaged in union representation, time spent performing union 


representation does not constitute ‘work of the agency’, and does not count toward the 


minimum period of performance of 90 calendar days under an approved performance plan.  If 


an employee performs agency work to meet the 90 calendar day requirement under an 


approved performance plan, employee is eligible to receive a rating. 


 


EXTENDED ABSENCE 


The length and dates of a period of LWOP, extended paid leave, or sabbatical, are significant 


when determining employee eligibility for a rating of record. If an employee on LWOP or 


extended absence worked under an approved performance plan for at least 90 calendar days 


during the appraisal cycle, the employee is eligible for a rating.  However, if an employee does 


not meet the 90 calendar day requirement, then he or she is not eligible to receive a rating.  


This guidance should be applied to any employee on extended absence for reasons including, 


but not limited to, workers’ compensation, LWOP to follow Head of Household (Permanent 


Change of Station), Long-term training, or LWOP as would be appropriate under the Family 


Medical Leave Act (FMLA). 


 


OUT-OF-CYCLE APPRAISALS 


Ratings are normally given at the end of the appraisal cycle. However, there are instances when 


a rating must be given outside of the normal appraisal cycle.  Out-of-cycle ratings are used 


when: 


 A supervisor has addressed performance problems with the employee, and the employee’s 


performance has further deteriorated to “Unacceptable;”  



http://cpol.army.mil/library/permiss/52222.html
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 An employee’s performance improves for a minimum of 90 calendar days following the 


employee’s receipt of an “Unacceptable” performance rating;  


 The current rating of record (e.g., “Fully Successful” or higher) does not support the 


personnel action under consideration (e.g., WGI denial/delay); or 


 A supervisor has denied a WGI, and the employee has performed at an acceptable level of 


competence for a minimum of 90 calendar days. 


 


EMPLOYEES WHO TRANSFER OR SUPERVISORS WHO LEAVE DURING THE APPRAISAL CYCLE 


The length of time employees serve under an approved performance plan determines whether 


a narrative statement or rating of record is required when an employee transfers or a 


supervisor leaves the organization.  


 


 A narrative statement is required when an employee has performed under an approved 


performance plan for at least 90 calendar days and there are more than 90 calendar days left 


in the appraisal cycle.  This narrative statement will be considered by the incoming 


supervisor. 


 


 A rating of record is required when an employee has performed under an approved 


performance plan for 90 calendar days or more and the employee or supervisor leaves the 


organization with fewer than 90 calendar days remaining in the appraisal cycle.  If 


circumstances preclude the departing supervisor from carrying out this responsibility, the 


HLR may serve as the rating official, subject to local policy.  
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Supervisors: 


 Communicate clear performance standards and expectations 
to employees early and often. 


 Provide constructive feedback on performance. 


 Provide effective assistance, applicable training, and 
coaching and mentoring. 


 Engaging in the above key strategies early in the process can 
prevent a small issue from snowballing into a performance 
deficiency that negatively impacts organizational 
performance. 


CHAPTER 8 - ADDRESSING PERFORMANCE ISSUES 


 


OVERVIEW 


Dealing with performance issues is a challenge for any supervisor, yet it is a key supervisory 


responsibility.  Effective and engaged supervisors keep employees informed of their 


performance on a continuous basis in order to minimize instances where deficiencies become 


serious performance problems.  This chapter covers courses of action that may be taken at any 


time during the appraisal cycle when deficiencies do occur.  


Dealing with performance issues 


effectively means, recognizing 


employees’ training needs early, 


identifying deficiencies that can 


be corrected, and providing the 


most effective assistance.  


Although informal developmental 


strategies may cost very little, 


they have potentially big payoffs 


in terms of improved individual 


performance and organizational 


productivity.  


 


WHAT YOU SHOULD KNOW: 


● Most performance problems can be resolved through effective communication between 
supervisors and their employees. 


● Addressing performance issues early has a positive effect throughout the organizational 
unit. 


● Employees have primary responsibility for improving performance. 


● Supervisors play an essential role in improving deficient performance. 


● Supervisors should not wait until repeated failures before taking remedial action. It is 
easier to rectify one error than the accumulated effect of many mistakes. 


● Encourage employee input in performance discussions. Obtain employee 
recommendations for improvements to ensure a similar problem does not occur again. 
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Employees: 


 Ask clarifying questions. 


 Ask for specific examples of “Fully Successful” performance. 


 Request additional job-related training or assistance. 


 Adhere to responsibilities outlined in the Performance 
Improvement Plan (PIP) document; actively seek assistance 
when needed. 


 


 


The purpose of counseling is to let employees with performance 


issues know that their performance is not meeting expectations 


and to help them raise their performance to the expected level. 


Counseling aims to assist, not punish, the employee. 
 


COMMUNICATING EXPECTATIONS AND PERFORMANCE DEFICIENCIES  


Through continuous monitoring and feedback, supervisors may identify work that does not 


meet performance expectations.  In these instances, the supervisor should engage the 


employee to ensure both parties 


have a shared understanding of 


the performance expectations.  


Continuous constructive, timely, 


and meaningful dialogue assists 


in identifying and reducing 


instances of performance 


deficiencies and prevents issues 


from becoming serious 


performance problems.  


Although most employees work 


hard and do their jobs well, there may be times when supervisors must counsel an employee 


whose job performance is “Unacceptable”.  Supervisors should address performance issues as 


soon as there is a problem; do not wait until a scheduled progress review or the final 


performance appraisal discussion.  Performance issues rarely correct themselves without 


action.  


When counseling or feedback do not resolve the performance deficiencies, contact your 


servicing Human Resources Office for further assistance and specific guidance on how to 


address deficient performance. 


ADDRESSING AND RESOLVING PERFORMANCE DEFICIENCIES  


If, during the appraisal cycle, a supervisor becomes aware that an employee is performing at a 


less than “Fully Successful” level, which means the employee is at risk of being assessed at an 


“Unacceptable” level in one or more elements, there are several actions a supervisor should 


take to address the deficiency as soon as it is noted: 
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 Make it clear to the employee that his or her current performance is “Unacceptable” and 


provide specific examples of work that has not met expectations, as well as examples of 


work that the employee has produced that does meet expectations.  


 Provide clear guidance as to what is needed in order for the employee to improve 


performance and provide ideas of where the employee may go to obtain additional 


assistance or training, if applicable.  


 Tell the employee what type(s) of assistance is available to help the employee meet 


expectations. 


 More than one progress review may be necessary before the employee is able to 


demonstrate “Fully Successful” performance. 


 


PROVIDING AN OPPORTUNITY TO IMPROVE 


If, despite the preventive steps taken, an employee’s performance is “Unacceptable” in one or 


more elements, the supervisor should provide the employee with a formal opportunity to 


demonstrate “Fully Successful” performance.  As part of the performance improvement plan 


(PIP), training and development may also become an essential component of demonstrating 


assistance to employees who are not meeting performance requirements.  Supervisors should 


contact the servicing Human Resources Office for assistance as soon as problems with an 


employee’s performance develop.  


The PIP is a tool to provide struggling employees the opportunity to succeed while still holding 


them accountable for past performance.  The PIP clarifies the work performance that needs 


improvement and how to improve.  This opportunity period should represent a genuine effort 


on management’s part to assist an employee based on that employee’s deficiencies.  In the PIP 


document, the supervisor must provide a written description of the deficient performance and 


specific instances of “Unacceptable” performance. The PIP should:  


 Identify the element(s) in which performance is deficient and provide a description of the 


“Unacceptable” performance. 


 Specify what the employee must do in order to demonstrate “Fully Successful” performance 


(i.e., clear detail of what is expected from the employee and how management will measure 


performance). 


 Indicate to the employee the time allowed for the opportunity to improve. 


 Explain what management will provide to assist the employee; such as indicating the point of 


contact who will be responsible for helping the employee through the performance 
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improvement period; and indicate how often the point of contact will meet with the 


employee.  (The point of contact tasked with guiding the employee is often the supervisor, 


but it could be a team leader, co-worker, or other appropriate person.) 


 Explain to the employee that if he or she has questions or does not understand something, 


the employee has the responsibility to notify the supervisor, team leader, or other 


appropriate person and proactively ask for help. 


 Offer assistance to the employee to improve performance.  Assistance may include but is not 


limited to closer supervision and counseling, personal demonstration, supervisory or peer 


coaching, frequent reporting, special assignments, and on-the-job training, if applicable.  


 Specify the possible consequences of failure to raise performance to the “Fully Successful” 


level during the opportunity period.  


 


It is vital that supervisors not only follow the PIP, but also continuously evaluate other 


opportunities to assist and support the employee.  Look for opportunities throughout the 


improvement period to help the employee succeed and achieve mission goals rather than 


passively monitor employee performance.  Document the actions management has taken to 


comply with the PIP, the employee’s performance, his or her progress, and continued 


deficiencies, if applicable.  The PIP is a formal commitment from the supervisor to help the 


employee improve his or her performance.  Once an employee has been afforded a reasonable 


opportunity to demonstrate performance at the “Fully Successful” level, the supervisor may 


propose an adverse action if the employee’s performance during or following the opportunity 


to demonstrate “Fully Successful” performance remains “Unacceptable” in one or more of the 


elements for which the employee was afforded opportunity to demonstrate “Fully Successful” 


performance. 


 


WITHIN GRADE INCREASE (WGI) DELAY OR DENIAL 


A Within Grade Increase (WGI) – also referred to as a periodic step increase or within range 


increase - is intended to recognize “Fully Successful” job performance by advancing employees 


to the next step in their grade.  Whereby increasing their value in the organization and their 


salary.  Supervisors often deal with delaying or denying a WGI while assisting an employee in 


improving performance or in the process of taking a performance-based action.  Supervisors 


should be aware of the process required to delay or deny a WGI when an employee's 


performance is not at the “Fully Successful” or “Outstanding” level.  The situations in which this 


applies include: 


 


 When the rating of record is "Unacceptable";  
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 When the employee failed to demonstrate “Fully Successful” performance during the PIP; or  


 When the most recent rating of record was “Fully Successful”, but performance has since 


deteriorated to less than “Fully Successful” (Note: The supervisor must first issue an out-of-


cycle rating to formally reflect the “Unacceptable” rating of record to support withholding or 


denying the WGI). 


 


After a WGI has been withheld, if the supervisor determines the employee has demonstrated 


sustained “Fully Successful” performance for a minimum of 90 calendar days, the supervisor 


may prepare a new rating of record for the employee and grant the WGI in accordance with 5 


CFR §531.411.  When considering delaying or denying a WGI based on poor performance, 


supervisors should contact their servicing Human Resources or Labor and Employee Relations 


Office. 


 


REASSIGNMENT, DEMOTION, OR REMOVAL BASED ON “UNACCEPTABLE” PERFORMANCE 


The culture of a high-performing organization is one that fosters employee engagement and 


personal accountability in maintaining high performance. However, there are times when 


employee performance falls below the “Fully Successful” level.  Supervisors should address 


declining performance as it occurs to prevent performance problems from worsening.  Some 


performance issues cannot be avoided and where the employee’s performance is at an 


“Unacceptable” level and the employee has been provided an opportunity to demonstrate 


“Fully Successful” performance (Performance Improvement Period (PIP)), the employee may be 


reassigned, reduced in grade, or removed from Federal service.  Chapter 8, Improving Deficient 


Performance, of this guide prescribes procedures for taking actions based on “Unacceptable” 


performance. 
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CHAPTER 9 - MYPERFORMANCE 


MyPerformance is the only automated appraisal tool authorized for use in administering and 


documenting activities under the Performance Management and Appraisal Program.  The tool 


provides a comprehensive automated platform to create, review, and approve performance 


plans, assign ratings, as well as document changes to: performance plans, progress reviews, 


employee input, and performance narratives.  Information housed in MyPerformance will 


populate the Department of Defense Performance Plan, Progress Review and Rating Form, DD 


Form 2906.  Supervisors and employees have important roles throughout the performance 


period facilitated by MyPerformance as summarized in the chart below. 


 


Table 3.  MyPerformance Roles for Supervisors and Employees 


Phase Manager/Supervisor Employee 


Planning 


 Document employee and position 


information. 


 Initiate the performance plan 


process. 


 Set expectations by documenting 


performance elements and 


associated standards for employee 


and supervisor.  


 Coordinate the performance plan 


for approval. 


 Verify accuracy of the PD. 


 Verify employee and position 


information. 


 May initiate the performance 


plan process. 


 Participate in establishing the 


performance plan, setting 


performance elements, and 


associated standards.  


 Acknowledge receipt of the 


performance plan.  


Monitoring  


 Document observed employee 


accomplishments during progress 


reviews.  


 Update, add, or delete 


performance elements, as 


required. 


 Document accomplishments for 


each performance element via 


employee input.  


 Suggest changes to performance 


elements as appropriate. 


 Acknowledge progress reviews. 


Evaluating 


 Document employee performance 


appraisal. 


 Coordinate the approved final 


rating.  


 Document the communication of 


the rating to the employee. 


 Request employee input. 


 Complete and submits input. 


 Document performance 


discussion with 


manager/supervisor.  


 Acknowledge receipt of 


performance appraisal. 
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The DoD Components will develop processes for completing appraisals, using DD Form 2906, 


where supervisors or employees do not have computer access.  Please refer to the 


MyPerformance User Guide for further instructions on the use of the automated tool. 


 







PERFORMANCE MANAGEMENT & 
APPRAISAL PROGRAM TOOLKIT 


Labor and Employee Relations Division 


 


45 | P a g e  


APPENDIX A:  ALIGNING EMPLOYEE PERFORMANCE PLANS WITH ORGANIZATIONAL GOALS 


STEP 1 - Look at the Overall Picture 


Review organizational goals and performance measures already available. Determine which 


goals and measures the employee’s work unit can affect.  
 


STEP 2 - Determine Work Unit Accomplishments Using Any or All of the Following Methods 


 METHOD A: A Goal Cascading Method.  Cascade the agency’s goals to the work unit level. 


Determine the work unit’s accomplishment(s) that directly affect the organization’s goals.  


 METHOD B: A Customer-Focused Method.  Determine the product(s) or service(s) that the 


work unit provides to its customers.  


 METHOD C: A Work Flow Charting Method.  Develop a work flow chart for the work unit, 


establishing key steps(s) in the work process.  


 


STEP 3 - Determine Individual Accomplishments That Support Work Unit Goals 


Elements that address individual performance can be identified using a role-results matrix. List 


the work unit accomplishments across the top of the matrix.  List each member of the work unit 


or each job position down the left side of the matrix.  In each cell, list the accomplishment (i.e., 


performance element) that the member must produce or perform to support the work unit 


accomplishment.  All performance elements should be either quantifiable or verifiable.  
 


STEP 4 - Convert Expected Accomplishments into Performance Elements, Indicating Type and 


Priority 


All employees must have at least one critical element.  Critical elements must address individual 


performance only.  
 


STEP 5 - Determine Work Unit and Individual Measures 


For each element, determine which general measures (i.e., quantity, quality, timeliness, or cost-


effectiveness) are important.  Determine how to measure the quantity, quality, timeliness, 


and/or cost-effectiveness for the element.  If an accomplishment can be measured with 


numbers, determine the unit of measurement to be used.  If performance can only be 


described (i.e., observed and verified), clarify who would appraise the work and what factors to 


identify.  
 


STEP 6 - Develop Work Unit and Individual Standards 


A “Fully Successful” standard must be established for each performance element. If the 


measure for the element is numeric, determine the range of numbers that would represent 


“Fully Successful” performance. Establish a range of performance above which special 


recognition may be warranted and below which a performance problem exists.  
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If the measure for the element is descriptive, determine what the appraiser would see or report 


that would verify that performance is “Fully Successful.”  Determine what exceeding 


expectations would look like for each performance element. Describe what the appraiser would 


see happening when expectations are exceeded.  
 


STEP 7 - Determine How to Monitor Performance 


Determine what data to collect for each performance element, which source the data should 


come from, and whether to collect all the data or just a sample. Determine when to collect the 


data, who should collect it, and who should receive it. Review existing reports for possible use 


as feedback reports. Create feedback tables or graphs where appropriate or necessary. Try to 


design feedback processes that give employees feedback automatically.  
 


STEP 8 - Check the Performance Plan Using the Following Guidelines 


 Are the critical elements truly critical?  Failure on a critical element results in a 


determination that the employee’s overall performance is “Unacceptable”.  


 Is the range of “Fully Successful” performance clear?  Performance expectations should be 


quantifiable, observable, and/or verifiable.  


 Are the standards attainable and expectations reasonable?  Do the standards allow for some 


margin of error? 


 Are the standards challenging?  Does the work unit or employee need to exert a reasonable 


amount of effort to reach a “Fully Successful” performance level?  


 Are the standards fair?  Are they comparable to expectations for other employees in similar 


positions? 


 Are the standards applicable?  Can the appraiser(s) use the standards to appraise 


performance?  Can the appraiser(s) manage the data collected through the measurement 


process?  


 Are the elements and standards flexible? Elements and standards should be able to be 


adapted readily to changes in resources or mission.  


 Is the “Fully Successful” standard surpassable?  Is it possible for a work unit’s or an 


employee’s performance to exceed it? 


 Work units and employees should understand what is required.  


 


The Office of Personnel Management’s handbook, “A Handbook for Measuring Employee 


Performance:  Aligning Employee Performance Plans with Organizational Goals,” is available at 


https://www.opm.gov/policy-data-oversight/performance-


management/measuring/employee_performance_handbook.pdf. 



https://www.opm.gov/policy-data-oversight/performance-management/measuring/employee_performance_handbook.pdf.

https://www.opm.gov/policy-data-oversight/performance-management/measuring/employee_performance_handbook.pdf.
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GLOSSARY: DEFINITIONS. 


These terms and their definitions are for the purposes of this toolkit. 


 


appraisal.  The process by which performance is reviewed and evaluated. 


appraisal cycle.  A 1-year period (April 1 – March 31) established by the DoD Performance 


Management and Appraisal Program in which an employee’s performance will normally be 


reviewed, and a rating of record will be assigned. 


approved performance plan.  A performance plan written, reviewed, and approved in 


accordance with DoD Component procedures, which communicates expectations and 


requirements of employee performance for the appraisal cycle. 


detail.  A temporary assignment to a different position or a set of duties for a specified period.  


The employee is expected to return to his or her permanent position of record at the end of the 


assignment. 


element.  A type of performance element in which a work assignment or responsibility is of 


such importance that “Unacceptable” performance on the element would result in a 


determination that the employee’s overall performance is “Unacceptable”.  All elements are 


critical and only used to measure individual performance.  


employee performance file.  A record containing copies of employees’ performance ratings of 


record, including the performance plans on which the ratings are based.  It also includes all 


performance-related records, such as forms or other documents, maintained as a system of 


records within the meaning Section 552a of Title 5, U.S.C., also known as the “Privacy Act of 


1974.” 


HLR.  A senior-level management official, normally above the level of a rating official.  


 


matrixed employee.  An employee hosted by an organization at a location apart from his or her 


permanent supervisor or organization of record and who is performing work for his or her 


organization of record.  The employee may receive taskings from the host organization but he 


or she remains under the authority, direction, and control of his or her organization of record.  


minimum period of performance.  The minimum appraisal cycle for the DoD Performance 


Management and Appraisal Program is 90 calendar days on an approved performance plan. 
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MyPerformance.  The DoD automated appraisal tool authorized for use by both supervisors 


and employees to document the performance management process of the DoD Performance 


Management and Appraisal Program. 


opportunity period to demonstrate acceptable performance.  A reasonable period for the 


employee whose performance has been determined to be “Unacceptable” in one or more 


elements to demonstrate acceptable performance in the element(s) at issue.  


performance.  Accomplishment of work assignments or responsibilities. 


performance discussion.  Joint communication between the supervisor and employee about 


the employee’s work performance and its link to organizational effectiveness.  The discussions 


may consist of verbal feedback sessions or formal progress reviews.    


performance element rating.  The written, or otherwise recorded, appraisal of performance 


compared to the performance standards for each element on which there has been an 


opportunity to perform for the minimum period of performance.   


performance management.  The integrated process by which an agency involves its employees 


in improving organizational effectiveness in the accomplishment of agency mission and 


strategic goals.  Performance management consists of:  performance planning, monitoring 


employee performance, evaluating employee performance, and recognizing and rewarding 


employee performance. 


performance plan.  All of the written, or otherwise recorded, performance elements and 


standards that set expected performance.  A plan must include performance elements and 


standards.   


performance rating level (also known as “summary level”).  An ordered category of 


performance from Level 1 through Level 5, with Level 1 as the lowest and Level 5 as the highest.  


Level 1 is “Unacceptable”; Level 3 is “Fully Successful”; and Level 5 is “Outstanding”.  


performance standard.  The management-approved expression of the performance threshold, 


requirement, and expectations that must be met to be appraised at a particular level of 


performance.  A performance standard may include, but is not limited to, quality, quantity, 


timeliness, and manner of performance. 


PIP.  A strategy developed for an employee at any point in the appraisal cycle when 


performance becomes “Unacceptable” in one or more elements.  This plan affords an employee 
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the opportunity to demonstrate acceptable performance and is developed with specific 


guidance provided by the servicing human resources office. 


progress review.  A type of formal performance discussion in which the supervisor 


communicates with the employee about the employee’s performance compared to his or her 


performance standards.  Supervisors are required to conduct at least one formal progress 


review during the appraisal cycle. 


promotion.  A change of an employee, while serving continuously within the same agency, 


either to a higher grade when both the old and the new positions are under the General 


Schedule or under the same type graded wage schedule, or to a position with a higher rate of 


pay when both the old and the new positions are under the same type of ungraded wage 


schedule, or are in different pay method categories. 


QSI.  An increase in an employee’s rate of basic pay from one step or rate of the grade of his or 


her position to the next higher step of that grade or next higher rate within the grade (as 


defined in Section 531.403 of Title 5, CFR).  Only an employee who receives a rating of record of 


“Outstanding” or equivalent is eligible. 


rating of record.  The performance rating level assigned at the end of an appraisal cycle for 


performance of agency-assigned duties over the entire cycle.  


rating official.  The person responsible for informing the employee of the duties of his or her 


position, establishing performance standards, providing feedback, appraising performance, and 


assigning the performance rating.  Normally, this is the employees’ immediate supervisor. 


reassignment.  The change of an employee, while serving continuously within the same agency, 


from one position to another without promotion or demotion. 


reduction in grade.  The involuntary assignment of an employee to a position at a lower 


classification or job grading level.  A reduction in grade is also referred to as a demotion. 


removal.  The involuntary separation of an employee from federal service. 


SMART.  An acronym for criteria that can be used in writing and evaluating performance 


standards: specific, measurable, achievable, relevant, and timely. 


supervisor (Civil Service Reform Act (CSRA)).  Position meets the definition of “supervisor” in 


Section 7103(a)(10) of Title 5, U.S.C., but does not meet the minimum requirements for 


application of the General Schedule Supervisory Guide. 
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unacceptable performance.  Performance that fails to meet the established performance 


standards in one or more elements of an employee’s position.  It is referred to as a Level 1 


rating under the DoD Performance Management and Appraisal Program.  


WGI.  A periodic step increase in an employee’s rate of basic pay from one-step of the grade of 


his or her position to the next higher step within that grade.  The employee’s rating of record 


must be at the “Fully Successful” level to be eligible for a WGI. 
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RATING EACH JOB ELEMENT:  PERFORMANCE DESCRIPTORS 


ELEMENT 
RATING 


DESCRIPTION OF LEVEL OF PERFORMANCE 


OUTSTANDING • The quality and quantity of the employee’s work substantially exceeds the standard with minimal room for improvement.  
• The accuracy, thoroughness, and timeliness of the employee’s work on this element are exceptionally reliable.  
• Application of technical knowledge and skills goes well beyond that expected for the position.  
• The employee consistently and significantly improves the work processes and products for which he or she is responsible.  
• The employee’s adherence to procedures and formats, as well as suggestions provided for improvement in these areas 


increases the employee’s value to the organization and overall mission accomplishment.  
• Work products rarely require even minor revisions.  
• The employee seeks additional work or special assignments at increasing levels of difficulty.  


FULLY 
SUCCESSFUL 


• The quality and quantity of the employee’s work fully meets the requirements of the performance element.  
• Major revisions are normally not necessary; most work only requires minor revision.  
• Projects are completed accurately, thoroughly, and timely.  
• Technical skills and knowledge are applied effectively to specific job tasks.  
• The employee adheres to procedures and format requirements.  
• Routine problems associated with completing assignments are resolved with minimum supervision.  


UNACCEPTABLE • The quality, quantity, and timeliness of the work are unsatisfactory.  
• Work products must be continually revised and edited; instructions must be reiterated.  
• The employee is unable to work reliably and independently without ongoing supervision.  
• Projects are incomplete or “Unacceptable”.  
• The employee fails to prioritize and apply routine knowledge and skills expected for this position, contributing to 


inadequate work products.  
• Work is incomplete or unacceptably late because of the employee’s lack of realistic or logical planning, compounded by 


their lack of attention to basic priorities or details.  
• The employee fails or is unable to adapt to changes in priorities, procedures, or program directions.  
 


 


BASIC GUIDE FOR RATING OFFICIALS: 
RATING PERFORMANCE ELEMENTS, DERIVING SUMMARY RATINGS, AND AWARD ELIGIBILITY 


FEBRUARY, 2021 
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DERIVING RATINGS OF RECORD 


Once individual element ratings are assigned, the MyPerformance Tool will calculate an average rating based on the average of the individual element 
ratings.  The average rating will determine the summary rating which is the rating of record.  A rating of NR (Not Rated) on an element will not be included 
when deriving the rating of record. 


SUMMARY  RATING OF RECORD AVERAGE RATING CRITERIA 
LEVEL 5 - OUTSTANDING AVERAGE SCORE OF 4.3 OR MORE WITH NO ELEMENT RATED AS LEVEL 1 
LEVEL 3 – FULLY SUCCESSFUL AVERAGE SCORE OF LESS THAN 4.3 WITH NO ELEMENT RATED AS LEVEL 1 
LEVEL 1 - UNACCEPTABLE ANY ELEMENT RATED AT LEVEL 1 


 


AWARDS 


There are three types of awards available to recognize annual performance.  However, regardless of rating, awards are not required or guaranteed.  While 
rating officials recommend awards, the Performance Awards Review Board (PARB) will make the final decision on all performance awards. 


AWARD TYPE ELIGIBILITY NOTES 
CASH AWARDS • SUMMARY RATING OF  LEVEL 3 OR ABOVE • MAY NOT BE GIVEN IN ADDITION TO A QSI 
QUALITY STEP INCREASE (QSI) • SUMMARY RATING OF LEVEL 5 


• BELOW STEP 10 
• NO QSI IN PRIOR 52 WEEKS 
• HIGH LEVEL PERFORMANCE EXPECTED TO CONTINUE 


• MAY NOT BE GIVEN IN ADDITION TO A CASH 
PERFORMANCE AWARD 


• CONSULT WITH HRO IF THE QSI WILL PUT 
THE EMPLOYEE IN STEP 4 OR 7 TO 
DETERMINE IF A QSI IS A GOOD OPTION  


TIME OFF AWARDS • SUMMARY RATING OF LEVEL  3 OR ABOVE • MAY BE GIVEN AS A STAND ALONE AWARD 
OR IN ADDITION TO A CASH AWARD OR QSI 


• MAXIMUM TIME OFF HOURS BASED ON A 
RATING OF RECORD IS 40 HOURS 


• MAXIMUM TIME OFF AWARD HOURS IN A 
LEAVE YEAR IS 80 HOURS 


 


IMPORTANT NOTE:  THE AWARDS ELIGIBILITY CHART ABOVE SHOWS THE MINIMUM REQUIREMENTS FOR AWARDS.  YOUR PARB MAY 
HAVE A BUSINESS RULE THAT PROVIDES FURTHER RESTRICTIONS.  FOR EXAMPLE, A PARB MAY HAVE A BUSINESS RULE THAT 
RESTRICTS THOSE WITH AN AVERAGE RATING BETWEEN 3.0 TO 3.5 TO TIME OFF AWARDS ONLY, OR MAY RESTRICT A QSI TO THOSE 
WITH AVERAGE RATINGS BETWEEN 4.7 AND 5.0 
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Rating Official Award Recommendation Form



		Rating Official

		



		Higher Level Reviewer

		



		Organization

		



		





EMPLOYEE NAME

		





PAY PLAN & GRADE

		RATING OF RECORD:



OS - Outstanding (4.3 -5.0)

FS  -  Fully Successful (3.0-4.2) UA - Unacceptable (2.9 or 

         lower;  any element 

         rated as level 1)

		SUMMARY RATING



(Score taken from Part E of appraisal form, e.g. 3.5, 4.7)

		AWARD(S) RECOMMENDED[footnoteRef:1] [1:  Only employees rated Outstanding are eligible for a QSI.  Employees may not receive both a QSI and a cash award.  Time off awards may be given in addition to, or in lieu of, a cash award or QSI.] 


If time off, state number of hours



		

		

		

		

		CASH

		QSI

		TIME OFF
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PROVIDE ANY ADDITONAL INFORMATION YOU WISH THE PARB TO CONSIDER:

		







If you have recommended an employee for a Quality Step Increase, by signing this form you are certifying the employee has demonstrated sustained performance of a high quality for a significant period of time and that the high quality of performance is expected to continue.  You are also certifying the employee is below step 10 of his/her grade and has not received a QSI in the preceding 52 consecutive calendar weeks.



		Rating Official signature:



		Date:



		Higher Level Reviewer signature:



		Date:









		Enclosure (5)
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Purpose: This instruction is composed of several volumes, each containing its own purpose.  In 


accordance with the authority in DoD Directive 5124.02: 


 This instruction establishes and implements policy, establishes procedures, provides guidelines and 


model programs, delegates authority, and assigns responsibilities regarding civilian personnel 


management within the DoD. 


 This volume, in accordance with DoD Directive 1400.25: 


o Pursuant to Volumes 410, 430, and 451 of this instruction, implements policy, assigns 


responsibilities, and establishes procedures for the DoD Performance Management and Appraisal 


Program. 


o Implements the requirements of Section 9902 of Title 5, United States Code (U.S.C.). 


o Establishes a DoD performance appraisal program in accordance with Section 430.205 of Title 5, 


Code of Federal Regulations (CFR). 
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SECTION 1:  GENERAL ISSUANCE INFORMATION 


1.1.  APPLICABILITY.  This volume applies to OSD, the Military Departments, the Office of 


the Chairman of the Joint Chiefs of Staff and the Joint Staff, the Combatant Commands, the 


Office of the Inspector General of the Department of Defense, the Defense Agencies, the DoD 


Field Activities, and all other organizational entities within the DoD (collectively referred to in 


this volume as the “DoD Components”).   


1.2.  POLICY.  The DoD will: 


a.  Provide a fair, credible, and transparent performance appraisal program for linking 


bonuses and other performance-based actions to employee performance in accordance with 


Section 9902 of Title 5, U.S.C. 


b.  Develop and maintain a results-oriented performance culture that links individual 


performance to organizational goals. 


1.3.  SUMMARY OF CHANGE 2.  The changes to this issuance update information regarding 


performance-based delay of within-grade increases for DoD civilian personnel to comply with 


Section 1106 of Public Law 114-92 in accordance with the direction in the June 23, 2020 Deputy 


Secretary of Defense memorandum. 
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SECTION 2:  RESPONSIBILITIES 


2.1.  ASSISTANT SECRETARY OF DEFENSE FOR MANPOWER AND RESERVE 


AFFAIRS (ASD(M&RA)).  Under the authority, direction, and control of the Under Secretary 


of Defense for Personnel and Readiness (USD(P&R)), the ASD(M&RA) has overall 


responsibility for the development of DoD civilian personnel policy covered by this volume.  


2.2.  DEPUTY ASSISTANT SECRETARY OF DEFENSE FOR CIVILIAN PERSONNEL 


POLICY (DASD(CPP)).  Under the authority, direction, and control of the ASD(M&RA), the 


DASD(CPP) supports the development of civilian personnel policy covered by this volume and 


monitors its execution by DoD Components, ensuring consistent implementation and application 


throughout DoD. 


2.3.  DIRECTOR, DEPARTMENT OF DEFENSE HUMAN RESOURCE ACTIVITY.  
Under the authority, direction, and control of the USD(P&R), the Director, Department of 


Defense Human Resources Activity, provides support to the DASD(CPP), as appropriate, in 


execution of duties and responsibilities assigned in this volume. 


2.4.  DOD COMPONENT HEADS.  The DoD Component heads: 


a.  Oversee the implementation, application, and evaluation of performance management 


programs within their respective Components. 


b.  Ensure that the DoD Performance Management and Appraisal Program procedures and 


requirements are applied properly within their respective Components. 


c.  Ensure that new supervisors and employees, as well as those transferred or promoted, 


receive information and are properly oriented to the DoD Performance Management and 


Appraisal Program.   


d.  Ensure performance management training for supervisors and employees is provided. 


e.  Actively promote a high-performance culture within their respective Components. 
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SECTION 3:  PROCEDURES 


3.1.  GENERAL PROVISIONS. 


a.  Purpose.   The DoD Performance Management and Appraisal Program:  


(1)  Provides a framework for supervisors and managers to communicate expectations 


and job performance.  


(2)  Links individual employee performance and organizational goals.  


(3)  Facilitates a fair and meaningful assessment of employee performance.  


(4)  Establishes a systematic process for planning, monitoring, evaluating, and 


recognizing and rewarding employee performance that contributes to mission success. 


(5)  Nurtures a high-performance culture that promotes meaningful and ongoing dialogue 


between employees and supervisors and holds both accountable for performance. 


(6)  Supports and is consistent with merit system principles in Section 2301 of Title 5, 


U.S.C. 


b.  Coverage. 


(1)  DoD Component Coverage.   The DoD Performance Management and Appraisal 


Program applies to all DoD employees, except those employees in positions identified in 


Appendix 3A. 


(2)  Savings Provision.  No employee may be concurrently covered by more than one 


performance appraisal program in accordance with the savings provision established in Volume 


430 of this instruction.  Accordingly, the requirements of this volume will not apply to 


employees subject to performance improvement plans (PIPs), or subsequent actions resulting 


from having failed a PIP, taken in accordance with Chapter 43 of Title 5, U.S.C., that was 


initiated prior to the effective date of implementation of the DoD Performance Management and 


Appraisal Program with respect to the employee.  


3.2.  BASIC REQUIREMENTS OF THE PROGRAM. 


a.  Appraisal Pattern.  The DoD Performance Management and Appraisal Program uses a 


three-level rating pattern, Summary Level Pattern B, as identified in Section 430.208(d)(1) of 


Title 5, CFR, and the performance rating levels (also known as “summary levels”) listed in Table 


1 must be used. 
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Table 1.  Performance Rating Levels 


Level 5 – Outstanding 


Level 3 – Fully Successful 


Level 1 – Unacceptable 


 


b.  Appraisal Cycle.  The appraisal cycle for employees covered by the DoD Performance 


Management and Appraisal Program is April 1 through March 31 of each calendar year. 


Components operating academic institutions may elect to apply an appraisal cycle based on their 


academic year to some or all of the employees of these academic institutions. 


c.  Effective Date of the Appraisal.  A rating of record is final when it is signed by the 


employee’s supervisor, in his or her capacity as rating official and, where required by 


Component policy, by a higher level reviewer (HLR).  A rating of record finalized before June 1 


will be effective June 1. 


d.  Minimum Period of Performance.  The minimum period of performance is 90 calendar 


days.  Employees who perform under an approved performance plan for a minimum of 90 


calendar days will be rated based on the period of demonstrated performance.   


e.  Performance Discussions.  To foster a culture of high performance, supervisors and 


employees should engage in two-way performance feedback throughout the appraisal cycle.  


Supervisors are required to hold a minimum of three formal documented performance 


discussions during the appraisal cycle.  These required discussions will include the initial 


performance plan meeting to discuss performance expectations, one progress review, and the 


final performance appraisal discussion to communicate the rating of record.  Additional progress 


reviews are highly encouraged throughout the appraisal cycle. 


f.  DoD Core Values.  In order to develop common awareness of and reinforce a high-


performance culture, DoD core values will be discussed with employees at the beginning of the 


appraisal cycle and will be annotated on all performance plans.  The DoD core values, which 


form the foundation of the DoD performance culture are:  leadership, professionalism, and 


technical knowledge through dedication to duty, integrity, ethics, honor, courage, and loyalty. In 


addition to the DoD core values that will be annotated on performance plans and discussed with 


employees, DoD Components may include organizational values and may include organzational 


mission statements or goals which apply to the employee’s performance elements.  This aids in 


developing a common awareness and to reinforcing the individual contribution to the overall 


success of both the DoD and organization’s mission.  Employees will only be assessed on the 


DoD core values or organizational values to the extent applicable to the assessment of a 


performance element. 


 


g.  MyPerformance Appraisal Tool.  The MyPerformance appraisal tool provides an 


automated system to create, review, and approve performance plans; document modifications to 


performance plans; document progress reviews; document employee input on his or her 


individual performance; and document performance appraisals.   
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(1)  The MyPerformance appraisal tool is the only automated appraisal tool that has been 


authorized for use in administering and documenting activities under the DoD Performance 


Management and Appraisal Program, and MyPerformance generates a completed DD Form 


2906, “Department of Defense Civilian Performance Plan, Progress Review, and Appraisal.”   


(2)  When supervisors or employees do not have access to the electronic MyPerformance 


appraisal tool, they must use the paper copy of DD Form 2906 to document the performance 


plan, progress review(s), and rating of record.  The DoD Components will develop any needed 


processes for completing appraisals using a blank DD Form 2906. 


h.  Retention Schedule for Employee Performance Files.  Performance ratings of record, 


including the performance plans on which they are based, will be retained for 4 years or as 


otherwise required by Section 293.404 of Title 5, CFR.  Since the MyPerformance tool maintains 


performance records for 4 years, supervisors and employees are advised to print performance 


records they wish to maintain beyond the 4-year period.  Where any performance-related 


document is needed in connection with an ongoing administrative, negotiated, quasi-judicial, or 


judicial proceeding, the rating of record must be retained for as long as necessary. 


i.  Transfer of Employee Performance Files.  When an employee transfers to another DoD 


Component or is assigned to another organization within the Component, the organization, in 


accordance with Sections 430.209 and 293 of Title 5, CFR, will transfer with the employee: 


(1)  The most recent ratings of record as required by Paragraph 3.2.h. of this volume. 


(2)  Any subsequent performance ratings.   


3.3.  PLANNING PERFORMANCE.  Employee and supervisor engagement that provides 


opportunity for employee input is the first step in establishing ongoing communication and 


understanding of performance expectations and organizational goals throughout the appraisal 


cycle.  This results in effective performance planning.  Specific performance measures will be 


used to determine whether expectations and goals are being met.  Each employee must have a 


written performance plan established and approved normally within 30 calendar days of the 


beginning of the appraisal cycle or the employee’s assignment to a new position or set of duties.  


The supervisor will communicate the performance plan to the employee after it has been 


approved in accordance with DoD Component procedures.      


a.  Employee Performance Plan.  The performance plan will clearly document for each 


employee how the expected outcomes and results are linked to the organization’s goals and 


objectives and how his or her performance will be measured throughout the appraisal cycle.  The 


performance plan includes the employee’s performance elements and performance standards for 


the appraisal cycle.  Changes to mission, organizational goals, work unit priorities, or assigned 


duties that occur during the appraisal cycle may necessitate revisions to the performance plan. 


b.  Performance Elements.  Performance elements describe the expectations related to the 


work being performed.  All performance elements must be critical elements and clearly align 


with organizational goals.  For ratings of record, each ratable element will be assigned a 


performance element rating.  For assistance with alignment of performance elements to 
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organizational goals, supervisors should review organizational plans and may consult with their 


performance improvement officer, or equivalent, as necessary.  The USD(P&R) must approve 


DoD-wide performance elements for groups of employees, as needed.  The two types of 


performance elements are:  


(1)  Critical Element.  Performance plans must have a minimum of one critical 


performance element, and each element must have associated performance standards that define 


expectations.  A critical element is a work assignment or responsibility of such importance that 


unacceptable performance on the element would result in a determination that an employee’s 


overall performance is rated as “Unacceptable.”  Critical elements are only used to measure 


individual performance; supervisors must not establish critical elements for team performance.  


(2)  Supervisory Element.  All performance elements related to supervisory duties are 


critical elements.  The number of supervisory performance elements on performance plans for 


supervisors will equal or exceed the number of non-supervisory (technical) performance 


elements.  The requirement for the number of supervisory performance elements to exceed the 


number of non-supervisory elements does not apply to employees coded as Supervisor Civil 


Service Reform Act (CSRA) code “4” in the Defense Civilian Personnel Data System. 


c.  Performance Standards.  Performance standards describe how the requirements and 


expectations provided in the performance elements are to be evaluated.  Performance standards 


must be provided for each performance element in the performance plan and must be written at 


the “Fully Successful” level.  The standards should include specific, measureable, achievable, 


relevant, and timely (SMART) criteria, which provide the framework for developing effective 


results and expectations.  SMART standards objectively express how well an employee must 


perform his or her job to achieve performance at the “Fully Successful” level by providing 


standards that are: 


(1)  Specific.  Goals are sufficiently detailed in describing what needs to be 


accomplished.  


(2)  Measurable.  The accomplishment of the performance element is clear and can be 


quantified or substantiated using objective criteria. 


(3)  Achievable.  Goals are realistic, yet challenging and can be accomplished with the 


resources, personnel, and time available. 


(4)  Relevant.  The critical element aligns with or links to organizational mission and 


success. 


(5)  Timely.  Goals will be completed within a realistic timeframe. 


d.  Developing and Communicating Performance Expectations.  Written performance 


plans must be developed and approved by supervisors, clearly communicated to employees, and 


acknowledged by employees. 


(1)  Normally within 30 days of the beginning of each appraisal cycle, supervisors and 


employees should discuss performance goals for the upcoming cycle.  Supervisors must allow 
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employees the opportunity to provide input into their performance elements and standards.  


While employees have the opportunity to provide input into their performance plans, supervisors 


must develop and approve the performance elements and standards.     


(2)  Supervisors must communicate each approved performance plan and how the 


performance expectations link to any organizational goals with their employees.  This also 


provides an opportunity for the supervisor and employee to achieve a common understanding of 


the performance required for mission success.   


(3)  The date of the meeting or communication will be documented in the 


MyPerformance appraisal tool or on the DD Form 2906 and acknowledged by the employee. 


e.  Modifying the Plan During the Appraisal Cycle.  A performance plan is a flexible, 


living document and should be reviewed and discussed throughout each appraisal cycle.  Plans 


may be modified as organizational goals and priorities or employee responsibilities change.   All 


approved modifications to performance elements or standards must be discussed with and 


communicated to the employee, and the employee should acknowledge the revisions in the 


MyPerformance appraisal tool or on the DD Form 2906.  If considering a change to an element 


or standard within 90 calendar days of the end of the appraisal cycle when work requirements 


change or new duties are assigned, the supervisor may:  


(1)  Revise the element or standard at the beginning of the next appraisal cycle;  


(2)  Update the plan.  If the employee does not have an opportunity to perform the new 


element(s) for the minimum 90-calendar-day period, do not rate the revised element(s); or 


(3)  Extend the appraisal cycle by the amount of time necessary to allow 90 calendar days 


of observed performance under the revised element or standard.  Extending the appraisal cycle 


will affect the start date of the employee’s subsequent appraisal cycle; however, the subsequent 


appraisal cycle should still end March 31 of the following calendar year. 


3.4.  MONITORING PERFORMANCE.  Monitoring performance consists of ongoing 


assessment of performance compared to the stated expectations and ongoing feedback to 


employees on their progress toward reaching their goals. 


a.  Continuous Monitoring of Performance.  By monitoring performance throughout the 


appraisal cycle, supervisors can provide timely feedback on meeting expectations and identify 


unacceptable performance during the appraisal cycle in order to provide assistance to improve 


performance, rather than waiting until the end of the cycle when a rating of record is assigned.  


Additionally, while monitoring performance, supervisors may identify an employee’s need for 


training or developmental opportunities in order to enhance the knowledge, skills, or abilities 


related to the employee’s job performance in his or her current position.   


b.  Performance Discussions.  The supervisor and employee will discuss the employee’s 


work performance and its link to organizational effectiveness.  The discussions may consist of 


verbal feedback sessions, regular one-on-one meetings, or impromptu recognition or 


acknowledgement of performance.  Supervisors or employees may initiate performance 
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discussions at any time during the appraisal cycle to foster ongoing engagement and 


understanding.  Performance discussions help ensure that the performance plans accurately 


reflect the work being evaluated.  Effective communications include ongoing, constructive 


feedback to contribute to overall employee and organizational success.   


c.  Progress Reviews.  Progress reviews may only be initiated by supervisors.  They are 


performance discussions that must be documented in the MyPerformance appraisal tool.  While 


employees must have at least one documented progress review, providing additional progress 


reviews throughout the appraisal cycle is encouraged.  Employees are not given a performance 


narrative or performance element ratings on progress reviews. The supervisor and employee 


should engage in meaningful communications throughout the appraisal cycle to review and 


convey: 


(1)  Organizational goals and priorities. 


(2)  Performance elements and standards, including ensuring the performance plan 


accurately reflects the work being evaluated. 


(3)  Supervisor’s expectations. 


(4)  Employee’s accomplishments and contributions. 


(5)  Employee’s level of performance, including any areas that need improvement.  


(6)  Barriers to success. 


(7)  Employee’s developmental needs and career goals. 


3.5.  EVALUATING PERFORMANCE.  The supervisor will evaluate employee performance 


by assessing performance against the elements and standards in the employee’s approved 


performance plan and assigning a rating of record based on work performed during the appraisal 


cycle.  A written rating of record must be provided at the end of the appraisal cycle for each 


employee who has been under an approved performance plan for 90 calendar days during the 


cycle.  


a.  Preparation and Submission of Performance Appraisals.  Performance appraisals will 


be prepared consistent with this volume and documented in the MyPerformance appraisal tool.   


(1)  Employee Input.  Employees can provide written input about their performance 


accomplishments for supervisors to consider in evaluating each of the performance elements and 


overall performance accomplishments.  


(a)  Employee input, while not mandatory, is highly encouraged and valuable for 


progress reviews during and at the end of the appraisal cycle where the employee input becomes 


a part of the employee performance file.  







DoDI 1400.25-V431, February 4, 2016 


Change 2, July 1, 2020 


SECTION 3:  PROCEDURES 12 


(b)  The absence of employee input does not relieve the supervisor of the 


responsibility for writing a narrative statement assessing the employee’s performance standards 


and contributions.   


(2)  Performance Narrative.  Supervisors will write a performance narrative that 


succinctly addresses the employee’s performance measured against the performance standards 


for the appraisal cycle. 


(a)  The performance narrative justifies how an employee’s ratings are determined 


and provides support for recognition and rewards (or any administrative or adverse action, if 


necessary). 


(b)  Performance narratives are required for each element rated “Outstanding” and 


“Unacceptable.”  Additionally, performance narratives are highly encouraged for each element 


rated “Fully Successful” as a means of recognizing all levels of accomplishments and 


contributions to mission success. 


b.  Descriptions of Performance Rating Levels.  The performance rating assigned should 


reflect the level of the employee’s performance as compared to the standards established.  Some 


samples that may be useful in developing standards for an employee are provided in the 


following subparagraphs.  These samples are intended to be illustrative only, do not apply to all 


work situations, and must be tailored to each particular situation.  


(1)  Level 5 – Outstanding 


(a)  Produces exceptional results or exceeds expectations well beyond specified 


outcomes. 


(b)  Sets targeted metrics high and far exceeds them (e.g., quality, budget, quantity). 


(c)  Handles roadblocks or issues exceptionally well and makes a long-term 


difference in doing so. 


(d)  Is widely seen as an expert, valued role model, or mentor for this work. 


(e)  Exhibits the highest standards of professionalism. 


(2)  Level 3 – Fully Successful  


(a)  Effectively produces the specified outcomes, and sometimes exceeds them. 


(b)  Consistently achieves targeted metrics. 


(c)  Proactively informs supervisor of potential issues or roadblocks and offers 


suggestions to address or prevent them. 


(d)  Achieves goals with appropriate level of supervision. 


(3)  Level 1 – Unacceptable 
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(a)  Does not meet expectations for quality of work; fails to meet many of the 


required results for the goal. 


(b)  Is unreliable; makes poor decisions; misses targeted metrics (e.g., commitments, 


deadlines, quality). 


(c)  Lacks or fails to use skills required for the job. 


(d)  Requires much more supervision than expected for an employee at this level. 


c.  Rating Employee Performance  


(1)  The supervisor will assign an individual performance element rating of either 5, 3, or 


1 to each critical element.  All performance element ratings are averaged to calculate the rating 


of record, which reflects the employee’s overall job performance during the appraisal cycle 


based on the rating criteria outlined in Table 2. 


Table 2.  Rating Criteria 


Rating Level Rating Criteria 


Level 5 – Outstanding The average score of all critical element 


performance ratings is 4.3 or greater, with no 


critical element being rated a ‘1’(Unacceptable),  


resulting in a rating of record that is a ‘5’  


Level 3 – Fully Successful The average score of all critical element 


performance ratings is less than 4.3, with no 


critical element being rated a ‘1’(Unacceptable), 


resulting in a rating of record that is a ‘3’ 


Level 1 – Unacceptable Any critical element rated as ‘1’ 


 


(2)  In accordance with Section 430.208(c) of Title 5, CFR, the DoD Performance 


Management and Appraisal Program does not establish a forced distribution of performance 


rating levels. 


(3)  A rating of record of “Unacceptable” (Level 1) must be reviewed and approved by a 


HLR.  


(4)  If an employee does not have an opportunity to perform work associated with a 


performance element for 90 calendar days during the appraisal cycle, no performance element 


rating will be assigned for that performance element.  An unratable performance element cannot 


be used as a factor in deriving a rating of record. 


(5)  The rating of record or individual performance element rating assigned to a critical 


element for a disabled veteran will not be lowered because the veteran has been absent from 


work to seek medical treatment, as provided in Section 430.208(f) of Title 5, CFR. 


d.  Reconsideration of a Performance Appraisal.  Employees may seek reconsideration of 


issues related to the performance appraisal process (e.g., individual performance element ratings 
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and ratings of record) through the administrative grievance system or, where applicable, 


negotiated grievance procedures.  Employees may not challenge contents (e.g., performance 


elements or standards) of an employee performance plan and decisions to grant or not grant a 


performance award or quality step increase (QSI) through the administrative grievance system 


or, where applicable, negotiated grievance procedures.  


3.6.  RECOGNIZING AND REWARDING PERFORMANCE.  Supervisors recognize and 


reward performance by providing incentives to and recognition of employees for individual and 


team achievement and for their contributions to the organization’s mission.  DoD Components 


will develop recognition and rewards programs that embody strong business principles through 


the development of policies and rules.  Supervisors can strengthen the performance culture and 


influence employee engagement by using recognition throughout the appraisal cycle.  It is 


important to recognize performance and achievements as they occur, preferably as close as 


possible to the act(s) being recognized.  Policy and procedures for awarding performance are 


covered in Volume 451 of this instruction as well as in Component-specific policy and guidance. 


a.  When a supervisor publicly recognizes employee or team efforts, he or she communicates 


the types of activities and accomplishments the organization values in a meaningful way.  


Recognition and reward programs are valuable tools to increase employee performance, morale, 


and commitment to support the organization’s mission. 


b.  Recognition and rewards are not entitlements.  Achievements or contributions should be 


related to organizational mission and goals and to exceeding expectations.  


c.  Rewards should be an integral part of performance management.  


3.7.  LINKAGE OF PERFORMANCE MANAGEMENT TO OTHER PERSONNEL 


ACTIONS.  Employee performance may impact other personnel actions, and the DoD 


Performance Management and Appraisal Program links the following employee personnel 


actions to performance appraisals for employees: 


a.  Promotion.  To be eligible for a promotion under a merit promotion plan pursuant to 


Section 335.103 of Title 5, CFR, an employee must meet minimum qualification standards and 


other promotion criteria.  Due weight will be given to performance appraisals and incentive 


awards.  To be eligible for a career ladder promotion under a merit promotion plan pursuant to 


Section 335.104 of Title 5, CFR, an employee must be performing at the “Fully Successful” 


level, or higher.  However, the fact that employees are rated “Fully Successful” or higher at the 


time they are eligible for promotion does not mean promotions are automatic.  


b.  Within-Grade Increase (WGI).  A WGI or periodic step increase is an increase in an 


employee’s rate of basic pay from one step of the grade of his or her position to the next higher 


step of that grade pursuant to Sections 531.404 and 532.417 of Title 5, CFR and 5335 of Title 5, 


U.S.C.  A WGI is not an entitlement; a supervisor may approve, delay, or deny a WGI, based on 


an employee’s performance. 
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(1)  As part of ongoing communication with employees, the supervisor will discuss an 


upcoming WGI with the employee and may document the date of this conversation in the section 


designated for progress reviews in the MyPerformance Appraisal Tool. 


(2)  The decision to grant or deny a WGI is based on the employee’s most recent rating of 


record issued within the WGI waiting period.  To receive a WGI, the employee must be 


performing at the “Fully Successful” level or higher with a rating of record of “3” or higher.  


When a WGI decision is not consistent with the employee’s most recent rating of record a more 


current rating of record must be prepared.  When considering denying a WGI, supervisors should 


contact their servicing human resources office for further information and assistance in following 


the requirements in Sections 531.409 and 531.411 of Title 5, CFR. 


c.  QSI.  The purpose of a QSI is to recognize excellence in performance by granting an 


accelerated step increase.  A QSI is a permanent salary increase for General Schedule employees 


only, and careful consideration should be given before granting a QSI.  QSIs must be limited to 


those cases where exceptional performance has extended over a significant period of time and is 


expected to continue into the future.  To be eligible for a QSI, an employee must: 


(1)  Currently be paid below step 10 of his or her grade. 


(2)  Have a most recent rating of record of Level 5 (“Outstanding”). 


(3)  Have demonstrated sustained performance of high quality for a significant period of 


time. 


(4)  Have not received a QSI (or QSI-equivalent under a personnel system other than the 


General Schedule) within the preceding 52 consecutive calendar weeks. 


d.  Reassignment, Reduction in Grade, or Removal Based on Unacceptable 


Performance.  Consistent with the requirements in Section 432.105 of Title 5, CFR, employees 


who fail to demonstrate performance at the “Fully Successful” level may be reduced in grade or 


removed from federal service.  The employee may also be subject to reassignment at the DoD 


Component’s discretion. 


e.  Performance-Based Awards.  See Volume 451 of this instruction and DoD Component 


policy and collective bargaining agreements, if applicable, for more information on performance-


based awards. 


3.8.  SPECIALLY-SITUATED EMPLOYEES.  There are a number of special circumstances 


that may affect an employee’s eligibility for a performance rating.   


a.  Employees on Detail or Matrixed Employees.  When an employee is detailed or 


matrixed, it remains the responsibility of the supervisor of record to seek input from the detail or 


matrix  supervisor for use in developing the performance plan, conducting progress reviews, and 


completing the rating of record. 


b.  Employees Performing Union Representational Responsibilities.   When an employee 


is engaged in union representational responsibilities, the time spent performing union 
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representation does not constitute work of the agency and does not count toward the minimum 


period of performance of 90 calendar days under an approved performance plan.  If an employee 


performs agency work to meet the 90-calendar day requirement under an approved performance 


plan, that employee is eligible to receive a rating of record. 


c.  Employees Absent for Military Service.  Employees who are absent for military service 


(Absent-US) will be rated provided they have performed work under an approved performance 


plan for a minimum of 90 calendar days.  If employees performing military service do not meet 


the 90 calendar day requirement, then the employee is not eligible to receive a rating of record 


and the supervisor cannot assign the most recent rating of record for the current appraisal cycle. 


d.  Employees on Leave Without Pay or Extended Paid Leave.   If an employee is absent 


during the appraisal cycle because he or she was on leave without pay or extended paid leave 


(including disabled veterans seeking medical treatment), the employee is eligible to receive a 


rating of record if he or she has performed work under an approved performance plan for a 


minimum of 90 calendar days.  However, if an employee does not meet the 90 calendar day 


requirement, then he or she is not eligible to receive a rating of record. 


e.  Employees on Long-Term Full-Time Training.  Employees attending a program of 


long-term full-time training greater than 90 calendar days may have a performance plan 


developed related to the training.  The plan could include elements related to the achievement of 


specific training objectives.  In this situation, supervisors may wish to contact the respective 


training activity for assistance and recommended input to the performance plan. 


f.  Employees Who Transfer or Supervisors Who Leave During the Appraisal Cycle.   
The length of time an employee serves under an approved performance plan determines what is 


required when an employee or supervisor leaves the organization.  


(1)  If a supervisor leaves the organization, a performance narrative statement is required 


when an employee has performed under an approved performance plan for 90 calendar days and 


there are more than 90 calendar days left in the appraisal cycle.  This narrative statement will be 


considered by the incoming supervisor. 


(2)  A rating of record is required when an employee has performed under an approved 


performance plan for 90 calendar days and the employee or supervisor leaves the organization 


with fewer than 90 calendar days remaining in the appraisal cycle.  If circumstances preclude the 


departing supervisor from carrying out this responsibility, the higher level management official 


may serve as the rating official, subject to Component policy.  


3.9.  IDENTIFYING AND IMPROVING UNACCEPTABLE PERFORMANCE.  
Supervisors who communicate their expectations and provide constructive, timely, and 


meaningful feedback to their employees on a regular basis about performance may more readily 


identify and reduce instances of performance deficiencies and prevent issues from becoming 


serious performance problems.  


a.  Addressing Performance Issues Early.  At any point during the appraisal cycle, when a 


supervisor detects a decline in performance, early intervention is imperative.  Assistance should 
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be provided to the employees early on, whenever there is a need for improvement or any time 


there is a decline in performance.  The supervisor should take the following actions, as 


appropriate: 


(1)  Clearly communicate to the employee that current performance fails to meet the 


performance standards described in the performance plan; provide clear guidance as to what is 


needed in order for the employee to improve; and provide specific examples of what and how 


work has not met expectations, as well as examples of work that would meet expectations. 


(2)  Offer appropriate assistance. 


(3)  Provide ideas of where the employee may go to obtain additional assistance or 


training, if applicable. 


(4)  Provide closer supervision and feedback.  This might include more frequent 


reporting, special assignments, or on-the-job training. 


(5)  If performance issues persist, use a more formal approach to help employees improve 


and seek assistance from the human resources office.  


b.  Addressing Unacceptable Performance.  If the employee’s performance declines to less 


than “Fully Successful” in one or more performance elements, the supervisor, in consultation 


with the servicing human resources office, will determine whether action is more appropriate 


under Section 432.105 or Part 752 of Title 5, CFR, and must provide notice of the performance 


deficiencies.  The supervisor, or other appropriate management official, must follow the 


procedures contained in Sections 432.104 and 432.105 of Title 5, CFR and this section if action 


is being taken under Sections 432.105 of Title 5, CFR.  The procedures are: 


(1)  Provide notice to the employee by issuing a rating of record of “Unacceptable.”  A 


rating of record of “Unacceptable” will be effective the day it is communicated to the employee. 


The time spent improving performance to the “Fully Successful” level will not count toward the 


completion of the necessary waiting period for a WGI (referred to in this volume as the “WGI 


delay offset period”). The effective date of the rating of record will establish the start date of the 


WGI delay offset period. 


(2)  The supervisor must identify in writing (i.e., in a PIP): 


(a)  Element(s) in which performance is “Unacceptable” and a description of the 


unacceptable performance. 


(b)  What standards the employee must attain in order to demonstrate “Fully 


Successful” performance. 


(c)  The time allowed for the opportunity to demonstrate “Fully Successful” 


performance. This amount of time must be reasonable and commensurate with the duties and 


responsibilities of the position. Generally, this should be no more than 30 calendar days, except 


when it is determined that a longer period is necessary to provide sufficient time to evaluate an 


employee's performance. 
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(d)  Statement of the possible consequences of failure to raise performance to the 


“Fully Successful” level during the PIP period. 


(3)  The supervisor must provide assistance designed to help the employee improve his or 


her performance during the period of the PIP. 


(4)  If the employee succeeds in demonstrating acceptable performance at the “Fully 


Successful” level by the end of the PIP, a new rating of record will be recorded. The date the 


employee is eligible for a WGI will be reset to accommodate the WGI delay offset period. The 


“Fully Successful” rating of record will establish the end date of the WGI delay offset period. 


(5)  If the employee fails to demonstrate performance at the “Fully Successful” level 


despite the PIP, the employee may be reduced in grade or removed from federal service pursuant 


to Section 432.105 of Title 5, CFR. The employee may also be subject to reassignment at the 


DoD Component's discretion.  In cases of voluntary or management-directed personnel actions, 


such as change to lower grade, reassignment, resignation, separation, or removal, the effective 


date of the action will establish the end date of the WGI delay offset period. 
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APPENDIX 3A:  EXCLUSIONS FROM COVERAGE 


Table 3.  Exclusions from Coverage 


Position Authority 


Acquisition Demonstration Projects 
Pages 1426-1500 of Volume 64, Federal Register 


(FR) 


Academic Faculty members of an 


accredited college or university with 


specialized qualifications in positions of a 


scientific, professional, or analytical 


nature who are not employed for more 


than 130 working days per year. 


Covered by Volume 430 of this instruction 


Administrative Law Judge 


Section 4301(2)(D) of Title 5, U.S.C.; 


Section 942 of Title 10, U.S.C.; 


Section 7105 of Title 41, U.S.C. 


Defense Civilian Intelligence Personnel 


System 
Section 1601 of Title 10, U.S.C. 


Defense Intelligence Senior Executive 


Service 
Section 1606 of Title 10, U.S.C. 


Defense Intelligence Senior Level Section 1607 of Title 10, U.S.C. 


Employees outside the United States who 


are paid in accordance with prevailing 


rates for local nationals in that area 


Section 4301(2)(A) of Title 5, U.S.C. 


Experts and Consultants including 


members of advisory committees 


Section 3109(b) of Title 5, U.S.C.;   


Section 129b of Title 10, U.S.C. 


Highly Qualified Experts Section 9903 of Title 5, U.S.C. 


Mariners 


The exclusion is provided in the February 24, 1981 


Office of Personnel Management Memorandum at: 


dodhrinfo.cpms.osd.mil/Directorates/HROPS/Lab


or-and-Employee-Relations/Pages/Home1.aspx 


Nonappropriated fund employees Section 2105(c) of Title 5, U.S.C. 


Persons Without Pay 
Section 1588 of Title 10, U.S.C.;   


Section 3111 of Title 5, U.S.C. 


Presidential Appointees Section 4301(2)(F) of Title 5, U.S.C. 


Science and Technology Reinvention 


Laboratory  
Air Force Research Laboratory Pages 53076-53126 of Volume 75, FR 


Naval Research Laboratory Pages 33970-34046 of Volume 64, FR 


Office of Naval Research Pages 77380-77447 of Volume 75, FR  


NAVSEA, Naval Surface Warfare 


Center and Undersea Warfare Center 
Pages 64050-64071 of Volume 62, FR  
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Table 3.  Exclusions from Coverage Continued 


Position Authority 


NAVAIR, Aircraft Division and 


Weapons Division 
Pages 8530-8570 of Volume 76, FR  


SPAWAR, Systems Center-Atlantic 


and SPAWAR, Systems Center-


Pacific 


Pages 1923-1964 of Volume 76, FR 


Army Research Laboratory Pages 10680-10711, and 13458 of Volume 63, FR 


Aviation and Missile Research, 


Development and Engineering Center 


Pages 53142-54143 of Volume 65, FR;   


Pages 34876-34903 of Volume 62, FR  


Engineer Research and Development 


Center 
Pages 14580-14599 of Volume 63, FR  


Communications-Electronic Research, 


Development and Engineering Center 
Pages 54872-54899 of Volume 66, FR 


Armament Research, Development 


and Engineering Center 
Pages 3744-3787 of Volume 76, FR  


Edgewood Chemical and Biological 


Center 
Pages 68936-68966 of Volume 74, FR  


Natick Soldier Research Development 


and Engineering Center 
Pages 68448-68475 of Volume 74, FR  


Tank and Automotive Research, 


Development and Engineering Center 


Pages 12508-12547, and 56406-56407 of Volume 


76, FR 


Medical Research and Materiel 


Command 
Pages 10439-10462 of Volume 63, FR 


Scientific or Professional Employees Section 3104 of Chapter 31 of Title 5, U.S.C. 


Senior Executive Service 
Section 4301(2)(E) of Chapter 43 of Title 5, 


U.S.C. 


Senior Level Employees Section 430.302 of Title 5, CFR 


Temporary Employees (serving under a 


temporary appointment for less than 1 


year who agree to serve without a 


performance evaluation and who will not 


be considered for a reappointment or for 


an increase in pay based in whole or in 


part on performance) 


Section 4301(2)(H) of Title 5, U.S.C. 
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GLOSSARY 


G.1.  ACRONYMS. 


ASD(M&RA) Assistant Secretary of Defense for Manpower and Reserve Affairs 


  


CFR Code of Federal Regulations 


CSRA Civil Service Reform Act 


  


DASD(CPP) Deputy Assistant Secretary of Defense for Civilian and Personnel 


Policy 
  


FR Federal Register 
  


HLR higher level reviewer 
  


NAVAIR Naval Air Systems Command 


NAVSEA Naval Sea Systems Command 
  


PIP performance improvement plan 


  


QSI quality step increase 


  


SMART specific, measurable, achievable, relevant, and timely 


SPAWAR Space and Naval Warfare Systems Command 


  


U.S.C. United States Code 


USD(P&R) Undersecretary of Defense for Personnel and Readiness 


  


WGI within-grade increase 


G.2.  DEFINITIONS.  These terms and their definitions are for the purposes of this volume. 


acceptable performance.  Performance that meets an employee’s performance requirements or 


standards in the elements being assessed.  


appraisal.  The process by which performance is reviewed and evaluated. 


appraisal cycle.  A 1-year period (April 1 – March 31) established by the DoD Performance 


Management and Appraisal Program in which an employee’s performance will normally be 


reviewed, and a rating of record will be assigned. 


approved performance plan.  A performance plan written, reviewed, and approved in 


accordance with DoD Component procedures, which communicates expectations and 


requirements of employee performance for the appraisal cycle. 







DoDI 1400.25-V431, February 4, 2016 


Change 2, July 1, 2020 


GLOSSARY 22 


critical element.  A type of performance element in which a work assignment or responsibility is 


of such importance that unacceptable performance on the element would result in a 


determination that the employee’s overall performance is unacceptable.  Critical elements are 


only used to measure individual performance.  


detail.  A temporary assignment to a different position or a set of duties for a specified period.  


The employee is expected to return to his or her permanent position of record at the end of the 


assignment. 


employee performance file.  A record containing copies of employees’ performance ratings of 


record, including the performance plans on which the ratings are based.  It also includes all 


performance-related records, such as forms or other documents, maintained as a system of 


records within the meaning Section 552a of Title 5, U.S.C., also known as the “Privacy Act of 


1974.” 


HLR.  A senior-level management official, normally above the level of a rating official.  


matrixed employee.  An employee hosted by an organization at a location apart from his or her 


permanent supervisor or organization of record and who is performing work for his or her 


organization of record.  The employee may receive taskings from the host organization but he or 


she remains under the authority, direction, and control of his or her organization of record.  


minimum period of performance.  The minimum appraisal cycle for the DoD Performance 


Management and Appraisal Program is 90 calendar days on an approved performance plan. 


MyPerformance.  The DoD automated appraisal tool authorized for use by both supervisors and 


employees to document the performance management process of the DoD Performance 


Management and Appraisal Program. 


opportunity period to demonstrate acceptable performance.  A reasonable period for the 


employee whose performance has been determined to be unacceptable in one or more elements 


to demonstrate acceptable performance in the element(s) at issue.  


performance.  Accomplishment of work assignments or responsibilities. 


performance discussion.  Joint communication between the supervisor and employee about the 


employee’s work performance and its link to organizational effectiveness.  The discussions may 


consist of verbal feedback sessions or formal progress reviews.    


performance element rating.  The written, or otherwise recorded, appraisal of performance 


compared to the performance standards for each element on which there has been an opportunity 


to perform for the minimum period of performance.   


performance improvement officer.  A senior-level organizational leader with responsibility to 


supervise agency performance management activities; advise agency leaders about measuring 


organizational performance; and assist with integrating performance information into an 


agency’s employee performance appraisal process. 
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performance management.  The integrated process by which an agency involves its employees 


in improving organizational effectiveness in the accomplishment of agency mission and strategic 


goals.  Performance management consists of:  performance planning, monitoring employee 


performance, evaluating employee performance, and recognizing and rewarding employee 


performance. 


performance plan.  All of the written, or otherwise recorded, performance elements and 


standards that set expected performance.  A plan must include critical elements and their 


performance standards.   


performance rating.  An ordered category of performance from Level 1 through Level 5, with 


Level 1 as the lowest and Level 5 as the highest.  Level 1 is “Unacceptable”; Level 3 is “Fully 


Successful”; and Level 5 is “Outstanding”.  Also known as “summary level.” 


performance standard.  The management-approved expression of the performance threshold, 


requirement, and expectations that must be met to be appraised at a particular level of 


performance.  A performance standard may include, but is not limited to, quality, quantity, 


timeliness, and manner of performance. 


PIP.  A strategy developed for an employee at any point in the appraisal cycle when 


performance becomes unacceptable in one or more elements.  This plan affords an employee the 


opportunity to demonstrate acceptable performance and is developed with specific guidance 


provided by the servicing human resources office. 


progress review.  A type of formal performance discussion in which the supervisor 


communicates with the employee about the employee’s performance compared to his or her 


performance standards.  Supervisors are required to conduct at least one formal progress review 


during the appraisal cycle. 


promotion.  A change of an employee, while serving continuously within the same agency, 


either to a higher grade when both the old and the new positions are under the General Schedule 


or under the same type graded wage schedule, or to a position with a higher rate of pay when 


both the old and the new positions are under the same type of ungraded wage schedule, or are in 


different pay method categories. 


QSI.  An increase in an employee’s rate of basic pay from one step or rate of the grade of his or 


her position to the next higher step of that grade or next higher rate within the grade (as defined 


in Section 531.403 of Title 5, CFR).  Only an employee who receives a rating of record of 


“Outstanding” or equivalent is eligible. 


rating of record.  The performance rating level assigned at the end of an appraisal cycle for 


performance of agency-assigned duties over the entire cycle.  


rating official.  The person responsible for informing the employee of the duties of his or her 


position, establishing performance standards, providing feedback, appraising performance, and 


assigning the performance rating.  Normally, this is the employees’ immediate supervisor. 
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reassignment.  The change of an employee, while serving continuously within the same agency, 


from one position to another without promotion or demotion. 


reduction in grade.  The involuntary assignment of an employee to a position at a lower 


classification or job grading level.  A reduction in grade is also referred to as a demotion. 


removal.  The involuntary separation of an employee from federal service. 


SMART.  An acronym for criteria that can be used in writing and evaluating performance 


standards: specific, measurable, achievable, relevant, and timely. 


supervisor (CSRA).  Position meets the definition of “supervisor” in Section 7103(a)(10) of 


Title 5, U.S.C., but does not meet the minimum requirements for application of the General 


Schedule Supervisory Guide. 


unacceptable performance.  Performance that fails to meet the established performance 


standards in one or more elements of an employee’s position.  It is referred to as a Level 1 rating 


under the DoD Performance Management and Appraisal Program.  


WGI.  A periodic increase in an employee’s rate of basic pay from one-step of the grade of his 


or her position to the next higher step within that grade.  The employee’s rating of record must 


be at the “Fully Successful” level to be eligible for a WGI. 
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		1.2.  POLICY.  The DoD will: 

		1.3.  SUMMARY OF CHANGE 2.  The changes to this issuance update information regarding performance-based delay of within-grade increases for DoD civilian personnel to comply with Section 1106 of Public Law 114-92 in accordance with the direction in the June 23, 2020 Deputy Secretary of Defense memorandum. 

		SECTION 2:  RESPONSIBILITIES 

		2.1.  ASSISTANT SECRETARY OF DEFENSE FOR MANPOWER AND RESERVE AFFAIRS (ASD(M&RA)).  Under the authority, direction, and control of the Under Secretary of Defense for Personnel and Readiness (USD(P&R)), the ASD(M&RA) has overall responsibility for the development of DoD civilian personnel policy covered by this volume.  
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		a.  Appraisal Pattern.  The DoD Performance Management and Appraisal Program uses a three-level rating pattern, Summary Level Pattern B, as identified in Section 430.208(d)(1) of Title 5, CFR, and the performance rating levels (also known as “summary levels”) listed in Table 1 must be used. 

		b.  Appraisal Cycle.  The appraisal cycle for employees covered by the DoD Performance Management and Appraisal Program is April 1 through March 31 of each calendar year. Components operating academic institutions may elect to apply an appraisal cycle based on their academic year to some or all of the employees of these academic institutions. 
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		d.  Minimum Period of Performance.  The minimum period of performance is 90 calendar days.  Employees who perform under an approved performance plan for a minimum of 90 calendar days will be rated based on the period of demonstrated performance.   

		e.  Performance Discussions.  To foster a culture of high performance, supervisors and employees should engage in two-way performance feedback throughout the appraisal cycle.  Supervisors are required to hold a minimum of three formal documented performance discussions during the appraisal cycle.  These required discussions will include the initial performance plan meeting to discuss performance expectations, one progress review, and the final performance appraisal discussion to communicate the rating of re
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		h.  Retention Schedule for Employee Performance Files.  Performance ratings of record, including the performance plans on which they are based, will be retained for 4 years or as otherwise required by Section 293.404 of Title 5, CFR.  Since the MyPerformance tool maintains performance records for 4 years, supervisors and employees are advised to print performance records they wish to maintain beyond the 4-year period.  Where any performance-related document is needed in connection with an ongoing administra

		i.  Transfer of Employee Performance Files.  When an employee transfers to another DoD Component or is assigned to another organization within the Component, the organization, in accordance with Sections 430.209 and 293 of Title 5, CFR, will transfer with the employee: 

		3.3.  PLANNING PERFORMANCE.  Employee and supervisor engagement that provides opportunity for employee input is the first step in establishing ongoing communication and understanding of performance expectations and organizational goals throughout the appraisal cycle.  This results in effective performance planning.  Specific performance measures will be used to determine whether expectations and goals are being met.  Each employee must have a written performance plan established and approved normally within

		a.  Employee Performance Plan.  The performance plan will clearly document for each employee how the expected outcomes and results are linked to the organization’s goals and objectives and how his or her performance will be measured throughout the appraisal cycle.  The performance plan includes the employee’s performance elements and performance standards for the appraisal cycle.  Changes to mission, organizational goals, work unit priorities, or assigned duties that occur during the appraisal cycle may nec

		b.  Performance Elements.  Performance elements describe the expectations related to the work being performed.  All performance elements must be critical elements and clearly align with organizational goals.  For ratings of record, each ratable element will be assigned a performance element rating.  For assistance with alignment of performance elements to 

		(1)  Critical Element.  Performance plans must have a minimum of one critical performance element, and each element must have associated performance standards that define expectations.  A critical element is a work assignment or responsibility of such importance that unacceptable performance on the element would result in a determination that an employee’s overall performance is rated as “Unacceptable.”  Critical elements are only used to measure individual performance; supervisors must not establish critic

		(2)  Supervisory Element.  All performance elements related to supervisory duties are critical elements.  The number of supervisory performance elements on performance plans for supervisors will equal or exceed the number of non-supervisory (technical) performance elements.  The requirement for the number of supervisory performance elements to exceed the number of non-supervisory elements does not apply to employees coded as Supervisor Civil Service Reform Act (CSRA) code “4” in the Defense Civilian Personn

		c.  Performance Standards.  Performance standards describe how the requirements and expectations provided in the performance elements are to be evaluated.  Performance standards must be provided for each performance element in the performance plan and must be written at the “Fully Successful” level.  The standards should include specific, measureable, achievable, relevant, and timely (SMART) criteria, which provide the framework for developing effective results and expectations.  SMART standards objectively

		(1)  Specific.  Goals are sufficiently detailed in describing what needs to be accomplished.  

		(2)  Measurable.  The accomplishment of the performance element is clear and can be quantified or substantiated using objective criteria. 

		(3)  Achievable.  Goals are realistic, yet challenging and can be accomplished with the resources, personnel, and time available. 

		(4)  Relevant.  The critical element aligns with or links to organizational mission and success. 

		(5)  Timely.  Goals will be completed within a realistic timeframe. 

		d.  Developing and Communicating Performance Expectations.  Written performance plans must be developed and approved by supervisors, clearly communicated to employees, and acknowledged by employees. 

		e.  Modifying the Plan During the Appraisal Cycle.  A performance plan is a flexible, living document and should be reviewed and discussed throughout each appraisal cycle.  Plans may be modified as organizational goals and priorities or employee responsibilities change.   All approved modifications to performance elements or standards must be discussed with and communicated to the employee, and the employee should acknowledge the revisions in the MyPerformance appraisal tool or on the DD Form 2906.  If cons

		3.4.  MONITORING PERFORMANCE.  Monitoring performance consists of ongoing assessment of performance compared to the stated expectations and ongoing feedback to employees on their progress toward reaching their goals. 

		a.  Continuous Monitoring of Performance.  By monitoring performance throughout the appraisal cycle, supervisors can provide timely feedback on meeting expectations and identify unacceptable performance during the appraisal cycle in order to provide assistance to improve performance, rather than waiting until the end of the cycle when a rating of record is assigned.  Additionally, while monitoring performance, supervisors may identify an employee’s need for training or developmental opportunities in order t

		b.  Performance Discussions.  The supervisor and employee will discuss the employee’s work performance and its link to organizational effectiveness.  The discussions may consist of verbal feedback sessions, regular one-on-one meetings, or impromptu recognition or acknowledgement of performance.  Supervisors or employees may initiate performance 

		c.  Progress Reviews.  Progress reviews may only be initiated by supervisors.  They are performance discussions that must be documented in the MyPerformance appraisal tool.  While employees must have at least one documented progress review, providing additional progress reviews throughout the appraisal cycle is encouraged.  Employees are not given a performance narrative or performance element ratings on progress reviews. The supervisor and employee should engage in meaningful communications throughout the 

		3.5.  EVALUATING PERFORMANCE.  The supervisor will evaluate employee performance by assessing performance against the elements and standards in the employee’s approved performance plan and assigning a rating of record based on work performed during the appraisal cycle.  A written rating of record must be provided at the end of the appraisal cycle for each employee who has been under an approved performance plan for 90 calendar days during the cycle.  

		a.  Preparation and Submission of Performance Appraisals.  Performance appraisals will be prepared consistent with this volume and documented in the MyPerformance appraisal tool.   

		(1)  Employee Input.  Employees can provide written input about their performance accomplishments for supervisors to consider in evaluating each of the performance elements and overall performance accomplishments.  

		(2)  Performance Narrative.  Supervisors will write a performance narrative that succinctly addresses the employee’s performance measured against the performance standards for the appraisal cycle. 

		b.  Descriptions of Performance Rating Levels.  The performance rating assigned should reflect the level of the employee’s performance as compared to the standards established.  Some samples that may be useful in developing standards for an employee are provided in the following subparagraphs.  These samples are intended to be illustrative only, do not apply to all work situations, and must be tailored to each particular situation.  

		(1)  Level 5 – Outstanding 

		(2)  Level 3 – Fully Successful  

		(3)  Level 1 – Unacceptable 

		c.  Rating Employee Performance  

		d.  Reconsideration of a Performance Appraisal.  Employees may seek reconsideration of issues related to the performance appraisal process (e.g., individual performance element ratings 

		3.6.  RECOGNIZING AND REWARDING PERFORMANCE.  Supervisors recognize and reward performance by providing incentives to and recognition of employees for individual and team achievement and for their contributions to the organization’s mission.  DoD Components will develop recognition and rewards programs that embody strong business principles through the development of policies and rules.  Supervisors can strengthen the performance culture and influence employee engagement by using recognition throughout the 

		3.7.  LINKAGE OF PERFORMANCE MANAGEMENT TO OTHER PERSONNEL ACTIONS.  Employee performance may impact other personnel actions, and the DoD Performance Management and Appraisal Program links the following employee personnel actions to performance appraisals for employees: 

		a.  Promotion.  To be eligible for a promotion under a merit promotion plan pursuant to Section 335.103 of Title 5, CFR, an employee must meet minimum qualification standards and other promotion criteria.  Due weight will be given to performance appraisals and incentive awards.  To be eligible for a career ladder promotion under a merit promotion plan pursuant to Section 335.104 of Title 5, CFR, an employee must be performing at the “Fully Successful” level, or higher.  However, the fact that employees are 

		b.  Within-Grade Increase (WGI).  A WGI or periodic step increase is an increase in an employee’s rate of basic pay from one step of the grade of his or her position to the next higher step of that grade pursuant to Sections 531.404 and 532.417 of Title 5, CFR and 5335 of Title 5, U.S.C.  A WGI is not an entitlement; a supervisor may approve, delay, or deny a WGI, based on an employee’s performance. 

		c.  QSI.  The purpose of a QSI is to recognize excellence in performance by granting an accelerated step increase.  A QSI is a permanent salary increase for General Schedule employees only, and careful consideration should be given before granting a QSI.  QSIs must be limited to those cases where exceptional performance has extended over a significant period of time and is expected to continue into the future.  To be eligible for a QSI, an employee must: 

		d.  Reassignment, Reduction in Grade, or Removal Based on Unacceptable Performance.  Consistent with the requirements in Section 432.105 of Title 5, CFR, employees who fail to demonstrate performance at the “Fully Successful” level may be reduced in grade or removed from federal service.  The employee may also be subject to reassignment at the DoD Component’s discretion. 

		e.  Performance-Based Awards.  See Volume 451 of this instruction and DoD Component policy and collective bargaining agreements, if applicable, for more information on performance-based awards. 

		3.8.  SPECIALLY-SITUATED EMPLOYEES.  There are a number of special circumstances that may affect an employee’s eligibility for a performance rating.   

		a.  Employees on Detail or Matrixed Employees.  When an employee is detailed or matrixed, it remains the responsibility of the supervisor of record to seek input from the detail or matrix  supervisor for use in developing the performance plan, conducting progress reviews, and completing the rating of record. 

		b.  Employees Performing Union Representational Responsibilities.   When an employee is engaged in union representational responsibilities, the time spent performing union 

		c.  Employees Absent for Military Service.  Employees who are absent for military service (Absent-US) will be rated provided they have performed work under an approved performance plan for a minimum of 90 calendar days.  If employees performing military service do not meet the 90 calendar day requirement, then the employee is not eligible to receive a rating of record and the supervisor cannot assign the most recent rating of record for the current appraisal cycle. 

		d.  Employees on Leave Without Pay or Extended Paid Leave.   If an employee is absent during the appraisal cycle because he or she was on leave without pay or extended paid leave (including disabled veterans seeking medical treatment), the employee is eligible to receive a rating of record if he or she has performed work under an approved performance plan for a minimum of 90 calendar days.  However, if an employee does not meet the 90 calendar day requirement, then he or she is not eligible to receive a rat

		e.  Employees on Long-Term Full-Time Training.  Employees attending a program of long-term full-time training greater than 90 calendar days may have a performance plan developed related to the training.  The plan could include elements related to the achievement of specific training objectives.  In this situation, supervisors may wish to contact the respective training activity for assistance and recommended input to the performance plan. 

		f.  Employees Who Transfer or Supervisors Who Leave During the Appraisal Cycle.   The length of time an employee serves under an approved performance plan determines what is required when an employee or supervisor leaves the organization.  

		3.9.  IDENTIFYING AND IMPROVING UNACCEPTABLE PERFORMANCE.  Supervisors who communicate their expectations and provide constructive, timely, and meaningful feedback to their employees on a regular basis about performance may more readily identify and reduce instances of performance deficiencies and prevent issues from becoming serious performance problems.  

		a.  Addressing Performance Issues Early.  At any point during the appraisal cycle, when a supervisor detects a decline in performance, early intervention is imperative.  Assistance should 

		b.  Addressing Unacceptable Performance.  If the employee’s performance declines to less than “Fully Successful” in one or more performance elements, the supervisor, in consultation with the servicing human resources office, will determine whether action is more appropriate under Section 432.105 or Part 752 of Title 5, CFR, and must provide notice of the performance deficiencies.  The supervisor, or other appropriate management official, must follow the procedures contained in Sections 432.104 and 432.105 o

		APPENDIX 3A:  EXCLUSIONS FROM COVERAGE 

		 

		GLOSSARY 

		G.1.  ACRONYMS. 

		G.2.  DEFINITIONS.  These terms and their definitions are for the purposes of this volume. 

		REFERENCES 
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INTRODUCTION 


 


PURPOSE 


This toolkit supplements Department of Defense Instruction 1400.25-V431, “DoD Civilian 


Personnel Management System: Civilian Performance Management and Appraisal Program,” by 


providing comprehensive information, advice, and guidance for administering the Performance 


Management and Appraisal Program. It is designed to inform supervisors, human resources 


personnel, and employees on the ongoing performance management process, including 


planning, monitoring, evaluating, and recognizing and rewarding employee performance. It will 


promote compliance with performance management policy, as well as consistent application of 


performance culture principles across the Department.  This toolkit includes details about 


procedures of the DoD performance management cycle. 


 


COVERAGE 


The DoD Performance Management and Appraisal Program and this Toolkit apply to a majority 


of DoD appropriated fund civilian employees, except:  (1) employees excluded from coverage 


under applicable laws and (2) employees covered by other performance programs as 


established through applicable regulations.  A complete list is available at Appendix 3A: 


Exclusions from Coverage in the Department of Defense Instruction 1400.25-V431.  The 


Performance Management and Appraisal Program cultural principles of continuous 


communication and shared understanding of performance expectations apply to any 


performance management program. 


 


FACT SHEETS 


A variety of Fact Sheets cover topics such as how to prepare for a performance discussion, how 


to write goals that are aligned to the organizational mission, and how to write effective 


employee input and performance ratings are available on the Defense Civilian Personnel 


Advisory Service, Labor and Employee Relations Division (DCPAS LERD), Performance 


Management webpage at https://dodhrinfo.cpms.osd.mil/Directorates/HROPS/Labor-and-


Employee-Relations/Pages/Home1.aspx. 


 


ADDITIONAL ASSISTANCE 


If you have questions about the information in this toolkit, contact your servicing Human 


Resources Office or DCPAS LERD at dodhra.mc-alex.dcpas.mbx.hrops-lerd-perf-mgmt@mail.mil.  



https://dodhrinfo.cpms.osd.mil/Directorates/HROPS/Labor-and-Employee-Relations/Pages/Home1.aspx

https://dodhrinfo.cpms.osd.mil/Directorates/HROPS/Labor-and-Employee-Relations/Pages/Home1.aspx

mailto:dodhra.mc-alex.dcpas.mbx.hrops-lerd-perf-mgmt@mail.mil
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CHAPTER 1 - PERFORMANCE MANAGEMENT & APPRAISAL 


PROGRAM 


 


The Department is committed to maintaining a high-performance culture through a fair, 


credible, and transparent Performance Management and Appraisal Program that fosters timely 


employee recognition and rewards.  Effective efforts of supervisors and employees align with 


organizational goals, promote consistency in performance review, and motivate employees to 


perform at their best. 


 


Performance management increases individual success and accountability, achieves agency and 


organizational goals, and improves operational efficiency.  An effective performance 


management program helps supervisors recognize their employees’ full performance potential 


by differentiating between high achievers and those requiring performance improvements, 


thereby assisting the Department in meeting its mission and goals.  Performance management 


focuses on a continuous year long process of communication, development, and results rather 


than waiting until the end of the performance period.  The Performance Management and 


Appraisal Program encourages active two-way communication between the supervisor and the 


employee throughout the performance appraisal cycle.   


 


Successful employee performance is essential to accomplishing mission goals.  A successful 


Performance Management and Appraisal Program ensures work performed by employees 


accomplishes the goals and meets the mission of the team, Agency, and Department.  Benefits 


of a successfully implemented Performance Management and Appraisal Program include: an 


organization that is directly aligned with its goals; a motivated workforce where every 


employee understands his or her importance to mission success; and employees with a clear 


understanding of what is expected of them. 


WHAT YOU SHOULD KNOW: 


● A culture of high performance focuses on employee engagement, development, and 
accountability.  


● Performance management is one of the most important aspects of Supervisory and 
Managerial responsibilities. 


● Benefits of a successfully implemented Performance Management and Appraisal Program 
include an organization that is directly aligned with its goals as well as a motivated 
workforce. 


● Performance management is an on-going process that involves continuous feedback and 
two-way communication between supervisors and employees. 
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The Department’s Performance Management and Appraisal Program is intended to: 


 


 Focus on employee engagement, development, performance, and accountability. 


 Align individual employee goals with organizational mission goals by supporting alignment 


and cascading of established organizational goals from executive to employee. 


 Create a culture of engagement by fostering ongoing feedback, constructive informal 


interactions, and continuous learning for supervisors and employees at every level. 


 Emphasize the continuous nature of performance management while deemphasizing the 


final performance appraisal discussion by: 


- Providing continuous dialogue that allows for timely recognition and reward. 


- Addressing technical and interpersonal development early and often. 


 Improve supervisory assessment, selection, development, and training. 


The supervisor and employee are vital members of a continuously evolving process within the 


Department of performance planning and monitoring to ensure mission accomplishment.  The 


Department and its’ leaders are responsible for providing a fair, credible, and transparent 


Performance Management and Appraisal Program that encourages effective communication 


between employees and supervisors and ensures that supervisors have the skills and time to 


manage performance successfully.  Supervisors are responsible for developing performance 


expectations with employee participation; communicating throughout the performance 


management cycle about employees' goals, performance, and development; recognizing 


successful performance and coaching for improved performance; and ensuring that employees 


have the tools, training, and resources needed to perform their duties successfully.  Employees 


at all levels are responsible for actively communicating with their supervisors about their 


performance; taking an active role in planning their development; being accountable for their 


actions; and continually striving for excellence in their performance in support of the 


Department’s mission.  


 


Performance management is a continuous process of: 


 planning work and setting expectations;  


 continually monitoring performance;  


 evaluating performance in a summary fashion; and 


 recognizing and rewarding good performance.  


 


Supervisors should make adequate time to perform their supervisory 


duties and carefully consider the time necessary to provide meaningful 


ongoing performance feedback. 
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Each step of the process represents a continuum with events that must occur at certain points 


within the cycle and may occur throughout the cycle. For example, performance plans are 


always developed at the beginning of the performance period, but may be updated at any point 


in the cycle to reflect changes in the organizational mission, team priorities, or employee 


duties. The performance management process is explained in detail later in this Toolkit. 


 


 


 


 


 


 


 


 


 


 


\ 


 


 


 


 


 


 


Refer to DoDI 1400.25-V431, “DoD Civilian Personnel Management System: Performance 


Management and Appraisal Program” for further program requirements. 


  


DoD Performance Management and Appraisal Program Characteristics 


● The performance appraisal cycle runs from April 1 through March 31 of the following calendar year, and 
the rating of record will be effective June 1. 


● A minimum of three documented performance discussions (performance planning, performance review, 
final performance appraisal) is required, with emphasis on continuous two-way communication. 


● A 3-level rating pattern (Outstanding, Fully Successful, Unacceptable). 


● Clearly developed performance elements linked to organizational goals. 


● Descriptive performance narratives reflecting distinctions in performance. 


● Documented performance that may be linked to other personnel decisions. 


● Continuous recognition and reward both monetary and non-monetary. 


● Focus on fostering a culture of high performance. 


● An automated performance appraisal tool (MyPerformance) to facilitate performance planning, 


communications, and the appraisal cycle process. 
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CHAPTER 2 - PLANNING PERFORMANCE 


 


OVERVIEW 


Planning performance is the first step in the performance management process and sets the 


foundation for successful performance - essential for achieving and sustaining a culture of high-


performance.  Performance Planning includes establishing performance expectations, two-way 


communication to achieve mutual understanding of the performance expectations, and aligning 


performance with organizational goals.  Each employee performance plan will identify specific 


performance expectations using performance standards and elements to which the employee 


will be held accountable.  Supervisors will communicate the final plan to the employee once it 


has been approved in accordance with Component procedures. 


In a performance-based culture where employee engagement and the role of supervisors are 


emphasized, the value of involving employees in the planning process should not be 


underestimated.  Employees perform best when they feel their work is connected to the 


accomplishment of the organization’s mission.  Getting employees involved in the planning 


process promotes understanding of how their contributions affect the organization’s mission 


accomplishment, and leads to:  


 A better understanding of the organization goals and how to accomplish them. 


 Increased awareness of individual performance expectations, desired results, and their 


importance in supporting organizational performance. 


 A sense of ownership in their performance plan which leads to improved performance. 


What You Should Know: 


● Supervisors and employees share responsibility for planning performance that is aligned 
with the Department’s and organization’s mission. 


● Performance plans should be established, approved, and communicated to each employee 
within 30 calendar days of the beginning of the appraisal cycle or within 30 calendar days 
of employee’s assignment to the position or set of duties, whichever occurs later. 


● The performance management and appraisal program emphasizes the importance of 
supervisory responsibilities. 


● Performance standards should use SMART criteria:  Specific, Measurable, Achievable, 
Relevant, and Timely. 


● All performance elements are critical elements. 


● Performance elements tell an employee what to do; performance standards tell an 
employee how to accomplish performance elements. 
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Employees: 


As members of a high-performing organization, employees contribute to 
the overall success of the DoD mission when they:   


 Take responsibility to continuously improve individual performance, 
support mission and organizational goals, engage in professional 
development, and perform at full potential. 


 Set high standards in the pursuit of excellence in carrying out 
assigned duties. 


 Provide input to their performance plan. 


 Recommend changes in their performance plan for supervisory 
consideration. 


 Ask questions to clarify their supervisor’s expectations. 


PERFORMANCE PLAN 


To perform well, employees need to know what is expected of them.  Ensuring employee 


position descriptions (PD) are up-to-date is a great place to start.  Position descriptions describe 


the essential functions, tasks, and responsibilities of the job and outline the general knowledge 


and skill required of the employee to be successful in the job.  When thinking about high quality 


on-the-job performance, a range of expected job outcomes should be considered, such as: 


 What goods and services should the employee produce? 


 What impact does the work have on the organization? 


 How is the employee expected to interact with customers, colleagues, and leadership? 


 What are the organizational goals the employee supports? 


 What are the processes, methods, or means the employee is expected to use? 


 How will success be measured? 


 


The performance plan consists 


of performance standards and 


elements which help 


employees understand why the 


job exists, where it fits in the 


organization, and how the job's 


responsibilities link to 


Department and organization 


goals.  Performance standards 


and elements serve as a 


foundation for communicating 


about performance throughout 


the performance period and 


the basis for reviewing employee performance.  When a supervisor and employee set clear 


expectations about the results to be achieved and the methods or approaches needed to 


achieve them, they establish a path for success. 


 


 


 


Employees are encouraged to actively participate in defining performance expectations and standards. 


Employee involvement can improve the reliability, validity, fairness, and usefulness of performance 


expectations and standards because employees have direct, first-hand knowledge of any constraints 


that may impact their performance. Employee participation is essential for developing realistic 


expectations and standards.  
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Supervisors: 


 Identify organizational goals to which the employee will contribute. 


 Determine appropriate performance elements for each employee. 


 Identify measureable performance standards for each element. 


 Conduct a planning discussion with each employee and offer the 
employee an opportunity to provide input into his or her plan. 


 Develop and clarify performance expectations with the employee. 


 Establish a coaching and mentoring relationship with employees. 


 Communicate the plan to the employee. 


 Provide a copy of the approved performance plan to the employee. 


The supervisor is responsible for preparing the performance plan; however, performance plans 


are more effective when accomplished as a joint effort between the supervisor and employee.  


This should be accomplished by the employee and supervisor discussing and establishing 


performance expectations and creating an individualized performance plan for the upcoming 


performance period together (the employee may also provide comments on a draft 


performance plan prepared by the supervisor) which includes:  


 Writing effective performance standards and elements clearly aligned to the organization 


mission. 


 Developing performance elements and associated performance standards. 


 Defining roles, responsibilities, and establishing timelines. 


Performance plans should be established, approved in accordance with organizational 


procedures, and communicated to each employee within 30 calendar days of the beginning of 


the appraisal cycle OR within 30 calendar days of employee’s assignment to the position or set 


of duties, whichever occurs later. 


 


Once the performance plan is 


approved, the supervisor is 


responsible for communicating 


its contents to the employee to 


ensure a shared understanding 


of the employee’s expected 


contributions towards mission 


accomplishment.  The 


performance plan must contain 


a minimum of one element 


(maximum of 10, though three 


to five are usually adequate) 


and associated standard(s) that set forth expectations for the element(s). 


 


LINKING PERFORMANCE PLANS TO DOD CORE VALUES AND ORGANIZATIONAL GOALS 


Core values are foundational principles that guide business strategies of an organization, inform 


employees of what activities are important to achieve mission success, and provide a 


framework for accountability.  In order to develop common awareness of the DoD Core Values 


and to reinforce a culture of high performance, DoD Core Values should be discussed with each 


employee at the beginning of each appraisal cycle and will be annotated on all performance 


plans.  The DoD Core Values of Leadership, Professionalism, and Technical Knowledge form 
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the foundation of the DoD performance culture.  When supervisors and employees discuss 


these values as they relate to their work, it creates an increased awareness of the common 


ground shared by all individuals within the DoD. 


 


Strategic management is most effective when performance management programs link 


individual and team performance to organizational goals for desired results.  The Performance 


Management and Appraisal Program encourages a close review of every job to align the work 


with the strategies, goals, vision, and values of the Department.  Helping employees understand 


the link between their performance elements, organizational goals, and the Department’s 


strategic priorities is essential to focusing employee efforts on the greatest contributions to 


mission accomplishment.  Thus, supervisors should become familiar with the Department’s 


strategic goals to understand the “big picture.”  At a minimum, this requires that supervisors 


gather enough information to answer the following questions: 


 What are the strategic goals outlined in the Department’s Strategic Plan? To achieve its 


mission, the DoD identifies several strategic goals. Each of these goals is supported by 


objective, quantifiable, and measurable organizational performance goals, as required by the 


Government Performance and Results Modernization Act of 2010.  Reviewing and 


understanding these strategic goals will provide managers the necessary framework to 


develop work unit goals and create individual performance plans.  Ultimately, each 


organizational unit within the Department support one of the strategic goals, and managers 


should be able to clearly identify the relationship of the work in their unit to one of the 


Department’s strategic goals.   


 What is the specific performance goal(s) established for your program area as outlined in 


the Department’s annual performance plan?  Department’s annual performance plan 


defines what will be accomplished and the goals within it describe the desired incremental 


progress toward accomplishing the annual plan.  These goals are usually more specific and 


may be more output-oriented than the general goals found in the strategic plan.  Since 


performance plan goals should be used by managers as they direct and oversee their 


programs, these are the goals to which employee performance plans should be linked.  


 What performance measures are already in place?  Managers should be aware of the 


measurement systems (both internal and external) that can be accessed for information on 


performance, including measures for determining progress toward achieving goals such as 


customer feedback surveys. 


Appendix A: Aligning Employee Performance Plans with Organizational Goals provides an 


effective approach for developing performance plans linked to the organizational mission.  DoD 


performance documents can be found at https://www.performance.gov/agency/department-


defense#overview 



https://www.performance.gov/agency/department-defense#overview

https://www.performance.gov/agency/department-defense#overview
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PERFORMANCE ELEMENTS AND STANDARDS – UNDERSTANDING THE DIFFERENCE 


Expectations of employee performance are established through the performance elements and 


standards contained in employee performance plans.  Performance elements tell employees 


what to do; standards tell employees how to accomplish performance elements.  Elements and 


standards identify baselines for measuring performance results.  Supervisors can provide 


specific feedback to describe any gap between expected and actual performance based on 


established performance elements and standards.  Since performance elements are direct links 


between an employee’s work, organization goals, and Department mission; elements force the 


supervisor and employee to plan for results, not just activities.  It is important to note that 


performance elements must address work performance, not behavioral matters or use of sick 


or family medical leave. 


Table 1.  Characteristics of Elements and Standards 


ELEMENT  STANDARD 


 Broad scope that goes beyond day-to-


day measures.  


 Directly linked to daily responsibilities 


contributing to job-task completion. 


 Clearly linked to helping the 


Department & organization meet its 


goals. 


  Details how to accomplish elements at 


the “Fully Successful” level. 


 Expresses results an employee is 


expected to produce during the appraisal 


cycle. 


  Differentiates between acceptable and 


“Unacceptable” results. 


 Future state of achievement that help 


the organization succeed and create 


value. 


  Informs characteristics of performance 


such as quality, quantity, and timeliness. 


 


PERFORMANCE ELEMENTS 


Performance elements tell employees what to do.  Performance elements describe the 


required duties and responsibilities and should be clearly defined, stand-alone segments of an 


employee’s responsibilities.  All performance elements in the Performance Management and 


Appraisal Program are critical elements and align with organizational goals.  For tip sheets on 


developing performance elements aligned with organizational goals visit the DoD Performance 


Management webpage at https://dodhrinfo.cpms.osd.mil/Directorates/HROPS/Labor-and-


Employee-Relations/Pages/Home1.aspx. 


 


A performance element: 



https://dodhrinfo.cpms.osd.mil/Directorates/HROPS/Labor-and-Employee-Relations/Pages/Home1.aspx

https://dodhrinfo.cpms.osd.mil/Directorates/HROPS/Labor-and-Employee-Relations/Pages/Home1.aspx

https://dodhrinfo.cpms.osd.mil/Directorates/HROPS/Labor-and-Employee-Relations/Pages/Home1.aspx
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 Is an assignment or responsibility of such importance that “Unacceptable” performance in 


that element would result in a determination that the employee's overall performance is 


“Unacceptable”.  


 Is required for every performance plan; between three and five elements are appropriate for 


most work situations. 


 Describes individual work assignments and responsibilities that are within the employee's 


control.  Elements for team performance will not be established. 


 


Supervisory Elements 


To reinforce the importance of supervisor roles and responsibilities, the number of supervisory 


performance elements will equal or exceed the number of non-supervisory performance 


elements in the performance plan.  Whereby, reinforcing the importance of supervisory duties. 


 


SMART PERFORMANCE STANDARDS 


Performance standards tell employees how to accomplish performance elements.  Performance 


standards are the requirements or expectations provided for each performance element and 


express the expected performance at the “Fully Successful” level.  Supervisors may also 


describe measures of success for the “Outstanding” level.  Encourage employee participation in 


developing standards, as with elements, and discuss the criteria for achieving and associated 


method for evaluating performance at the “Fully Successful” level.  Establish performance 


standards for each key area of responsibility. 


 


Performance standards should be written using the SMART criteria, which provides a 


framework for developing effective expectations and results.  Start by answering the following: 


 


 Specific – What needs to be accomplished?  The performance standard should be stated as 


simply, concisely, and explicitly as possible to answer questions such as how much, for 


whom, for what, and how often?  


 Measurable – Where is the performance target?  This is the gauge for quantifying the 


accomplishment of the performance element and calls for criteria to measure progress 


toward the goal.  Writing measurable performance standards delivers an objective 


evaluation.  


 Achievable – Can the element be accomplished with the resources, personnel, and time 


available, and is it sufficiently challenging but not so complex as to be unrealistic? 


 Relevant – Why is the element important?  This links the element to the organization and 


Department mission.  
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Absolute Standard Examples: 


 Respond to all emergency calls within 7 minutes. 


 Administer appropriate emergency medical care 


based on assessing the patient’s condition; lift, 


move, position, and otherwise handle the patient 


to minimize discomfort and prevent further injury. 


 


The examples above are among the very limited 


circumstances in which an absolute standard is 


appropriate. 


Backward Standard: 


“Employee should not perform work inaccurately.” 
 


Under this backward standard, an employee could 
potentially meet the standard while producing low-


quality work or even no work at all, so long as it did not 
contain inaccuracies. 


 
SMART Standard: 


“By the end of this quarter, decrease the time to 
respond to customer queries to 24 hours.” 
 
This SMART standard specifically addresses customer 


queries and sets both measurable and timely 
parameters employee must meet in order to be 


considered “Fully Successful.”  


 Timely – When will the element start, or be completed?  If a multiple process project is being 


evaluated, name the specific outcome expected for the current appraisal cycle.  


Supervisors should strive to include all five of the SMART criterion as often as possible.  For tips 


on how to write SMART performance standards refer to the Performance Management 


webpage at: https://dodhrinfo.cpms.osd.mil/Directorates/HROPS/Labor-and-Employee-


Relations/Pages/Home1.aspx. 


 


Absolute Standard:  An absolute standard 


requires employees to perform work 


without error.  In some cases, absolute 


standards are appropriate.  A single failure to 


perform under an element could result in 


serious injury, loss of life, breach of national 


security, or great monetary loss.  To 


determine whether a standard is absolute, 


ask: 


 How many times may the employee fail the standard and still be “Fully Successful”? 


 If the standard allows for no errors, is it valid according to the criteria listed above (i.e., 


serious injury, loss of life, breach of national security, or great monetary loss)? 


 


Backward Standard:  A backward standard 


tells the employee what not to do rather 


than what to do, therefore, should not be 


used.  Performance elements and 


SMART standards within the 


performance plan inform employees of 


what and how to achieve “Fully Successful” 


performance.  To avoid drafting backward 


standards, ask yourself “Does the standard 


express the level of work necessary to 


accomplish the mission?”  


 


When putting it all together, performance 


elements and standards should clearly 


describe specific expectations of job performance required to achieve mission success.  For tip 


sheets on writing performance plans visit the DoD Performance Management webpage at 



https://dodhrinfo.cpms.osd.mil/Directorates/HROPS/Labor-and-Employee-Relations/Pages/Home1.aspx

https://dodhrinfo.cpms.osd.mil/Directorates/HROPS/Labor-and-Employee-Relations/Pages/Home1.aspx

https://dodhrinfo.cpms.osd.mil/Directorates/HROPS/Labor-and-Employee-Relations/Pages/Home1.aspx
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https://dodhrinfo.cpms.osd.mil/Directorates/HROPS/Labor-and-Employee-


Relations/Pages/Home1.aspx. 


 


COMMUNICATING PERFORMANCE EXPECTATIONS 


At the beginning of the appraisal cycle or the employee’s assignment to a new position, 


normally within 30 calendar days, the supervisor and the employee meet to discuss 


performance expectations for the coming appraisal cycle and how they link to organizational 


goals.  This meeting provides an opportunity for the supervisor and employee to achieve a 


common understanding of the performance required for mission success.  By proactively 


communicating with employees, supervisors: 


 


 Reduce uncertainty and confusion – Open dialogue regarding the performance appraisal 


program increases the employee’s understanding of the program and what it means to work 


in a high-performing organization.  Making time to explain how the performance appraisal 


program benefits employees and helping them become familiar with its characteristics can 


raise employee comfort level. 


 Provide Transparency – By openly communicating with employees and soliciting feedback, 


supervisors have the opportunity to address employee concerns and provide fact-based 


information that dispels any rumors and clarifies any misconceptions about the Performance 


Management and Appraisal Program. 


 Increase confidence – Employees who understand where they fit in the big picture and what 


they need to do to succeed are going to be more open to the process and are better engaged 


in mission accomplishment.  A common understanding and shared vision contribute to a 


more efficient and effective work environment. 


 


MODIFYING THE PLAN DURING THE APPRAISAL CYCLE 


Although performance plans are initiated at the beginning of the appraisal cycle, they are 


flexible, living documents and can be updated to meet the organizational needs.  Any number 


of events can take place during an appraisal cycle that would warrant changing a plan. For 


example, plans may be changed to reflect: 


 New organizational goals or changes in mission requirements; 


 Change in assignment(s), position, or duties; 


 Employee requested, agency approved reasonable accommodation; example light duty in 


accordance with applicable regulations. 



https://dodhrinfo.cpms.osd.mil/Directorates/HROPS/Labor-and-Employee-Relations/Pages/Home1.aspx

https://dodhrinfo.cpms.osd.mil/Directorates/HROPS/Labor-and-Employee-Relations/Pages/Home1.aspx
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 Updated goals when outside influences beyond an employee’s control make the original 


goals unachievable; or 


 A change in assumptions about what can reasonably be achieved. 


 


 
When necessary, the affected performance plans should be modified and annotated to reflect 


the new goals and priorities, and communicated to employees.  Just as with establishing 


performance plans, changes should also be done with employee input.  For those employees 


requesting reasonable accommodation or light duty, check with your local Equal Employment 


Opportunity and Human Resources Office. 


 


As part of the performance planning process, supervisors should discuss employees’ short- and 


long-term learning and developmental goals and may assist employees in creating an Individual 


Development Plan (IDP). An IDP is a tool to assist employees in career and personal 


development.  Its primary purpose is to help employees reach short and long-term career goals, 


as well as improve current job performance. An IDP is not a performance evaluation tool or a 


one-time activity. It should be looked at as a partnership between the employee and the 


supervisor.  For more information on IDPs, contact your servicing Human Resources Office. 


  


 


 


 


 


As a general rule, changes to performance plans should not be made during the last 


90 calendar days of the appraisal cycle.  However, if necessary, the supervisor may:  


(1) Extend the appraisal cycle so the employee has an opportunity to work 


under the changed performance plan for at least 90 calendar days; 


(2) Delay the change until the next performance appraisal cycle begins; or  


(3) Update the plan, and if the employee does not have an opportunity to 


perform the new element(s) for the minimum 90 calendar-day period, do not 


rate the revised element(s). 
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Supervisors: 


 Continuously communicate with and provide encouragement, 
constructive feedback, and recognition to employees. 


 Provide employees an opportunity to highlight their 
accomplishments. 


 Review IDPs to identify training, on-the-job training, counseling, 
coaching, and mentoring opportunities. 


 Be knowledgeable regarding each employee’s skills and 
abilities and look for opportunities to help employees further 
develop their skills. 


 Document performance discussions and progress reviews 
completed. 


 Recognize and reward performance throughout the 
performance appraisal cycle rather than waiting until the end of 


the appraisal cycle. 


CHAPTER 3 - MONITORING PERFORMANCE 


 


OVERVIEW 


To foster a culture of high performance, the performance management process focuses on 


employee engagement, development, performance, and accountability at all levels. In a high-


performing organization, supervisors continually monitor assignments and projects consistently 


to measure performance and provide ongoing feedback to employees and work groups on 


progress toward reaching their 


goals. In addition to providing 


feedback whenever 


exceptional or ineffective 


performance is observed, 


supervisors should provide 


periodic feedback about day-


to-day accomplishments and 


contributions, as this is very 


valuable. Feedback is essential 


in gaining the maximum 


benefits from goal setting 


because timely feedback 


allows employees the 


opportunity to adjust 


accordingly. 


 


WHAT YOU SHOULD KNOW: 


Monitoring performance means measuring performance and providing ongoing, timely, and 


constructive feedback to employees to: 


● Foster communication through open exchanges between the supervisor and employee; 


● Further enhance the employee’s understanding of the organization’s expectations regarding 
his or her performance, including emphasis on the Department’s and organization’s core 
values;  


● Discuss progress on performance goals and address employee strengths or weaknesses; 


● Provide an opportunity for the employee to convey his or her career goals and identify tools, 
resources, and support he or she may need from the rater; and 


● Provide timely recognition and reward for excellent performance. 







PERFORMANCE MANAGEMENT & 
APPRAISAL PROGRAM TOOLKIT 


Labor and Employee Relations Division 


 


15 | P a g e  


Employees: 


 Ask questions. 


 Remain engaged in self-development. 


 Keep their supervisor informed on the outcomes of their work. 


 Provide input about their accomplishments, relative to the 
performance elements and standards, during the progress 
reviews. 


 Identify work problems or circumstances which may affect 
accomplishment of performance expectations and cooperate 
with their supervisor to resolve them. 


 Complete training and developmental assignments to meet 
current or future job performance needs. 


During the Monitoring process, communication is the most important determinant of success of 


the employee and supervisor. A two-way communication process and joint responsibility of 


both supervisors and employees is necessary for the feedback process to work well. Either the 


supervisor or employee can initiate a progress review at any time during the appraisal cycle.  


 


Although supervisors are required to hold three documented performance discussions, 


including at least one formal progress review, (communicating the performance plan, progress 


review, and the annual appraisal) during the appraisal cycle, engaging employees in continuous 


and timely performance feedback throughout the appraisal cycle is important. Continuous two-


way communication between supervisors and employees fosters strong working relationships. 


This continuous engagement emphasizes the ongoing nature of performance management 


while de-emphasizing performance management all at once at the end of the performance 


period. 


 


Meaningful employee 


participation in the performance 


management process increases 


the quality and quantity of 


performance information 


shared, which leads to a more 


accurate performance appraisal. 


Time spent focusing on 


employee engagement, actively 


managing performance, and 


providing feedback will pay off 


for supervisors, employees, and 


the organization as a whole. 


 


Effective and timely feedback during the performance appraisal cycle provides employees with 


an understanding of how well they are performing, what they are doing well, and if there are 


areas which need improvement. Feedback can come from many different sources, such as 


observation, measurement systems, peers, and input from customers.  Feedback should be 


specific, descriptive, timely, focused on results, and limited to one or two pieces of feedback. 
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HOW TO PROVIDE FEEDBACK 


 Provide timely feedback. 


To be effective, feedback should be given as soon after an event as possible.  This 


enables employees to act on feedback immediately.  If employees need to improve their 


performance, the sooner they find out about their deficiencies, the sooner they can 


correct them.  If employees have reached or exceeded a goal, the sooner they receive 


positive feedback, the more motivating and rewarding the feedback would be. 


 Share both positive and constructive feedback. 


Feedback should be given when performance fails to meet expectations and when 


performance exceeds expectations.   


 Provide feedback that is constructive and substantive. 


Without feedback, employees cannot make adjustments in job performance, nor do 


they receive positive reinforcement for effective job performance.  State factual 


observations, not assumptions or interpretations. 


 Maintain a positive focus. 


If an employee’s performance is “Fully Successful” or above, focus on the factors that 


lead to success.  If an employee’s performance is less than “Fully Successful,” focus on 


problem solving rather than faultfinding.  


 Give balanced feedback. 


Do not make the common error of glossing over an employee’s deficiencies and 


focusing only on strengths.  It is by understanding their weaknesses that employees can 


take ownership of their performance and their role in the organization.  When given the 


support they need to make improvements in these areas, employees learn to take pride 


in their work and are willing to take on new challenges with confidence. 


 Discuss performance on an ongoing basis.  


When feedback is provided on a continual basis, it can be an effective tool for engaging 


performance and avoiding potential performance issues.  This is particularly serious in 


the case of an employee who is performing below the “Fully Successful” level.  In this 


case, it may be necessary to provide additional written criteria on performance 


expectations and/or schedule recurring performance discussions with the employee. 


(For more information on dealing with performance issues, see Chapter 8.) 


 Document performance discussions and progress reviews.  


Summarize performance discussions and progress reviews in writing and provide a copy 


to the employee with the performance plan, both of which serve as valuable points of 


reference for the supervisor’s expectations and the employee’s responsibilities. 
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PROGRESS DISCUSSIONS AND REVIEWS 


Ongoing communication and feedback are essential to a successful performance management 


program.  Progress reviews are initiated by the supervisor and provide an opportunity for a 


constructive dialogue between supervisors and employees that focuses on performance – what 


is working well and what are the opportunities for improvement.  The goal of progress reviews 


and other feedback is to ensure that employees understand the importance of their 


performance goals and are aware of their progress. Without accurate feedback, it is virtually 


impossible for the employee to know if he or she is meeting job expectations.  Multiple 


progress reviews throughout the appraisal cycle provide opportunities for supervisors and 


employees to discuss and document any needed adjustments to performance plans. 


Understanding how to prepare for and conduct performance discussions leads to productive 


outcomes.  For tip sheets on performance discussions and reviews visit the DoD Performance 


Management webpage at https://dodhrinfo.cpms.osd.mil/Directorates/HROPS/Labor-and-


Employee-Relations/Pages/Home1.aspx. 


 


PERFORMANCE DISCUSSION AND PROGRESS REVIEW PREPARATION FOR EMPLOYEES 


Performance discussions are an opportunity for two-way communication between a supervisor 


and an employee.  Employees are encouraged to proactively engage with their supervisor and 


participate in meaningful performance discussions to foster positive and beneficial outcomes. 


Following are tips for employees to consider in preparation for progress reviews: 


 Review the DoD Core Values: Leadership, Professionalism, and Technical Knowledge. 


 Periodically review your organizational mission and organization’s goals. 


 Remain familiar with your performance plan to ensure expectations are being met and 


progress toward goals is being made. 


 Take the opportunity to provide your performance input.  The employee input process 


provides the chance to review and consider accomplishments, challenges, and performance 


throughout the appraisal cycle from an employee’s perspective.  Remain positive and open. 


 


 


 


At the end of the Progress Review, both supervisor and employee should 
be clear about: 


 The employee’s current performance;  


 Performance expectations for the remainder of the appraisal cycle; and 


 How the employee’s performance will be evaluated.  
 



https://dodhrinfo.cpms.osd.mil/Directorates/HROPS/Labor-and-Employee-Relations/Pages/Home1.aspx

https://dodhrinfo.cpms.osd.mil/Directorates/HROPS/Labor-and-Employee-Relations/Pages/Home1.aspx

https://dodhrinfo.cpms.osd.mil/Directorates/HROPS/Labor-and-Employee-Relations/Pages/Home1.aspx
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 Give constructive suggestions to your supervisor when it applies.  When citing an area that 


needs attention, offer suggestions for improvement.  Identify barriers to meeting goals 


outlined in the performance plan. 


 Make sufficient time to prepare for performance discussions and progress reviews.  These 


are your best opportunities to freely discuss your performance and your personal career 


goals with your supervisor. 


 Consider the following questions: 


- What is going well in the job? What do you feel needs more attention?  


- Have any of your key responsibilities changed due to schedule, budget, or other resource 


changes?  


- What concerns should be addressed with your supervisor? 


- Are there barriers that impede accomplishment of your work? 


PERFORMANCE DISCUSSIONS RELATED TO LESS THAN “FULLY SUCCESSFUL” PERFORMANCE 


The best way for a supervisor to handle less than “Fully Successful” performance is to address 


issues in a timely manner. If at any time during the appraisal cycle an employee's performance 


is found to be less than “Fully Successful,” the supervisor must take the necessary steps to 


remedy the problem.  During the Monitoring process, performance discussions, progress 


reviews, and continuous two-way communication are essential to achieving a mutual 


understanding of performance expectations and to addressing performance issues early.  


Appropriate actions include formal or informal training, coaching or mentoring, and timely 


recognition of desired performance levels. 


 


 


 


 


 


 


Listening To and Receiving Feedback - Tips for Supervisors and 
Employees: 


 Recognize that feedback can be difficult to receive, but be open to what 
you are hearing.  


 Actively listen without comment until the speaker is finished and focus on 
the words being used.  


 Feel free to take notes so you can capture what is being said and refer to 
them later.  


 Ask for specific examples if you want clarification about a specific 
critique or comment. 


 Allow yourself time to process the information and schedule a follow-up 
meeting if necessary.  


Taking these steps will assist both supervisors and employees to be more 
prepared for the Monitoring process of the appraisal cycle. 







PERFORMANCE MANAGEMENT & 
APPRAISAL PROGRAM TOOLKIT 


Labor and Employee Relations Division 


 


19 | P a g e  


 


Prior to holding a discussion with an employee regarding less than “Fully Successful” 


performance, a supervisor should ask: 


 What aspects of the employee’s performance are unsatisfactory? 


 Does the employee understand performance expectations? 


 What obstacles are there to meeting those expectations? Are extenuating circumstances 


preventing the employee from doing his or her best? 


 


Supervisors should address performance issues by: 


 Describing the performance problem(s) observed by comparing the employee’s current 


performance to expectations. 


 Focusing on specific issues that need to be changed and provide specific examples to the 


employee. 


 Keeping track of what the employee is doing right so you can build on their strengths during 


performance discussions and progress reviews. 


More guidance on improving deficient performance is outlined in Chapter 8 of this guide.  For 


tip sheets on how to prepare for and conduct performance discussions and reviews to address 


deficient performance visit the DoD Performance Management webpage at 


https://dodhrinfo.cpms.osd.mil/Directorates/HROPS/Labor-and-Employee-


Relations/Pages/Home1.aspx. 


 


TRAINING OR DEVELOPMENTAL OPPORTUNITIES 


Supervisors are responsible for helping their employees succeed.  During the Monitoring 


process, coaching and mentoring are both important activities to undertake to help employees 


maximize their performance, productivity, and growth.  Effective coaching and mentoring can 


improve job effectiveness and efficiency. 


 


Coaching is a one-on-one relationship between the supervisor and an employee in which the 


supervisor provides specific feedback to maximize the employee’s job performance.  Coaching 


is a short-term engagement primarily focused on helping employees achieve their performance 


goals during the current performance appraisal cycle.  As a coach, supervisors are responsible 


for identifying any training or resources employees need.  Supervisors should also let 


employees know how they are performing throughout the performance period so employees 


can adjust their performance as necessary, without having to wait for the final performance 


appraisal discussion.  Coaching is an opportunity to create positive, lasting change. 



https://dodhrinfo.cpms.osd.mil/Directorates/HROPS/Labor-and-Employee-Relations/Pages/Home1.aspx

https://dodhrinfo.cpms.osd.mil/Directorates/HROPS/Labor-and-Employee-Relations/Pages/Home1.aspx

https://dodhrinfo.cpms.osd.mil/Directorates/HROPS/Labor-and-Employee-Relations/Pages/Home1.aspx
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What is the difference between supervisors who gain their employees’ commitment to high 


performance and those who only settle for compliance with the minimum requirements? 


Often, the answer is coaching.  The most effective leaders are not just managers or supervisors 


– they are coaches who motivate employees to gain new skills, achieve higher levels of 


performance, improve productivity, and overcome performance difficulties. 


Mentoring is a relationship between two employees, who may be inside or outside the 


Department or organization, in which the mentor focuses on supporting and guiding the 


mentee throughout his or her career, not just during a specific performance appraisal cycle.  


Mentors can help mentees identify the training, resources, and relationships they need in the 


short, intermediate, and long-term to further their careers.  A mentoring relationship provides 


both the mentor and mentee with an opportunity to learn and grow personally and 


professionally.  Mentoring is a positive way of helping newer employees settle in, navigate their 


way, and understand the organization’s culture and professional expectations.  Mentoring can 


foster organizational development and cultural change by communicating the organization’s 


values, vision, and mission.  It is also valuable in developing leaders and supervisors because 


guided practice with an experienced mentor is an effective way to acquire needed skills and 


competencies. 


 


Another way supervisors may encourage their employees to develop to their maximum 


potential is by encouraging employees to take advantage of training opportunities.  While 


supervisors have significant influence over formal training, they have even greater impact on 


informal employee development. Both formal and informal development can take a wide 


variety of forms: 


 On-the-job training 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 roadblocks. 


 Regular team meetings can help focus on sharing knowledge. 


 Job rotations and special assignments can challenge employees and broaden their 


understanding of the organization. 


 


 


 


Coaching and mentoring should continue throughout all process of the appraisal 


cycle, not just the Monitoring process. Effective supervisors continually review 


each employee’s performance, give ongoing constructive feedback, and encourage 


dialogue. By doing so, coaching and mentoring, become a routine part of 


effective performance management practices. 
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EMPLOYEE ENGAGEMENT 


Engaged employees provide information and feedback to supervisors whenever possible. 


Engaged employees are part of a team and are motivated to share responsibility for 


organizational success. 


 


 Employees share a responsibility for mission accomplishment with the supervisor by: 


- Supporting team cohesion. 


- Understanding the responsibilities of each team member and sharing this understanding 


amongst the team. 


- Identifying barriers to mission success. 


- Providing a perspective on the team’s strengths, weaknesses, and the team’s most 


difficult challenges. 


 


 Engaged employees provide input into how the work gets done and perceptions about the 


organization’s performance through upward feedback by: 


- Understanding the team’s long-term work goals. 


- Understanding how the team carries out their shared responsibilities. 


- Sharing in the discovery of strategies to find the best ways to achieve organizational 


success. 


- Teaching new skills, concepts, processes, or procedures to others. 


- Providing supervisors with constructive feedback. 


- Providing a perspective on organizational strengths and weaknesses in a productive 


manner. 


This collaborative engagement by employees has the potential to increase the effectiveness of 


the supervisor and the productivity of the work unit.  Supervisors who encourage and engage in 


open feedback and discuss with employees how they plan to use this feedback can increase 


engagement and team productivity, as employees will feel a sense of ownership in the 


organization when they see that their input is valued and included in decision-making. 


 


Coaching, mentoring, and engagement involve continuous and meaningful two-way 


communication, and when used effectively and routinely, these strategies provide the 


employee with clear performance feedback on his or her strengths and areas requiring 


development.  This means that the annual performance review is not a surprise, but rather a 


summary of the discussions throughout the performance period.  
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Supervisors: 


 Request and consider employee input as provided. 


 Consider obstacles encountered and overcome by the 
employee. 


 Prepare a written narrative and a rating on each performance 
element on which the employee has had an opportunity to 
perform. 


 Make meaningful distinctions among employees based on 
performance; foster and reward excellent performance; and 
timely address performance issues.  


 Once the ratings have been approved and finalized, clearly 
communicate to the employee each performance element rating 
that has been assigned, the reasons behind each performance 
rating, and the overall rating of record. 


CHAPTER 4 - EVALUATING PERFORMANCE 


 


OVERVIEW 


Within the context of formal performance appraisal requirements, evaluating performance 


means rating employee performance against the elements and standards in an employee’s 


performance plan and assigning a rating of record.  The rating of record is based on work 


performed during the appraisal cycle, and has a bearing on various other personnel actions, 


including performance-based awards, within-grade pay increases, and determining additional 


retention service credit in a reduction in force (RIF). 


 


A written rating of record must 


be given to each employee in the 


final performance appraisal 


discussion that occurs at the end 


of the performance period; the 


final rating of record effective 


date is June 1. Supervisors are 


required to rate each 


performance element based on 


an approved plan and provide a 


rating of record for each 


employee who has been under 


an approved performance plan 


for at least 90 calendar days 


during the appraisal cycle. 


 


WHAT YOU SHOULD KNOW: 


● Supervisors are required to provide a record of rating for each employee who has been 
under an approved and communicated performance plan for at least 90 calendar days 
during the appraisal cycle.  


● Rate employee performance against the elements and standards established in the 
performance plan. 


● Objectively assess employees using fair, credible, and transparent measures. 


● Employee input is encouraged as a means for employees to document their 
accomplishments and demonstrate their contributions to mission success. 
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EMPLOYEES 


Participation in the Evaluating Performance process is strongly 
encouraged by: 


 Providing employee input. 


 Addressing each performance element. 


 Restating the understanding of their performance elements. 


 Highlighting all of the most significant achievements for the 
appraisal cycle by including those related directly and indirectly to 
the performance elements. 


 Making the connection between what was accomplished, what the 
result was, and how it impacted the organization. 


 Annotating what challenges were faced, how they were resolved, 


and how one might approach similar issues in the future. 


EMPLOYEE INPUT 


Employee input provides an employee with an opportunity to submit a written account of their 


major accomplishments related to the performance elements and associated performance 


standards provided in their performance plan. The employee can describe how their 


contributions enabled mission accomplishment. Another element of employee input may be 


achievements or recognition 


achieved during the 


performance period as well as 


training and developmental 


courses completed. Employee 


input does not relieve the 


supervisor of the 


responsibility for writing a 


performance narrative of 


their employees’ 


contributions. It should serve 


as a reminder to supervisors 


about significant 


accomplishments of their 


employees and can provide an 


opportunity for further 


discussion between the employee and supervisor and about employee performance. In order to 


effectively portray his or her accomplishments, an employee should:  


 


 Review the organizational mission statement, along with the organization’s goals. 


 Review the PD and performance plan to examine how elements and standards were met. 


 Take the opportunity to review the IDP, if applicable, assess any progress, and consider 


updating the IDP, as appropriate. 


 Highlight contributions and significant achievements accomplished during the appraisal 


cycle. 


 


NARRATIVE STATEMENT 


A narrative statement is a written appraisal or summary by the supervisor that accurately 


details the employee’s significant performance achievement(s) or result(s) and observable 


behaviors relative to the performance elements and standards for the appraisal cycle.  It 


provides the supervisor an opportunity to fully state the employee’s achievements and abilities 
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or address specific performance deficiencies. The narrative statement justifies how an 


employee’s ratings are achieved. 


 


Each performance element that is evaluated at the “Outstanding” or “Unacceptable” level must 


be accompanied by a narrative justification as to the employee’s accomplishment or lack of 


accomplishment. While a narrative statement is not required for elements rated at the “Fully 


Successful” level, supervisors are highly encouraged to use the narrative statement as another 


means of providing feedback, to provide a written record of the employee’s accomplishments, 


and to develop and motivate employees. Additionally, narrative statements may be utilized in 


local awards programs, thereby increasing their value as a mechanism for recognizing employee 


accomplishments. 


 


For information on completing narrative statements within the DoD automated performance 


appraisal tool (MyPerformance), please refer to the MyPerformance User Guide at 


https://dodhrinfo.cpms.osd.mil/Directorates/HROPS/Labor-and-Employee-


Relations/Pages/Home1.aspx.  


 


PERFORMANCE SUMMARY LEVELS 


The DoD Performance Management and Appraisal Program applies the following performance 


summary levels: “Outstanding” – 5, “Fully Successful” – 3, and “Unacceptable” – 1. 


 


“Outstanding” 


 The quality and quantity of the employee’s work substantially exceeds the standard with 


minimal room for improvement. 


 The accuracy, thoroughness, and timeliness of the employee’s work on this element are 


exceptionally reliable. 


 Application of technical knowledge and skills goes well beyond that expected for the 


position. 


 The employee consistently and significantly improves the work processes and products for 


which he or she is responsible. 


 The employee’s adherence to procedures and formats, as well as suggestions provided for 


improvement in these areas increases the employee’s value to the organization and overall 


mission accomplishment.  


 Work products rarely require even minor revisions. 


 The employee seeks additional work or special assignments at increasing levels of difficulty.  



https://dodhrinfo.cpms.osd.mil/Directorates/HROPS/Labor-and-Employee-Relations/Pages/Home1.aspx

https://dodhrinfo.cpms.osd.mil/Directorates/HROPS/Labor-and-Employee-Relations/Pages/Home1.aspx

https://dodhrinfo.cpms.osd.mil/Directorates/HROPS/Labor-and-Employee-Relations/Pages/Home1.aspx
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“Fully Successful” 


 The quality and quantity of the employee’s work fully meets the requirements of the 


performance element. 


 Major revisions are normally not necessary; most work only requires minor revision. 


 Projects are completed accurately, thoroughly, and timely. 


 Technical skills and knowledge are applied effectively to specific job tasks. 


 The employee adheres to procedures and format requirements. 


 Routine problems associated with completing assignments are resolved with minimum 


supervision. 


 


“Unacceptable” 


 The quality, quantity, and timeliness of the work are unsatisfactory. 


 Work products must be continually revised and edited; instructions must be reiterated. 


 The employee is unable to work reliably and independently without ongoing supervision. 


 Projects are incomplete or “Unacceptable”. 


 The employee fails to prioritize and apply routine knowledge and skills expected for this 


position, contributing to inadequate work products. 


 Work is incomplete or unacceptably late because of the employee’s lack of realistic or logical 


planning, compounded by their lack of attention to basic priorities or details. 


 The employee fails or is unable to adapt to changes in priorities, procedures, or program 


directions. 


 


DERIVING AND ASSIGNING A RATING OF RECORD 


The supervisor appraises each employee’s performance based on a comparison of actual 


performance with the established elements and standards in the employee’s performance plan. 


The overall rating of record is derived from averaging the ratings of the employee’s 


performance elements.  
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Table 2.  Deriving the Rating of Record 


 


It is important to note: 


 Failure (“Unacceptable”) on any one element results in an overall rating of “Unacceptable”.  


 An “Unacceptable” rating of record must be reviewed and approved by a higher-level 


reviewer (HLR). 


 An overall rating of record can only be calculated using performance elements that have 


been rated. 


 


FINAL PERFORMANCE APPRAISAL DISCUSSION 


The final performance appraisal discussion should  be a culmination of the continuous feedback 


that occurred throughout the performance period.  In other words, there should be no 


surprises in the final performance appraisal discussion.  During this meeting, supervisors should 


discuss with employees their employee input, supervisor’s performance narrative, and rationale 


for the evaluation given.  If a higher level review of final ratings is required, the final rating can 


be communicated to the employee after the HLR.  If an HLR is not required, the supervisor may 


still take time to establish the final performance rating and communicate it to the employee in 


a follow on discussion. 


 


Summary 


Level 
Summary Level Criteria 


Outstanding  
The average score of all element ratings is 4.3 or greater, resulting in 


a rating of record that is a ‘5’ – “Outstanding” 


Fully  


Successful 


The average score of all element ratings is less than 4.3, with no 


element rated a ‘1’ - “Unacceptable”, resulting in a rating of record 


that is a ‘3’ – “Fully Successful” 


Unacceptable Any element rated ‘1’ - “Unacceptable” 


 


 


 


Each employee should receive a meaningful and accurate appraisal. The success 


of the performance appraisal process depends on the supervisor’s willingness to 


complete a constructive and objective appraisal and on the employee’s willingness 


to respond to constructive suggestions and to work with the supervisor to reach 


future goals. 
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COMMUNICATING THE PERFORMANCE APPRAISAL 


All ratings of record must be reviewed, and where required, approved by the HLR, prior to 


communicating the final appraisal to the employee.  The supervisor should schedule the 


meeting; inform the employee of the purpose, time, and location; and allow sufficient, 


uninterrupted time for each employee.  Supervisors and employees should discuss the 


following when communicating the performance appraisal: 


 


 The employee’s input as it relates to the performance elements and standards; 


 The challenges the employee faced and how external factors may have impacted 


performance; 


 The performance plan and compare the employee’s accomplishments and contributions as 


they relate to organizational goals and mission; and 


 Any needed developmental opportunities or training programs that may assist the employee 


with short- or long-term goals. 


 


RESOLVING DISAGREEMENTS OVER THE RATING OF RECORD 


An employee may not necessarily agree with the rating of record, but supervisors should strive 


to help the employee understand how the rating was determined.  Additionally, an employee’s 


acknowledgment or signature on the final appraisal does not indicate agreement with the 


rating of record, and the rating of record is official even if the employee does not acknowledge 


it in the MyPerformance automated tool or sign it.   


 


When possible, the employee and supervisor should informally attempt to resolve any 


disagreements about the rating of record.  If they cannot, non-bargaining unit employees may 


raise issues related to the performance appraisal process through the administrative grievance 


system (AGS) while bargaining unit employees must use the negotiated grievance procedure 


(NGP) unless performance appraisals have been excluded from the NGP.  Employees may also 


have the right to appeal performance-based actions under Title 5, Code of Federal Regulations 


(CFR) §432 and §752 to the Merit Systems Protection Board (MSPB).  Bargaining unit employees 


may use the NGP or the statutory procedures, but not both. 
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CHAPTER 5 - RECOGNIZING AND REWARDING PERFORMANCE 


 


OVERVIEW 


Supervisors influence employee engagement and strengthen performance by recognizing and 


rewarding employees for their contributions.  Employees who understand the connection 


between effort and outcomes are more likely to perform at a higher level than employees for 


whom the connection is unclear.  Awards acknowledge, motivate, and reward achievements or 


contributions, and are an integral part of performance management. It is important to 


recognize good performance and achievements throughout the appraisal cycle as they occur, 


preferably, as closely as possible to the act(s) being recognized.  Detailed information and 


guidance on rewarding performance may be found in DoDI 1400.25-V451, “DoD Civilian 


Personnel Management System: Awards” and Component specific policy and guidance. 


 


DOD RECOGNITION AND REWARD PROGRAM 


The DoD recognition and rewards program allows the flexibility to create Component-level 


programs to suit the organizational differences across the Department.  The following principles 


embody the DoD Component recognition and reward programs: 


 The granting of awards is based on merit and contribution to the mission accomplishment, is 


significant in nature, and goes above and beyond expectations. 


 Clear distinctions are made for different levels of performance and contribution. 


 Supervisors recognize similarly-situated employees with like performance and contribution 


and reward them in a consistent manner. 


WHAT YOU SHOULD KNOW: 


● Recognizing and rewarding employees should occur throughout the performance 
appraisal cycle for their performance and to acknowledge contributions to the agency’s 
mission. 


● Recognition and rewards programs should be fair, credible, and transparent. 


● Recognition and rewards motivate employee performance and lead to organizational 
mission success. 


● Achievements or contributions should be significant in nature, related to organizational 
mission and goals, and exceed expectations to qualify for formal recognition. 


● Supervisors and employees should be aware of the types of recognition and rewards 
available. 


 



http://www.dtic.mil/whs/directives/corres/pdf/140025_vol451.pdf

http://www.dtic.mil/whs/directives/corres/pdf/140025_vol451.pdf
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 Programs are routinely assessed to ensure achievement of organizational goals are aligned 


with business-based criteria and are modified as necessary. 


 Transparency is built into all steps of the process by communicating the clearly defined 


procedures and criteria for the available forms of recognition and rewards. 


ACHIEVABLE RECOGNITION AND REWARD 


Being recognized and rewarded should be achievable for all employees—not just the very top 


performers and not just for the most visible contributions.  If all employees believe they are 


capable of receiving some type of recognition or reward, and the process is fair, credible, and 


transparent, the program will meet its goals of motivating performance.  Additionally, 


supervisors should be trained in how to use the recognition and rewards program in 


accordance with procedures in place to grant recognition and rewards.  It is important that 


recognition and rewards be granted in a timely manner—ideally, immediately after the 


recognizable action.  Otherwise, the reward can lose its relevance, and employees will not have 


a clear sense of what behavior or accomplishment is rewarded. Honorary awards and time-off 


awards should be used throughout the appraisal cycle. 


Supervisors are encouraged to use non-monetary awards, especially when funds for monetary 


awards are limited and restricted.  Examples of non-monetary awards include time off, tokens 


of appreciation (such as plaques), acknowledgement at staff meeting, or a certificate of 


appreciation, etc.  These should be administered in accordance with legal authorities and 


Department and Component regulations.  


 


 


Non-monetary forms of recognition have been shown to be highly effective.  Current 


DoD policy allows supervisors the flexibility and freedom to recognize employees 


using a variety of non-monetary forms of recognition.  Recognition, honorary 


awards, and time off awards should be used throughout the appraisal cycle. 


 


 


Executives, managers, supervisors, human resources professionals, and employees 


should receive training and resources on recognition and reward programs, including 


available forms of recognition and an understanding of how to use recognition to 


acknowledge and motivate employees. 
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CHAPTER 6 - PERSONNEL ACTIONS 


 


OVERVIEW 


The DoD Performance Management and Appraisal Program links employee recognition and 


rewards with other performance-based actions to performance appraisals for employees.  The 


rating of record has a bearing on various other personnel actions, such as promotions, granting 


within-grade pay increases, quality step increases and determining additional retention service 


credit in a RIF.  This chapter covers the link between ratings of record and how they may be 


used as a basis for certain other personnel actions.  One of the basic concepts of Federal 


employment is that personnel decisions are based on merit.  Appropriate consideration must 


be given to each employee’s performance when making decisions on personnel actions. 


 


PROMOTION 


In considering an employee for promotion under competitive procedures, due weight will be 


given to past performance appraisals and present performance. In order to be 


noncompetitively promoted to a higher grade in a career ladder or equivalent program, an 


employee must have a current rating of record of “Fully Successful” or better, in addition to 


meeting other prescribed requirements.  However, the fact that an employee is rated as “Fully 


Successful” or higher at the time they are eligible for a promotion does not mean a promotion 


is automatic. 


 


WITHIN-GRADE INCREASES (WGI) 


A Within Grade Increase (WGI) – also referred to as a periodic step increase or within range 


increase - is intended to recognize “Fully Successful” job performance by advancing employees 


to the next step in their grade.  Whereby increasing their value in the organization and their 


WHAT YOU SHOULD KNOW: 


● Employee performance can have either positive or negative impact.   


● Effective performance management practices build on the understanding that behavior is 
influenced by both positive and negative outcomes. 


● Positive results for high performance include recognition and rewards, promotions, within-
grade-increases, and other performance-based actions. 


● Effects of performance issues include counseling, reassignment, reduction in grade, or 
removal of the employee. 
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salary.  A WGI is not an entitlement; a supervisor may approve, delay or deny a WGI based on 


employee performance.  When considering delaying or denying a WGI based on poor 


performance, supervisors should contact their servicing Human Resources or Labor and 


Employee Relations Office.  Additional information and guidance on WGI Delay or Denial 


procedures is outlined in Chapter 8. 


 


QUALITY STEP INCREASES (QSI) 


A Quality Step Increase (QSI) is intended to provide appropriate incentive and recognition for 


demonstrated excellence in performance by granting an accelerated periodic step increase with 


the expectation that the exceptional performance will continue into the future.  QSIs are based 


on a level of exceptional, high-quality, sustained performance, examples include:  


 The quality and quantity of the employee’s work substantially exceed the “Fully Successful” 


standard with minimal room for improvement. 


 The accuracy and thoroughness of the employee’s work on his or her elements are 


consistent and exceptionally reliable. Work products rarely require even minor corrections. 


 Application of technical knowledge and skills goes beyond that expected for the position. 


 The employee significantly improves work processes and products for which they are 


responsible. 


 The employee’s adherence to procedures and formats, as well as suggestions made for 


improvement in these areas, increases the employee’s value to the organization. 


 The employee’s performance demonstrates that he or she understands the organization’s 


overall mission as it relates to his or her individual work. 


 The employee develops contingency plans to handle potential problems and quickly adapts 


to new priorities and changes in procedures without losing sight of long-term work goals. 


 The employee’s planning and adaptability result in early or timely completion of work under 


all but the most extraordinary circumstances. 


 Complex issues are brought to the supervisor’s attention; however, the employee handles 


most problems routinely and with exceptional skill. 


 The employee’s oral and written expression is exceptionally clear and effective, improves 


cooperation among participants in the workplace, and prevents misunderstandings. 


 Complicated or controversial subjects are presented or explained effectively to a variety of 


audiences so that desired outcomes are achieved. 
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To be eligible for a QSI, an employee must: 


 Currently be paid below step 10 of his or her grade;  


 Have been rated “Outstanding” (or the highest level available if covered by another 


performance program) on their most recent rating of record;  


 Have demonstrated sustained performance of exceptional, high quality; and 


 Have not received a QSI (or QSI-equivalent under a personnel system other than the 


General Schedule) within the preceding 52 consecutive calendar weeks. 
 


 


PROBATIONARY/TRIAL PERIOD 


New employees are carefully observed during the probationary/trial period to determine 


whether their conduct and performance on the job is as expected to become career Federal 


employees.  These performance discussions with employees should take place at strategic 


points of their probationary period so that employees understand what performance standards 


are required for retention in the Agency.  Supervisors should provide at least one progress 


review to ensure that these individuals have adequately demonstrated their qualifications and 


fitness for the position, the Department, and the civil service.  The effectiveness of the 


probationary/trial period is enhanced when action is taken to prevent employees who perform 


below the “Fully Successful” level from becoming career Federal employees.  Without proper 


use of the probationary/trial period to make such an appraisal, the probationary period 


becomes meaningless. 


 


If it is determined that a probationary employee is “Unacceptable” in either performance or 


conduct, he or she may be terminated at any time during the probationary period, which must 


be effective prior to the end of the probationary period.  For supervisors, the probationary/trial 


period should always be considered a key period for addressing and resolving performance 


issues.  The lapse of a probationary/trial period without proper appraisal of a new employee’s 


performance may result in future performance problems.  Employees should take every 


opportunity to communicate to their supervisor any barriers to “Fully Successful” performance 


during the probationary/trial period. 


 


 
 


 


Employees’ performance during the probationary/trial period usually serves as 


a good indicator of how well they will perform throughout their career.  


Supervisors should provide periodic progress discussions and at least one 


progress review to ensure probationers have adequately demonstrated their 


qualifications and fitness for the position, the Department, and the civil service.  


The probationary/trial period should always be considered a key period for 


addressing and resolving performance issues. 
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PROBATIONARY PERIOD FOR SUPERVISORS AND MANAGERS 


Individuals serving a supervisory or managerial probationary period should be observed to 


determine whether they perform supervisory or managerial duties in a “Fully Successful” 


manner.  New supervisors and managers who do not successfully complete the probationary 


period may be returned to a position of the same grade and pay as previously held.  Proper use 


of coaching and mentoring during this period can ensure the supervisory employee has fully 


demonstrated the qualifications and skills necessary for the supervisory or managerial position.  


Emphasis on the importance of supervisory duties is reflected by the DoDI V431 requirement 


for supervisory performance elements to equal or exceed non-supervisory performance 


elements.  Support should be provided to new supervisors in order to fulfill their supervisory 


role during the probationary period and beyond. 


 


The New Beginnings CAC enabled webpage (https://dodhrinfo.cpms.osd.mil/New-


Beginnings/Pages/Home1.aspx) offers additional tools and resources such as: the Hiring 


Managers Toolkit and the DoD new Supervisor Training requirements Memorandum. 


 



https://dodhrinfo.cpms.osd.mil/New-Beginnings/Pages/Home1.aspx

https://dodhrinfo.cpms.osd.mil/New-Beginnings/Pages/Home1.aspx
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CHAPTER 7 - SPECIALLY-SITUATED EMPLOYEES 


 


OVERVIEW 


There are a number of special circumstances that may affect an employee’s eligibility for a 


performance rating.  However, all employees who perform work under an approved 


performance plan for at least 90 calendar days will be rated based on the period of 


demonstrated performance and must receive a rating of record.  This chapter outlines 


procedures for addressing employee performance for employees who are detailed, matrixed, 


on leave without pay (LWOP), transferred, and for other specially-situated employees.  If 


unsure of the appropriate course of action for any specially-situated employee, contact the 


servicing Human Resources Office for further guidance and assistance. 


EMPLOYEES ON DETAIL 


A detailed employee is an employee on a temporary assignment to a different position or set of 


duties for a specified period and is expected to return to his or her permanent position of 


record at the end of the assignment.  When employees are detailed to another supervisor for 


less than 90 calendar days, it remains the responsibility of the supervisor of record (home 


supervisor) to develop and discuss a performance plan for that employee and complete the 


rating of record under the normal appraisal cycle.  The supervisor of record is responsible for 


conferring with the supervisor of the detail to obtain any input necessary to assess the 


employee’s performance.  It is important that every employee’s performance plan accurately 


represents the work that is expected of that employee during the appraisal cycle. 


 


Employees who are detailed for 90 calendar days or more must have a written performance 


plan, which includes written narrative statements (not a numerical rating) of the employee’s 


performance on the elements and standards from the supervisor of the detail, which reflects 


work assignments and goals for the detailed position. 


 


WHAT YOU SHOULD KNOW: 


● Employees performing under an approved plan for 90 calendar days are eligible for a 
rating of record. 


● Supervisors of record for detailed and matrixed employees should coordinate and 


continuously communicate with the supervisor of the detail or the on-site supervisor. 
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MATRIXED EMPLOYEES 


A matrixed employee is an employee assigned to an organization or location apart from his or 


her permanent supervisor/organization of record and provides support to the on-site 


organization.  The matrixed employee generally reports to the on-site manager/supervisor for 


day-to-day operations, but  remains assigned to his or her permanent position of record and 


reports to his or her permanent supervisor of record for functional responsibilities.  


 


When employees are matrixed to another organization, it remains the responsibility of the 


permanent supervisor of record to develop and discuss a performance plan for that employee 


and complete the rating of record.  It is important that every employee’s performance plan 


accurately represents the work that is expected of that employee during the appraisal cycle.  


The supervisor of record is responsible for conferring with the supervisor of the detail or on-site 


supervisor of  the matrix assignment to determine if any additional performance elements or 


standards need to be included in the performance plan and to obtain any input necessary to 


assess the employee’s performance. 


 


Supervisors of Record (i.e., Rating Officials) for detailed or matrixed employees are responsible 


for:  


 Conferring with the detail or matrix on-site supervisor to determine if any additional 


performance elements and standards, related to the duties of the position, need to be added 


to the employee’s performance plan. 


 Offering the employee an opportunity to provide input to any additional performance 


elements or standards. 


 Requesting written narrative statements (not a numerical rating) of the employee’s 


performance on the elements and standards relative to the detail or matrix assignment from 


the supervisor of the detail or on-site supervisor. 


 Retaining employee input received for a detailed or matrixed employee as part of the 


appraisal documentation in the Employee Performance File. 


 Completing the steps in the performance appraisal cycle to include progress reviews and 


final rating of record. 


 Consulting with the detail or on-site matrix supervisor or others, as appropriate, for feedback 


to be considered in appraising the employee’s performance on the elements and standards 


relative to the position to which the employee was detailed or matrixed. 
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Supervisors of detailed or matrixed employees are responsible for:  


 Conferring with the supervisor of record to provide input on any additional performance 


elements or standards related to the project(s) that need to be added to the employee’s 


performance plan. 


 Providing a written narrative summary (not a numerical rating) to the supervisor of record to 


be considered in evaluating the employee’s performance.  


 Keeping the supervisor of record aware of any performance issues and providing input to use 


during performance discussions. 


 Providing continuous feedback and encouraging two-way communication with the detailed 


or matrixed employee. 


 


EMPLOYEES PERFORMING REPRESENTATIONAL RESPONSIBILITIES 


When an employee is engaged in union representation, time spent performing union 


representation does not constitute ‘work of the agency’, and does not count toward the 


minimum period of performance of 90 calendar days under an approved performance plan.  If 


an employee performs agency work to meet the 90 calendar day requirement under an 


approved performance plan, employee is eligible to receive a rating. 


 


EXTENDED ABSENCE 


The length and dates of a period of LWOP, extended paid leave, or sabbatical, are significant 


when determining employee eligibility for a rating of record. If an employee on LWOP or 


extended absence worked under an approved performance plan for at least 90 calendar days 


during the appraisal cycle, the employee is eligible for a rating.  However, if an employee does 


not meet the 90 calendar day requirement, then he or she is not eligible to receive a rating.  


This guidance should be applied to any employee on extended absence for reasons including, 


but not limited to, workers’ compensation, LWOP to follow Head of Household (Permanent 


Change of Station), Long-term training, or LWOP as would be appropriate under the Family 


Medical Leave Act (FMLA). 


 


OUT-OF-CYCLE APPRAISALS 


Ratings are normally given at the end of the appraisal cycle. However, there are instances when 


a rating must be given outside of the normal appraisal cycle.  Out-of-cycle ratings are used 


when: 


 A supervisor has addressed performance problems with the employee, and the employee’s 


performance has further deteriorated to “Unacceptable;”  



http://cpol.army.mil/library/permiss/52222.html
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 An employee’s performance improves for a minimum of 90 calendar days following the 


employee’s receipt of an “Unacceptable” performance rating;  


 The current rating of record (e.g., “Fully Successful” or higher) does not support the 


personnel action under consideration (e.g., WGI denial/delay); or 


 A supervisor has denied a WGI, and the employee has performed at an acceptable level of 


competence for a minimum of 90 calendar days. 


 


EMPLOYEES WHO TRANSFER OR SUPERVISORS WHO LEAVE DURING THE APPRAISAL CYCLE 


The length of time employees serve under an approved performance plan determines whether 


a narrative statement or rating of record is required when an employee transfers or a 


supervisor leaves the organization.  


 


 A narrative statement is required when an employee has performed under an approved 


performance plan for at least 90 calendar days and there are more than 90 calendar days left 


in the appraisal cycle.  This narrative statement will be considered by the incoming 


supervisor. 


 


 A rating of record is required when an employee has performed under an approved 


performance plan for 90 calendar days or more and the employee or supervisor leaves the 


organization with fewer than 90 calendar days remaining in the appraisal cycle.  If 


circumstances preclude the departing supervisor from carrying out this responsibility, the 


HLR may serve as the rating official, subject to local policy.  
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Supervisors: 


 Communicate clear performance standards and expectations 
to employees early and often. 


 Provide constructive feedback on performance. 


 Provide effective assistance, applicable training, and 
coaching and mentoring. 


 Engaging in the above key strategies early in the process can 
prevent a small issue from snowballing into a performance 
deficiency that negatively impacts organizational 
performance. 


CHAPTER 8 - ADDRESSING PERFORMANCE ISSUES 


 


OVERVIEW 


Dealing with performance issues is a challenge for any supervisor, yet it is a key supervisory 


responsibility.  Effective and engaged supervisors keep employees informed of their 


performance on a continuous basis in order to minimize instances where deficiencies become 


serious performance problems.  This chapter covers courses of action that may be taken at any 


time during the appraisal cycle when deficiencies do occur.  


Dealing with performance issues 


effectively means, recognizing 


employees’ training needs early, 


identifying deficiencies that can 


be corrected, and providing the 


most effective assistance.  


Although informal developmental 


strategies may cost very little, 


they have potentially big payoffs 


in terms of improved individual 


performance and organizational 


productivity.  


 


WHAT YOU SHOULD KNOW: 


● Most performance problems can be resolved through effective communication between 
supervisors and their employees. 


● Addressing performance issues early has a positive effect throughout the organizational 
unit. 


● Employees have primary responsibility for improving performance. 


● Supervisors play an essential role in improving deficient performance. 


● Supervisors should not wait until repeated failures before taking remedial action. It is 
easier to rectify one error than the accumulated effect of many mistakes. 


● Encourage employee input in performance discussions. Obtain employee 
recommendations for improvements to ensure a similar problem does not occur again. 
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Employees: 


 Ask clarifying questions. 


 Ask for specific examples of “Fully Successful” performance. 


 Request additional job-related training or assistance. 


 Adhere to responsibilities outlined in the Performance 
Improvement Plan (PIP) document; actively seek assistance 
when needed. 


 


 


The purpose of counseling is to let employees with performance 


issues know that their performance is not meeting expectations 


and to help them raise their performance to the expected level. 


Counseling aims to assist, not punish, the employee. 
 


COMMUNICATING EXPECTATIONS AND PERFORMANCE DEFICIENCIES  


Through continuous monitoring and feedback, supervisors may identify work that does not 


meet performance expectations.  In these instances, the supervisor should engage the 


employee to ensure both parties 


have a shared understanding of 


the performance expectations.  


Continuous constructive, timely, 


and meaningful dialogue assists 


in identifying and reducing 


instances of performance 


deficiencies and prevents issues 


from becoming serious 


performance problems.  


Although most employees work 


hard and do their jobs well, there may be times when supervisors must counsel an employee 


whose job performance is “Unacceptable”.  Supervisors should address performance issues as 


soon as there is a problem; do not wait until a scheduled progress review or the final 


performance appraisal discussion.  Performance issues rarely correct themselves without 


action.  


When counseling or feedback do not resolve the performance deficiencies, contact your 


servicing Human Resources Office for further assistance and specific guidance on how to 


address deficient performance. 


ADDRESSING AND RESOLVING PERFORMANCE DEFICIENCIES  


If, during the appraisal cycle, a supervisor becomes aware that an employee is performing at a 


less than “Fully Successful” level, which means the employee is at risk of being assessed at an 


“Unacceptable” level in one or more elements, there are several actions a supervisor should 


take to address the deficiency as soon as it is noted: 
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 Make it clear to the employee that his or her current performance is “Unacceptable” and 


provide specific examples of work that has not met expectations, as well as examples of 


work that the employee has produced that does meet expectations.  


 Provide clear guidance as to what is needed in order for the employee to improve 


performance and provide ideas of where the employee may go to obtain additional 


assistance or training, if applicable.  


 Tell the employee what type(s) of assistance is available to help the employee meet 


expectations. 


 More than one progress review may be necessary before the employee is able to 


demonstrate “Fully Successful” performance. 


 


PROVIDING AN OPPORTUNITY TO IMPROVE 


If, despite the preventive steps taken, an employee’s performance is “Unacceptable” in one or 


more elements, the supervisor should provide the employee with a formal opportunity to 


demonstrate “Fully Successful” performance.  As part of the performance improvement plan 


(PIP), training and development may also become an essential component of demonstrating 


assistance to employees who are not meeting performance requirements.  Supervisors should 


contact the servicing Human Resources Office for assistance as soon as problems with an 


employee’s performance develop.  


The PIP is a tool to provide struggling employees the opportunity to succeed while still holding 


them accountable for past performance.  The PIP clarifies the work performance that needs 


improvement and how to improve.  This opportunity period should represent a genuine effort 


on management’s part to assist an employee based on that employee’s deficiencies.  In the PIP 


document, the supervisor must provide a written description of the deficient performance and 


specific instances of “Unacceptable” performance. The PIP should:  


 Identify the element(s) in which performance is deficient and provide a description of the 


“Unacceptable” performance. 


 Specify what the employee must do in order to demonstrate “Fully Successful” performance 


(i.e., clear detail of what is expected from the employee and how management will measure 


performance). 


 Indicate to the employee the time allowed for the opportunity to improve. 


 Explain what management will provide to assist the employee; such as indicating the point of 


contact who will be responsible for helping the employee through the performance 
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improvement period; and indicate how often the point of contact will meet with the 


employee.  (The point of contact tasked with guiding the employee is often the supervisor, 


but it could be a team leader, co-worker, or other appropriate person.) 


 Explain to the employee that if he or she has questions or does not understand something, 


the employee has the responsibility to notify the supervisor, team leader, or other 


appropriate person and proactively ask for help. 


 Offer assistance to the employee to improve performance.  Assistance may include but is not 


limited to closer supervision and counseling, personal demonstration, supervisory or peer 


coaching, frequent reporting, special assignments, and on-the-job training, if applicable.  


 Specify the possible consequences of failure to raise performance to the “Fully Successful” 


level during the opportunity period.  


 


It is vital that supervisors not only follow the PIP, but also continuously evaluate other 


opportunities to assist and support the employee.  Look for opportunities throughout the 


improvement period to help the employee succeed and achieve mission goals rather than 


passively monitor employee performance.  Document the actions management has taken to 


comply with the PIP, the employee’s performance, his or her progress, and continued 


deficiencies, if applicable.  The PIP is a formal commitment from the supervisor to help the 


employee improve his or her performance.  Once an employee has been afforded a reasonable 


opportunity to demonstrate performance at the “Fully Successful” level, the supervisor may 


propose an adverse action if the employee’s performance during or following the opportunity 


to demonstrate “Fully Successful” performance remains “Unacceptable” in one or more of the 


elements for which the employee was afforded opportunity to demonstrate “Fully Successful” 


performance. 


 


WITHIN GRADE INCREASE (WGI) DELAY OR DENIAL 


A Within Grade Increase (WGI) – also referred to as a periodic step increase or within range 


increase - is intended to recognize “Fully Successful” job performance by advancing employees 


to the next step in their grade.  Whereby increasing their value in the organization and their 


salary.  Supervisors often deal with delaying or denying a WGI while assisting an employee in 


improving performance or in the process of taking a performance-based action.  Supervisors 


should be aware of the process required to delay or deny a WGI when an employee's 


performance is not at the “Fully Successful” or “Outstanding” level.  The situations in which this 


applies include: 


 


 When the rating of record is "Unacceptable";  
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 When the employee failed to demonstrate “Fully Successful” performance during the PIP; or  


 When the most recent rating of record was “Fully Successful”, but performance has since 


deteriorated to less than “Fully Successful” (Note: The supervisor must first issue an out-of-


cycle rating to formally reflect the “Unacceptable” rating of record to support withholding or 


denying the WGI). 


 


After a WGI has been withheld, if the supervisor determines the employee has demonstrated 


sustained “Fully Successful” performance for a minimum of 90 calendar days, the supervisor 


may prepare a new rating of record for the employee and grant the WGI in accordance with 5 


CFR §531.411.  When considering delaying or denying a WGI based on poor performance, 


supervisors should contact their servicing Human Resources or Labor and Employee Relations 


Office. 


 


REASSIGNMENT, DEMOTION, OR REMOVAL BASED ON “UNACCEPTABLE” PERFORMANCE 


The culture of a high-performing organization is one that fosters employee engagement and 


personal accountability in maintaining high performance. However, there are times when 


employee performance falls below the “Fully Successful” level.  Supervisors should address 


declining performance as it occurs to prevent performance problems from worsening.  Some 


performance issues cannot be avoided and where the employee’s performance is at an 


“Unacceptable” level and the employee has been provided an opportunity to demonstrate 


“Fully Successful” performance (Performance Improvement Period (PIP)), the employee may be 


reassigned, reduced in grade, or removed from Federal service.  Chapter 8, Improving Deficient 


Performance, of this guide prescribes procedures for taking actions based on “Unacceptable” 


performance. 
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CHAPTER 9 - MYPERFORMANCE 


MyPerformance is the only automated appraisal tool authorized for use in administering and 


documenting activities under the Performance Management and Appraisal Program.  The tool 


provides a comprehensive automated platform to create, review, and approve performance 


plans, assign ratings, as well as document changes to: performance plans, progress reviews, 


employee input, and performance narratives.  Information housed in MyPerformance will 


populate the Department of Defense Performance Plan, Progress Review and Rating Form, DD 


Form 2906.  Supervisors and employees have important roles throughout the performance 


period facilitated by MyPerformance as summarized in the chart below. 


 


Table 3.  MyPerformance Roles for Supervisors and Employees 


Phase Manager/Supervisor Employee 


Planning 


 Document employee and position 


information. 


 Initiate the performance plan 


process. 


 Set expectations by documenting 


performance elements and 


associated standards for employee 


and supervisor.  


 Coordinate the performance plan 


for approval. 


 Verify accuracy of the PD. 


 Verify employee and position 


information. 


 May initiate the performance 


plan process. 


 Participate in establishing the 


performance plan, setting 


performance elements, and 


associated standards.  


 Acknowledge receipt of the 


performance plan.  


Monitoring  


 Document observed employee 


accomplishments during progress 


reviews.  


 Update, add, or delete 


performance elements, as 


required. 


 Document accomplishments for 


each performance element via 


employee input.  


 Suggest changes to performance 


elements as appropriate. 


 Acknowledge progress reviews. 


Evaluating 


 Document employee performance 


appraisal. 


 Coordinate the approved final 


rating.  


 Document the communication of 


the rating to the employee. 


 Request employee input. 


 Complete and submits input. 


 Document performance 


discussion with 


manager/supervisor.  


 Acknowledge receipt of 


performance appraisal. 
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The DoD Components will develop processes for completing appraisals, using DD Form 2906, 


where supervisors or employees do not have computer access.  Please refer to the 


MyPerformance User Guide for further instructions on the use of the automated tool. 
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APPENDIX A:  ALIGNING EMPLOYEE PERFORMANCE PLANS WITH ORGANIZATIONAL GOALS 


STEP 1 - Look at the Overall Picture 


Review organizational goals and performance measures already available. Determine which 


goals and measures the employee’s work unit can affect.  
 


STEP 2 - Determine Work Unit Accomplishments Using Any or All of the Following Methods 


 METHOD A: A Goal Cascading Method.  Cascade the agency’s goals to the work unit level. 


Determine the work unit’s accomplishment(s) that directly affect the organization’s goals.  


 METHOD B: A Customer-Focused Method.  Determine the product(s) or service(s) that the 


work unit provides to its customers.  


 METHOD C: A Work Flow Charting Method.  Develop a work flow chart for the work unit, 


establishing key steps(s) in the work process.  


 


STEP 3 - Determine Individual Accomplishments That Support Work Unit Goals 


Elements that address individual performance can be identified using a role-results matrix. List 


the work unit accomplishments across the top of the matrix.  List each member of the work unit 


or each job position down the left side of the matrix.  In each cell, list the accomplishment (i.e., 


performance element) that the member must produce or perform to support the work unit 


accomplishment.  All performance elements should be either quantifiable or verifiable.  
 


STEP 4 - Convert Expected Accomplishments into Performance Elements, Indicating Type and 


Priority 


All employees must have at least one critical element.  Critical elements must address individual 


performance only.  
 


STEP 5 - Determine Work Unit and Individual Measures 


For each element, determine which general measures (i.e., quantity, quality, timeliness, or cost-


effectiveness) are important.  Determine how to measure the quantity, quality, timeliness, 


and/or cost-effectiveness for the element.  If an accomplishment can be measured with 


numbers, determine the unit of measurement to be used.  If performance can only be 


described (i.e., observed and verified), clarify who would appraise the work and what factors to 


identify.  
 


STEP 6 - Develop Work Unit and Individual Standards 


A “Fully Successful” standard must be established for each performance element. If the 


measure for the element is numeric, determine the range of numbers that would represent 


“Fully Successful” performance. Establish a range of performance above which special 


recognition may be warranted and below which a performance problem exists.  
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If the measure for the element is descriptive, determine what the appraiser would see or report 


that would verify that performance is “Fully Successful.”  Determine what exceeding 


expectations would look like for each performance element. Describe what the appraiser would 


see happening when expectations are exceeded.  
 


STEP 7 - Determine How to Monitor Performance 


Determine what data to collect for each performance element, which source the data should 


come from, and whether to collect all the data or just a sample. Determine when to collect the 


data, who should collect it, and who should receive it. Review existing reports for possible use 


as feedback reports. Create feedback tables or graphs where appropriate or necessary. Try to 


design feedback processes that give employees feedback automatically.  
 


STEP 8 - Check the Performance Plan Using the Following Guidelines 


 Are the critical elements truly critical?  Failure on a critical element results in a 


determination that the employee’s overall performance is “Unacceptable”.  


 Is the range of “Fully Successful” performance clear?  Performance expectations should be 


quantifiable, observable, and/or verifiable.  


 Are the standards attainable and expectations reasonable?  Do the standards allow for some 


margin of error? 


 Are the standards challenging?  Does the work unit or employee need to exert a reasonable 


amount of effort to reach a “Fully Successful” performance level?  


 Are the standards fair?  Are they comparable to expectations for other employees in similar 


positions? 


 Are the standards applicable?  Can the appraiser(s) use the standards to appraise 


performance?  Can the appraiser(s) manage the data collected through the measurement 


process?  


 Are the elements and standards flexible? Elements and standards should be able to be 


adapted readily to changes in resources or mission.  


 Is the “Fully Successful” standard surpassable?  Is it possible for a work unit’s or an 


employee’s performance to exceed it? 


 Work units and employees should understand what is required.  


 


The Office of Personnel Management’s handbook, “A Handbook for Measuring Employee 


Performance:  Aligning Employee Performance Plans with Organizational Goals,” is available at 


https://www.opm.gov/policy-data-oversight/performance-


management/measuring/employee_performance_handbook.pdf. 



https://www.opm.gov/policy-data-oversight/performance-management/measuring/employee_performance_handbook.pdf.

https://www.opm.gov/policy-data-oversight/performance-management/measuring/employee_performance_handbook.pdf.
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GLOSSARY: DEFINITIONS. 


These terms and their definitions are for the purposes of this toolkit. 


 


appraisal.  The process by which performance is reviewed and evaluated. 


appraisal cycle.  A 1-year period (April 1 – March 31) established by the DoD Performance 


Management and Appraisal Program in which an employee’s performance will normally be 


reviewed, and a rating of record will be assigned. 


approved performance plan.  A performance plan written, reviewed, and approved in 


accordance with DoD Component procedures, which communicates expectations and 


requirements of employee performance for the appraisal cycle. 


detail.  A temporary assignment to a different position or a set of duties for a specified period.  


The employee is expected to return to his or her permanent position of record at the end of the 


assignment. 


element.  A type of performance element in which a work assignment or responsibility is of 


such importance that “Unacceptable” performance on the element would result in a 


determination that the employee’s overall performance is “Unacceptable”.  All elements are 


critical and only used to measure individual performance.  


employee performance file.  A record containing copies of employees’ performance ratings of 


record, including the performance plans on which the ratings are based.  It also includes all 


performance-related records, such as forms or other documents, maintained as a system of 


records within the meaning Section 552a of Title 5, U.S.C., also known as the “Privacy Act of 


1974.” 


HLR.  A senior-level management official, normally above the level of a rating official.  


 


matrixed employee.  An employee hosted by an organization at a location apart from his or her 


permanent supervisor or organization of record and who is performing work for his or her 


organization of record.  The employee may receive taskings from the host organization but he 


or she remains under the authority, direction, and control of his or her organization of record.  


minimum period of performance.  The minimum appraisal cycle for the DoD Performance 


Management and Appraisal Program is 90 calendar days on an approved performance plan. 
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MyPerformance.  The DoD automated appraisal tool authorized for use by both supervisors 


and employees to document the performance management process of the DoD Performance 


Management and Appraisal Program. 


opportunity period to demonstrate acceptable performance.  A reasonable period for the 


employee whose performance has been determined to be “Unacceptable” in one or more 


elements to demonstrate acceptable performance in the element(s) at issue.  


performance.  Accomplishment of work assignments or responsibilities. 


performance discussion.  Joint communication between the supervisor and employee about 


the employee’s work performance and its link to organizational effectiveness.  The discussions 


may consist of verbal feedback sessions or formal progress reviews.    


performance element rating.  The written, or otherwise recorded, appraisal of performance 


compared to the performance standards for each element on which there has been an 


opportunity to perform for the minimum period of performance.   


performance management.  The integrated process by which an agency involves its employees 


in improving organizational effectiveness in the accomplishment of agency mission and 


strategic goals.  Performance management consists of:  performance planning, monitoring 


employee performance, evaluating employee performance, and recognizing and rewarding 


employee performance. 


performance plan.  All of the written, or otherwise recorded, performance elements and 


standards that set expected performance.  A plan must include performance elements and 


standards.   


performance rating level (also known as “summary level”).  An ordered category of 


performance from Level 1 through Level 5, with Level 1 as the lowest and Level 5 as the highest.  


Level 1 is “Unacceptable”; Level 3 is “Fully Successful”; and Level 5 is “Outstanding”.  


performance standard.  The management-approved expression of the performance threshold, 


requirement, and expectations that must be met to be appraised at a particular level of 


performance.  A performance standard may include, but is not limited to, quality, quantity, 


timeliness, and manner of performance. 


PIP.  A strategy developed for an employee at any point in the appraisal cycle when 


performance becomes “Unacceptable” in one or more elements.  This plan affords an employee 
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the opportunity to demonstrate acceptable performance and is developed with specific 


guidance provided by the servicing human resources office. 


progress review.  A type of formal performance discussion in which the supervisor 


communicates with the employee about the employee’s performance compared to his or her 


performance standards.  Supervisors are required to conduct at least one formal progress 


review during the appraisal cycle. 


promotion.  A change of an employee, while serving continuously within the same agency, 


either to a higher grade when both the old and the new positions are under the General 


Schedule or under the same type graded wage schedule, or to a position with a higher rate of 


pay when both the old and the new positions are under the same type of ungraded wage 


schedule, or are in different pay method categories. 


QSI.  An increase in an employee’s rate of basic pay from one step or rate of the grade of his or 


her position to the next higher step of that grade or next higher rate within the grade (as 


defined in Section 531.403 of Title 5, CFR).  Only an employee who receives a rating of record of 


“Outstanding” or equivalent is eligible. 


rating of record.  The performance rating level assigned at the end of an appraisal cycle for 


performance of agency-assigned duties over the entire cycle.  


rating official.  The person responsible for informing the employee of the duties of his or her 


position, establishing performance standards, providing feedback, appraising performance, and 


assigning the performance rating.  Normally, this is the employees’ immediate supervisor. 


reassignment.  The change of an employee, while serving continuously within the same agency, 


from one position to another without promotion or demotion. 


reduction in grade.  The involuntary assignment of an employee to a position at a lower 


classification or job grading level.  A reduction in grade is also referred to as a demotion. 


removal.  The involuntary separation of an employee from federal service. 


SMART.  An acronym for criteria that can be used in writing and evaluating performance 


standards: specific, measurable, achievable, relevant, and timely. 


supervisor (Civil Service Reform Act (CSRA)).  Position meets the definition of “supervisor” in 


Section 7103(a)(10) of Title 5, U.S.C., but does not meet the minimum requirements for 


application of the General Schedule Supervisory Guide. 
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unacceptable performance.  Performance that fails to meet the established performance 


standards in one or more elements of an employee’s position.  It is referred to as a Level 1 


rating under the DoD Performance Management and Appraisal Program.  


WGI.  A periodic step increase in an employee’s rate of basic pay from one-step of the grade of 


his or her position to the next higher step within that grade.  The employee’s rating of record 


must be at the “Fully Successful” level to be eligible for a WGI. 
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RATING EACH JOB ELEMENT:  PERFORMANCE DESCRIPTORS 


ELEMENT 
RATING 


DESCRIPTION OF LEVEL OF PERFORMANCE 


OUTSTANDING • The quality and quantity of the employee’s work substantially exceeds the standard with minimal room for improvement.  
• The accuracy, thoroughness, and timeliness of the employee’s work on this element are exceptionally reliable.  
• Application of technical knowledge and skills goes well beyond that expected for the position.  
• The employee consistently and significantly improves the work processes and products for which he or she is responsible.  
• The employee’s adherence to procedures and formats, as well as suggestions provided for improvement in these areas 


increases the employee’s value to the organization and overall mission accomplishment.  
• Work products rarely require even minor revisions.  
• The employee seeks additional work or special assignments at increasing levels of difficulty.  


FULLY 
SUCCESSFUL 


• The quality and quantity of the employee’s work fully meets the requirements of the performance element.  
• Major revisions are normally not necessary; most work only requires minor revision.  
• Projects are completed accurately, thoroughly, and timely.  
• Technical skills and knowledge are applied effectively to specific job tasks.  
• The employee adheres to procedures and format requirements.  
• Routine problems associated with completing assignments are resolved with minimum supervision.  


UNACCEPTABLE • The quality, quantity, and timeliness of the work are unsatisfactory.  
• Work products must be continually revised and edited; instructions must be reiterated.  
• The employee is unable to work reliably and independently without ongoing supervision.  
• Projects are incomplete or “Unacceptable”.  
• The employee fails to prioritize and apply routine knowledge and skills expected for this position, contributing to 


inadequate work products.  
• Work is incomplete or unacceptably late because of the employee’s lack of realistic or logical planning, compounded by 


their lack of attention to basic priorities or details.  
• The employee fails or is unable to adapt to changes in priorities, procedures, or program directions.  
 


 


BASIC GUIDE FOR RATING OFFICIALS: 
RATING PERFORMANCE ELEMENTS, DERIVING SUMMARY RATINGS, AND AWARD ELIGIBILITY 
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DERIVING RATINGS OF RECORD 


Once individual element ratings are assigned, the MyPerformance Tool will calculate an average rating based on the average of the individual element 
ratings.  The average rating will determine the summary rating which is the rating of record.  A rating of NR (Not Rated) on an element will not be included 
when deriving the rating of record. 


SUMMARY  RATING OF RECORD AVERAGE RATING CRITERIA 
LEVEL 5 - OUTSTANDING AVERAGE SCORE OF 4.3 OR MORE WITH NO ELEMENT RATED AS LEVEL 1 
LEVEL 3 – FULLY SUCCESSFUL AVERAGE SCORE OF LESS THAN 4.3 WITH NO ELEMENT RATED AS LEVEL 1 
LEVEL 1 - UNACCEPTABLE ANY ELEMENT RATED AT LEVEL 1 


 


AWARDS 


There are three types of awards available to recognize annual performance.  However, regardless of rating, awards are not required or guaranteed.  While 
rating officials recommend awards, the Performance Awards Review Board (PARB) will make the final decision on all performance awards. 


AWARD TYPE ELIGIBILITY NOTES 
CASH AWARDS • SUMMARY RATING OF  LEVEL 3 OR ABOVE • MAY NOT BE GIVEN IN ADDITION TO A QSI 
QUALITY STEP INCREASE (QSI) • SUMMARY RATING OF LEVEL 5 


• BELOW STEP 10 
• NO QSI IN PRIOR 52 WEEKS 
• HIGH LEVEL PERFORMANCE EXPECTED TO CONTINUE 


• MAY NOT BE GIVEN IN ADDITION TO A CASH 
PERFORMANCE AWARD 


• CONSULT WITH HRO IF THE QSI WILL PUT 
THE EMPLOYEE IN STEP 4 OR 7 TO 
DETERMINE IF A QSI IS A GOOD OPTION  


TIME OFF AWARDS • SUMMARY RATING OF LEVEL  3 OR ABOVE • MAY BE GIVEN AS A STAND ALONE AWARD 
OR IN ADDITION TO A CASH AWARD OR QSI 


• MAXIMUM TIME OFF HOURS BASED ON A 
RATING OF RECORD IS 40 HOURS 


• MAXIMUM TIME OFF AWARD HOURS IN A 
LEAVE YEAR IS 80 HOURS 


 


IMPORTANT NOTE:  THE AWARDS ELIGIBILITY CHART ABOVE SHOWS THE MINIMUM REQUIREMENTS FOR AWARDS.  YOUR PARB MAY 
HAVE A BUSINESS RULE THAT PROVIDES FURTHER RESTRICTIONS.  FOR EXAMPLE, A PARB MAY HAVE A BUSINESS RULE THAT 
RESTRICTS THOSE WITH AN AVERAGE RATING BETWEEN 3.0 TO 3.5 TO TIME OFF AWARDS ONLY, OR MAY RESTRICT A QSI TO THOSE 
WITH AVERAGE RATINGS BETWEEN 4.7 AND 5.0 
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Rating Official Award Recommendation Form



		Rating Official

		



		Higher Level Reviewer

		



		Organization

		



		





EMPLOYEE NAME

		





PAY PLAN & GRADE

		RATING OF RECORD:



OS - Outstanding (4.3 -5.0)

FS  -  Fully Successful (3.0-4.2) UA - Unacceptable (2.9 or 

         lower;  any element 

         rated as level 1)

		SUMMARY RATING



(Score taken from Part E of appraisal form, e.g. 3.5, 4.7)

		AWARD(S) RECOMMENDED[footnoteRef:1] [1:  Only employees rated Outstanding are eligible for a QSI.  Employees may not receive both a QSI and a cash award.  Time off awards may be given in addition to, or in lieu of, a cash award or QSI.] 


If time off, state number of hours



		

		

		

		

		CASH

		QSI

		TIME OFF
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PROVIDE ANY ADDITONAL INFORMATION YOU WISH THE PARB TO CONSIDER:

		







If you have recommended an employee for a Quality Step Increase, by signing this form you are certifying the employee has demonstrated sustained performance of a high quality for a significant period of time and that the high quality of performance is expected to continue.  You are also certifying the employee is below step 10 of his/her grade and has not received a QSI in the preceding 52 consecutive calendar weeks.



		Rating Official signature:



		Date:



		Higher Level Reviewer signature:



		Date:









		Enclosure (5)
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What is Employee Input? 


Employee Input is your written description of your work accomplishments related to the 
performance elements identified in your performance plan.  In the employee input, you discuss 
the results of your work, the behavior you demonstrated in accomplishing your work, and how 
your work contributed to your organization’s goals and your Agency’s mission.  Writing 
employee input is a voluntary activity, but is highly recommended for your interim review and 
performance appraisal. Employee input serves as the basis for your manager’s/supervisor’s 
evaluation of your work. It is your opportunity to highlight your most significant work 
achievements using your own words and provides your manager/supervisor with a clear picture 
of how you perceive your own performance and contributions.  


Guidelines for Writing Employee Input 


Employee input is your opportunity to list the facts about what you have done during the 
performance period.  To write effective employee input, you should maintain an ongoing record 
or journal of major achievements throughout the performance period.  Records might include 
written and verbal feedback you received from people within your department or from sources 
outside your department.  Other examples include recognition or thanks from others, and notes 
to yourself about deadlines that you met or tasks that you successfully completed.  By 
documenting major achievements against your job objectives as they occur, you have the 
information needed to complete the Employee Input when it is due.  When writing employee 
input, the following guidelines may help:  
 
Restate elements.  Paraphrasing performance elements gives your manager/supervisor a clear 


picture of how well you understood performance expectations.  
Focus on achievements rather than tasks.  Emphasize the results you accomplished, not the 


steps you took to create the results.  Focus on the service, product, or deliverable resulting 
from the performance element.  


Highlight your most significant achievements for the rating cycle. Your employee input 
does not need to be lengthy.  Use your achievements to demonstrate how you successfully 
completed your performance elements.  


Make the connection between what you did and how your work helped the organization.  
Explain how the organization benefited from what you achieved or contributed by describing 
tangible benefits (i.e., a cost savings to the organization or a solution that enabled 
employees to better perform their jobs).  


Cite instances where your actions or conduct exemplified superior performance.  
Highlight specific instances where your behavior made a positive difference in the outcome 
of a job objective and how you met or exceeded the performance elements.  


Describe any challenges you faced and how you overcame them.  Overcoming challenges 
is an important part of the overall performance rating.  Challenges may be technical or 
interpersonal in nature.  They may also involve the ability to succeed despite limited 
resources or difficult circumstances.  


Describe your accomplishments in terms of the performance element.  Without copying 
the text of the elements, describe how your work met or exceeded them. 


 







               Labor and Employee Relations Division 


EMPLOYEE INPUT FACT SHEET
 


           2 


January 2016 


 


Effective employee input answers the following questions 


 What did I achieve?  


 How well did I do it?  


 What behaviors did I exhibit?  


 How did it help my organization? 


 What special circumstances made my accomplishment even more significant?  


 


ORCA  SCRAM 


Objective: Your employee input clearly 
identifies at what level you felt you 
accomplished the performance element. 


 


 
Situation: Your employee input provides a 
little bit of context so readers understand 
why you were assigned this job objective 
and how it benefits the organization. 


 
Results: Your employee input describes 
how you accomplished the job objective at 
the stated level and references the 
appropriate Performance Indicators without 
copying the text of the descriptors exactly. 


 


Challenges: Your employee input describes 
any unusual circumstances you may have 
faced when working on this performance 
element. 


 
Contribution: Your employee input 
describes the critical behaviors you 
exhibited relative to the selected 
performance element. 


 
Results: Your employee input describes your 
actual results, including how they benefited 
the organization. 


 
Added Value: Your employee input 
describes the value of your 
accomplishments to the organization and, 
if applicable, describes how you exceeded 
expectations. 


 


Actions: Your employee input describes the 
actions you took and the behaviors you 
exhibited in accomplishing your performance 
standard. 


  


Measurements: Your employee input 
describes how well you performed against 
each specific measurement in the 
performance element, linking what you did 
and how well you did it. 


 






