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LESSON 11

PERFORMANCE MANAGEMENT 

OVERVIEW_______________________________________________________ 

Introduction
Performance ratings are one of the major factors used in making promotion selections and in determining who will receive performance awards.  Performance ratings are also used during a Reduction-In-Force (RIF) and are a major factor in determining who keeps or loses a job.  Performance ratings also provide the basis for taking adverse actions in cases of poor performance – and can result in reduction in grade or even removal from federal service.   

_____________________________________________________________________________

Purpose

This lesson outlines the federal performance management program and also identifies the roles, responsibilities and authorities that are assigned to all the key players.  

_____________________________________________________________________________

Objectives
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After completing this lesson you should be able to – 

· Identify the appropriate performance system and rating cycle for federal employees

· Recognize how performance ratings are used in the civilian personnel management system

_____________________________________________________________________________

In this Lesson

This lesson contains the following maps:

Map Title
See Page 

Total Army Performance Evaluation System (TAPES)
      11-2

The Base System
11-2

The Senior System
11-3

Performance Plans
11-3/4

Performance Ratings
11-4

Performance Improvement Plans (PIPs)
11-5

Practical Exercise #11
11-6

_____________________________________________________________________________

The Total Army Performance Evaluation System (TAPES) 

Introduction 
The Army performance management program is titled – Total Army Performance Evaluation System or TAPES.  The Army program requires that employees be given written objectives and responsibilities at the beginning of the rating period.  At the end of the rating period, there is a formal evaluation or assessment, a written evaluation and a formal oral discussion that comprise the employee’s rating of record.  This formal evaluation or assessment is conducted at the end of the rating period, normally annually.   TAPES is divided into two systems - the Base System and the Senior System.
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The Base system covers GS, WG, WL and WS employees in grades 1 through 8 and employees

at equivalent levels in other pay plans.  The annual appraisal periods and rating cycles for the 

Base System are determined locally.  In the Base System, Department of Army has 

developed standardized responsibilities that are listed on the reverse side of DA Form 23-1.  

These responsibilities consist of:

· Technical Competence

· Adaptability/Initiative

· Working Relationships/Communications

· Responsibility/Dependability

For Base System positions with supervisory duties, two  other responsibilities apply:

· Supervision/Leadership 

· Equal Employment Opportunity/Affirmative Action

Non-supervisory Base System employees are only rated on the first four responsibilities and Supervisory Base System employees are rated in all six areas.  The Base System Plan (DA form 7223-1) is called a Counseling Checklist Record.  

_____________________________________________________________________________

_________________________________________________________________

The Senior System 
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The Senior System covers all GS and WS employees at grades 9 and above as well as all DA Career Interns.  The annual Performance appraisal periods for the Senior System are:

· 1 July – 30 June for GM, WS and GS-13 and above and employees at equivalent levels in other pay plans

· 1 Nov – 31 Oct for WS and GS-9 to 12 and employees at equivalent levels in other pay plans

The Senior System has no standardized objectives except for certain selected positions.  For example, all supervisors and managers must be rated on Supervision and/or Leadership and Equal Employment Opportunity/Affirmative Action.  The performance objectives and responsibilities in the Senior System describe the actual work elements to be performed during the current appraisal period.  They describe a major job component upon which the employee is rated for success.  The Senior System plan (DA Form 7222-1) is called the Senior System Civilian Evaluation Report Support Form.  

 _____________________________________________________________________________
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Performance Plans  


Supervisors have a responsibility for ensuring that all of their employees have a performance work plan.  The plan should be established no later than 30 days after the employee is assigned to the position or at the beginning of a new rating period.  The performance plan must be recorded on DA Form 7223-1 (Counseling Checklist in the Base System) or DA Form 7222-1 (Civilian Evaluation Report Support Form in the Senior System).  The plans consists of objectives and responsibilities (specific duties of the job) and standards (how the supervisor is going to measure how well the employee performs those objectives and responsibilities).   

Just as it is vital that supervisors know what their employees duties and responsibilities are, it is 

equally important that the employees know what they must do to attain the “Success” (Meets) level.  Employees should be encouraged to participate in the development of their work plan, however, the final determination of objectives/responsibilities and standards rests with the supervisor/rater.  The work plan must be reviewed and approved by the rater before it can be implemented.  Performance plans become effective on the date they are signed/initialed by the rater (and the senior rater, when one is used).  Raters must discuss work plans with employees and ensure they initial the final plan.  Discussions should take place within 30 days after assignment into the position, at the beginning of the annual rating period, at the end of the annual rating period, and periodically in between.  A semi-annual discussion is required, but more often is recommended. Performance plans must have been in effect for at least 120 days before an employee can be rated on the standard.  

______________________________________________________________________________

Performance Ratings
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In order to provide the employee an accurate rating, supervisors must monitor the employee’s performance.  This should be an on-going process.  Supervisors do not have to wait until a regularly scheduled formal review to meet with employees to discuss work performance.  If daily communication is good, neither the year-end rating nor the comments about performance will be a surprise to the employee.  

Once performance is monitored, the supervisor should compare the employee’s performance accomplishments with the standards and performance objectives contained in the performance plans.  The results of this comparison will serve as the basis for the employee’s rating.  There are two types of ratings that may be given:  (1) annual ratings and (2) special ratings.  The annual rating is the rating that is given at the end of the rating cycle.  The annual rating is the rating of record that is counted for retention credit during Reduction-In-Force and can be used as the basis for a Performance Award or a Quality Step Increase (QSI).  Special ratings can occur at any time during the rating cycle.  Some of the most common reasons for a Special Rating would be a change in supervisors during the rating period or the completion of a Temporary Promotion for a period of 120 days or more.  If the employee or rater leaves their position within 120 days of the end of the rating period, the rater should do an early annual rating.  If the employee or rater leaves their position more than 120 days prior to the end of the rating period, the rater should do a special rating.  

__________________________________________________________________

_________________________________________________________

Performance Improvement Plans (PIPs)  
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If at any time during the appraisal cycle the employee’s performance on any objective/responsibility is unacceptable (the fails level) the supervisor must inform the employee of the objectives/responsibilities in which performance is unacceptable and in what way it is unacceptable.  The supervisor should also inform the employee exactly what is required to bring up performance to the “Success” level.  The employee must be provided a reasonable opportunity period to demonstrate acceptable performance.  This opportunity process (for employees not on a probationary or trial period), takes the form of a Performance Improvement Plan (PIP).  The time needed to demonstrate acceptable performance is a judgment made by the supervisor.  Normally this period is 90 to 120 days.  While the employee is on the PIP plan, management has a number of actions that they may be required to take during the opportunity period.  Some of these actions include: 

· Closer supervision and counseling

· On-the-job training

· Supervisory or peer counseling

· Closer supervision and counseling

· Frequent feedback

· Special assignments

· Formal training

· Referral to the Employee Assistance Program (if applicable)

· Referral for fitness-for-duty medical examination (if applicable)  

Failure to bring the performance up during the opportunity period would result in the employee being reassigned, demoted, or removed.  

PRACTICAL EXERCISE #11  - PERFORMANCE MANAGEMENT 

[image: image8.wmf]
Review the statements listed below and then indicate whether the statement is true or false by placing a “T” or and “F” in the answer box on the right.

Statements

  



  True or False 


The Senior system covers employees in grades 12 and above.  





TAPES is divided into three systems – the Base System, the Senior System and the SES System.





Performance Plans should be established no later than 60 days after the employee is assigned to the position or at the beginning of a new rating period.  





The Base System covers employees in grades 1 through 11.





There are two types of rating under the TAPES system – annual ratings and special ratings. 





The Senior System has standardized performance objectives.





Performance plans must have been in effect for at least 120 days before an employee can be rated on the standard.  





Employee should be allowed 120 to 180 days to improve performance while on a PIP Plan.







Poor performance ratings can be used as the basis for taking disciplinary action against the employee. 
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