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1.0

Performance Planning Process

FPS Directive 15.4.4.1, “Employee Performance Management,” establishes FPS policy and
assigns responsibilities for the FPS Employee Performance Management Program. The objective
of the Program is to support the accomplishment of the DHS and FPS organizational goals by
promoting and sustaining a high-performance culture.
Rating officials must formally appraise each employee annually.
The 12-month time period (October 1 through September 30) is the established reviewing and
rating period for employee performance. There are three mandatory progress review periods within
the performance cycle:
•

Initial Performance Plan Acknowledgement – No later than November 1

•

Mid-Cycle Progress Review – No later than May 1

•

Performance Appraisal Close-out – No later than October 30

2.0

Establish a Performance Plan

The performance plan, comprised of core competencies and performance goals (i.e., critical
elements), identifies the specific performance standards for which the employee is held
accountable.
Within 30 days of the beginning of the performance appraisal cycle, detail or a temporary
promotion expected to last more than 90 days, or upon entry into a new position, a written
Performance Plan is developed and then submitted to the employee. The performance plan
template contains the following sections:
•

Employee Information

•

Core Competencies

•

Performance Goals

•

Performance Plan Acknowledgement and Comments

2.1

Core Competencies

There are specific core competencies for all employees that Rating Officials use in appraising
performance. They are listed in the performance plan along with a performance standard that is
used when evaluating employee performance. Demonstration of these core competencies
accounts for 40 percent of the employee’s annual Rating of Record (with the remaining 60 percent
derived from performance on goals). Rating Officials shall engage in discussions with employees to
establish a common understanding of the pre-established core competencies and their associated
performance standards for the individual employee. The specific core competencies and their
performance standards are:
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•

Technical Proficiency

•

Customer Service (except positions in the General Schedule (GS) 1811 series)

•

Teamwork/Cooperation

•

Communication

•

Representing the Agency

•

Assigning, Monitoring, and Evaluating Work (Managers and Supervisors only)

•

Leadership (Managers and Supervisors only)

The pre-established, Department-wide core competency performance standards are based on
occupational type and level of work and are described on the performance plan template (Appendix
A) at the Achieved Expectations and Achieved Excellence ratings for each competency. Rating
Officials use these performance standards when evaluating employee performance on these
competencies.

2.2

Performance Goals

Performance goals describe what the employee is expected to accomplish during the performance
rating cycle. Each individual employee performance goal aligns with the Rating Official’s goals or
objectives, organizational goals, and the Department’s Strategic Plan. Performance on Goals
account for 60 percent of the final Rating of Record (the remaining 40 percent of the final Rating of
Record is derived from the core competencies).
Rating Officials should obtain input from, and engage in discussions with employees, regarding
specific Performance Goals and related Performance Standards for which employees are held
accountable. Rating Officials may develop performance goals and performance standards at the
time the goals are identified but, to the extent practicable, should involve their employees in the
process.
The performance standards associated with each goal:
•

May include quality, quantity, timeliness, manner of performance;

•

Are defined at both the “Achieved Expectations” and the “Achieved Excellence” levels;

•

Have sufficient difference between those two levels to accommodate a rating of Exceeded
Expectations as well as a minimum expected standard that must be achieved to not receive a
rating of Unacceptable; and

•

Provide metrics used to evaluate employee progress in achieving the goals identified in the
performance plan.

Rating Officials assign a percentage to each goal for a total of 100 percent for all goals in the
employee’s performance plan. In assigning percentages to goals, the Rating Official should
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consider the scope of the goal, the amount of time expected to be devoted to accomplishment of
the goal, and the impact to accomplishment of the Rating Official’s goals or objectives, as well as
the organization’s mission.
Following is an example of how a performance goal and standards may be written. (Actual goals
and standards may differ as employee Performance Plans change or organizational requirements
are determined)

2.3 Review and Approval of Performance Plans
Once the Rating Official has established the performance goals for the year, and completed the
Performance Plan template, it is then sent to the Reviewing Official to review and approve the
subordinate employees’ Performance Plans to ensure consistent compliance with policy and
procedures established by the Program. The Reviewing Official’s review occurs prior to the Rating
Official providing the performance plan to the employee and discussing expected performance as
described in the performance standards for each goal and competency in the employee’s
performance plan. After the Approving Official has reviewed the employee’s performance plan,
they will then sign the plan and return it to the Rating Official so that they may formally sit down
and sign the performance plan.

2.4 Changes and Special Situations
Changes may be made to employee’s performance plans in certain circumstances such as:
•

To reflect new organizational goals or management priorities;
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•

Changes to supervisory goals that have been cascaded down into the employee’s plan; or

•

Update goals and standards when outside influences beyond an employee’s control make
the original goals and standards unachievable.

Rating Officials must document the changes in the employee’s performance plan and communicate
the updated performance plan to the employee. If any aspect of an employee’s performance plan is
changed within the last 90 days of the formal rating cycle, the Rating Official may extend, under
certain circumstances, the employee’s appraisal period to allow for the required minimum 90 days
to accrue under the amended performance plan before a final review and Rating of Record is
executed. Rating Officials are to consult with the FPS Workforce Planning Division for additional
guidance on situations involving changes to performance plans during the last 90 days of the
formal appraisal cycle.
Provided below are some, but not all, special performance management and appraisal situations.
FPS Workforce Planning Division will provide guidance at the initial, mid-cycle and close-out points
of the performance year.
•

Changes in Position. Employees affected by a change in position are placed on a new
written performance plan by their new supervisor that identifies performance expectations
for which employees are to be held accountable. Changes in position may include
reassignment, demotion, promotion, etc.

•

Detail Assignments. An employee, on a detail expected to last more than 90 days,
receives a performance plan for the period of the detail, from the supervisor of the detail.
At the end of the detail, the detail supervisor provides the employee’s supervisor of record,
an interim rating of the employee’s performance while on the detail, which is considered in
preparing the employee’s summary Rating of Record. An employee on a detail expected to
last less than 90 days, is not required to receive a formal performance plan. The detail
supervisor should provide to the employee, a documented statement of expected
performance (e.g., through e-mail, memo, etc.). At the end of the detail, the detail
supervisor provide input (e.g., by e-mail, memo, etc.) on the employee’s performance
during the detail, to the employee’s supervisor of record, which is considered in preparing
the employee’s summary Rating of Record.

•

Temporary Promotions. Employees who are expected to be temporarily promoted for 90
days or more are placed on a formal written performance plan by the temporary promotion
supervisor, which identifies performance goals and core competencies (critical elements)
for which the employee is held accountable during the temporary promotion. At the end of
the temporary promotion, the temporary promotion supervisor provides an interim rating to
the supervisor of record on the employee’s performance during the temporary promotion.
This documented interim rating is considered by the employee’s Rating Official of record
when preparing the employee’s final or summary Rating of Record for the performance
period.
If the temporary promotion is for less than 90 days, there is no requirement for the
employee to receive a formal written performance plan from the temporary promotion
supervisor. The temporary promotion supervisor provides input (e.g., e-mail, memo,
statement of performance expectations, etc.) to the employee’s Rating Official of record
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that is considered when preparing the employee’s final or summary Rating of Record.

3.0

•

Changes in Supervisor. Employees operating under performance plans for the minimum
90 days, and whose supervisors change, will receive an interim rating from the departing
supervisor. The new supervisor may either re-validate the employee’s current performance
plans or determine to issue new performance plans.

•

Transfers. Employees operating under performance plans for the minimum 90 days that
transfer to another Federal agency (i.e., leaving FPS for a position at the Department of
Commerce) during the appraisal cycle are entitled to an early review and Rating of Record
prior to the end of the cycle. This is the only circumstance that allows employees to receive
an early Rating of Record prior to conclusion of the formal performance appraisal cycle.

Progress Reviews

During the employee’s appraisal period, Rating Officials are required to continuously monitor
employee performance, and provide feedback on employee work efforts to accomplish the goals
and the demonstration of the competencies contained in the employee’s performance plan. Nonmandatory Progress Review discussions between Rating Officials and employees on individual
performance can be documented by signatures of the Rating Official and the employee on the
performance plan. Non-mandatory Progress Reviews are not Interim Ratings or summary Ratings
of Record and no rating levels are assigned.

3.1

Required Progress Reviews

One mandatory (5 CFR § 430.207) progress review is required at approximately the mid-point (no
later than May 1st) of the employee’s appraisal period, referred to as a mandatory Mid-cycle
Progress Review. Mandatory Mid-cycle Progress Reviews focus on performance during the first
half of the employee’s appraisal period. During this documented review, goals and their
performance standards are reviewed and may be changed, if necessary. Employees on detail at
the mid-cycle point receive a Mandatory Mid-cycle progress review from their supervisor of record.
The detail supervisor can provide input to the employee’s supervisor of record through formal
written comments to assist in this process.

3.2

Documentation of Progress Reviews

Mandatory mid-cycle Progress Review discussions between Rating Officials and employees on
individual performance are documented by signatures of the Rating Official and the employee in
the performance plan. Mandatory Mid-cycle Progress Reviews do not require comments, are not
Interim Ratings or Ratings of Record, and no rating levels are assigned.

3.4

Self-assessment

Rating Officials should encourage employees to complete self-assessments of their performance
as measured against the established goals and competency performance standards documented
in their Performance Plan prior to both the mandatory mid-cycle progress review and the
completion of the final review and summary Rating of Record. Completion of employee selfassessments is voluntary, and supervisors may not require employees to complete self-
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assessments. Self-assessments that are submitted by employees are considered by Rating
Officials when conducting performance reviews with employees, and in preparing the summary
Rating of Record.

3.5

Dealing with Unacceptable Performance

If during any non-mandatory or mandatory progress reviews, determinations by the Rating Official
indicate that an employee’s performance has fallen below the “Achieved Expectations” rating level
in any of the goals or competencies in the employee’s work plan, Rating Officials are to contact the
appropriate Employee Labor Relations Office for additional guidance.
Prior to deciding on an appropriate course of action for dealing with an employee’s unacceptable
performance, a Rating Official consults with an employee and labor relations office for advice and
guidance.
Determination of Unacceptable Performance. At any time during the performance appraisal cycle
when a Rating Official determines that an employee’s performance is Unacceptable, appropriate
remedial action is taken to address the performance deficiency; that is, performance deficiencies
are addressed as early as possible. The supervisor should take into account all the circumstances
involved, including the nature and gravity of the unacceptable performance and its consequences,
the extent to which the deficiencies may be caused by factors outside of the employee’s control,
and any other relevant factors. It is also appropriate to provide the employee with information about
the Department’s Employee Assistance Program (EAP) as described in DHS’ Directive 254-02,
Employee Assistance Program.
•

The supervisor’s employee relations or labor relations specialist advises on the options
available to the supervisor to address unacceptable performance (e.g., training, coaching,
Performance Improvement Period/Plan (PIP).

•

A proposed reduction-in-grade or proposed removal action for unacceptable performance
can only be taken after the employee has been given an opportunity to demonstrate
acceptable performance.

•

Opportunity to Demonstrate Acceptable Performance (prior to a proposed reduction-in-grade
or removal action for Unacceptable performance): At any time during the performance
appraisal cycle that an employee’s performance is determined to be Unacceptable in one or
more critical elements (goals or competencies), the employee is notified of the critical
element(s) for which performance is Unacceptable and of the performance standards or
requirement(s) to be attained in order to demonstrate acceptable performance. This
notification is normally accomplished through a formally documented Performance
Improvement Plan that provides the employee a specified period of time (Performance
Improvement Period) in which to raise his or her performance. Unless the employee’s
performance in the critical element(s) improves to and is sustained at an acceptable level,
the employee may be reduced-in-grade or removed from Federal service.
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4.0

Performance Evaluations

4.1

Information to be Considered by Rating Officials

Rating Officials consider employee self-assessments and other relevant information (such as
Progress Reviews or Interim Ratings) regarding performance when rating each performance goal
and core competency in the employee’s performance plan. The Rating Official uses the rating
levels below to rate the employee’s performance on each applicable goal and core competency to
arrive at the employee’s final or summary Rating of Record for the appraisal period:
Achieved Excellence (Overall Score 4.50 – 5.00): The employee performed as described
by the “Achieved Excellence” standard.
Exceeded Expectations (Overall Score 3.50 – 4.49): The employee performed at a level
between the “Achieved Excellence” and “Achieved Expectations” standards.
Achieved Expectations (Overall Score 3.00 – 3.49): The employee performed as described
by the “Achieved Expectations” standard.
Unacceptable: The employee performed below the “Achieved Expectations” standard;
corrective action is required.

4.2

Completion of Interim Ratings

Under certain circumstances (i.e., details lasting over 90 days, temporary promotions lasting over
90 days, etc.,) supervisors will prepare Interim Ratings. Rating Officials should consult with the
FPS Workforce Planning Division for guidance as to when Interim Ratings are to be prepared and
delivered to employees. Interim Ratings are considered by employees’ supervisors of record when
final or summary Ratings of Record are prepared after conclusion of the formal appraisal cycle or
the employee’s appraisal period.

4.3

Completion of Ratings of Record

Rating Officials will complete Ratings of Record within 30 days after the end of the formal appraisal
cycle or the employee’s appraisal period, except as otherwise provided in this Instruction. Rating
Officials should encourage employees to provide self-assessments prior to completing summary
Ratings of Record. Rating Officials submit proposed Ratings to Reviewing Officials for approval
before discussing and issuing to employees. Ratings of Record are ‘final’ when issued to
employees.

4.3.1

Extension of Employee Appraisal Period

The employee’s appraisal period may be extended for up to 90 days after the conclusion of the
Agency’s formally established performance cycle when warranted by certain circumstances. Rating
Officials are to consult with the FPS Workforce Planning Division for additional guidance on
situations and circumstances that warrant extension of employee appraisal periods beyond agency
formal appraisal cycles. Examples of certain circumstances include, but are not limited to, the
following situations:
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•

The employee has not met the 90-day minimum rating period at the end of the appraisal cycle;

•

The Rating Official has not supervised the employee for a period of time that gives the official
sufficient familiarity with the employee’s performance to prepare a rating; or

•

To give an employee whose performance has been found to be unacceptable an opportunity to
demonstrate acceptable performance. The Rating Official consults with the employee and
labor relations specialists to discuss options under this circumstance.

•

When warranted by very rare circumstances, an employee appraisal period may be further
extended beyond 90 days after the conclusion of the Agency’s established performance cycle,
only with approval of the DHS Chief Human Capital Officer. Examples of very rare
circumstances include employees on extended sick leave and/or military deployment.

4.3.2

Rating of Record

A Rating of Record is based only on the evaluation of actual job performance (performance plan
goals and competencies) described on the performance plan for the designated appraisal period.
4.3.3

No Retroactive Ratings of Record

When either the regular annual appraisal cycle or an individual employee’s extended appraisal
period ends and any agency-established deadline for providing Ratings of Record passes, or a
subsequent Rating of Record is issued, an agency cannot produce or change retroactively, a
Rating of Record that covers that earlier appraisal period, except that a Rating of Record may be
changed:
•

Within 60 days of issuance based upon an informal request by the employee;

•

As a result of a grievance, complaint, or other formal proceeding permitted by law or regulation
that results in a final determination by appropriate authority that the Rating of Record are
changed, or as part of a bona fide settlement of a formal proceeding; or

•

Where it is determined that a Rating of Record was incorrectly recorded or calculated.

4.4

Summary Rating of Record (of Overall Performance)

The summary Rating of Record of an employee’s overall performance is derived by using the
performance levels assigned to each performance goal and core competency, as follows:
•

Individual Performance Goals (account for 60 percent of the overall summary rating): The
performance level assigned to each goal is multiplied by the assigned weight for that goal. The
sum of these calculations is multiplied by 60 percent to determine the subtotal for the goals(s)
in the employee’s performance plan. The total is rounded to the nearest one-hundredth, e.g.,
3.447 is rounded up to 3.45, while 3.443 is rounded down to 3.44.

•

Core Competencies (account for 40 percent of the overall summary rating): The performance
level assigned to each competency is multiplied by the assigned weight. The sum of these
calculations is multiplied by 40 percent to determine the subtotal for competencies. The total is
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rounded to the nearest one-hundredth, e.g., 3.447 is rounded up to 3.45, while 3.443 is
rounded down to 3.44. (See Appendix C: Example of Ratings Calculations.)
Sub-total of ratings for performance goals and core competencies are added together to obtain the
employee’s summary rating of overall performance. The summary rating is then converted into the
applicable summary rating of record level as determined by the 4-level design. If performance on
one or more competency or goal (critical element) is rated Unacceptable, the employee’s summary
Rating of Record is Unacceptable. Written justification is required to support a summary Rating of
Record above or below Achieved Expectations. Rating Officials consults with the Employee and
Labor Relations Office before delivering an Unacceptable rating to an employee.

4.5

Rating of Record Disputes

Employees are encouraged to informally resolve concerns over their summary Ratings of Record
with their Rating and/or Reviewing Officials. If the concerns remain unresolved, employees may
pursue appropriate dispute resolution processes:
•

Bargaining unit employees may grieve a final Rating of Record through a negotiated
grievance procedure where an applicable procedure exists and covers such grievances.
Where this is not the case, a bargaining unit employee may grieve the final Rating of Record
through an applicable administrative grievance procedure.

•

Non-bargaining unit employees may grieve a Rating of Record through an applicable
administrative grievance procedure.

•

Equal Employment Opportunity procedures are available to all employees believing they
have been the subject of discrimination on the basis of a protected class. Any employee who
believes his or her Rating of Record was based on unlawful discrimination contacts the EEO
Office within 45 days of receipt of the rating, or from the date he or she learned of the alleged
discrimination, whichever occurred earlier.

4.6

Transfer of Ratings

The three most recent Ratings of Record, including the performance plans on which the ratings are
based within the last four years, are transferred when an employee is reassigned within DHS or
transferred to another Federal agency outside of DHS.

4.7

Performance-related Personnel Actions

An employee’s annual, summary Rating of Record is used as a basis for taking appropriate
personnel actions, including:
•

Within-grade increase determinations: To be eligible for a within-grade increase, an
employee’s most recent Rating of Record is at least “Achieved Expectations” (level 3).

•

Quality Step Increases: To be eligible for a Quality Step Increase (QSI), an employee’s
most recent Rating of Record is “Achieved Excellence” (level 5) and meet other relevant
criteria (5 CFR Part 531).
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•

Pay determinations: Ratings of Record may be used in pay determinations under
applicable laws or regulations.

•

Reduction-in-Force: Ratings of Record are used during Reductions-In-Force (RIF) as
provided in 5 CFR Part 351.

•

Promotions: Ratings of Record are given due weight consistent with applicable laws or
regulations in making selection and/or promotion decisions (5 CFR § 335.103 (c) (3)).

•

Awards: Ratings of Record are used, consistent with applicable Federal award and
recognition laws and regulations contained in 5 CFR Part 451 and prevailing Departmentwide Policy, as a basis for determining whether to grant individual cash and/or time off
awards.

•

Other purposes: Ratings of Record are used for other purposes consistent with governing
law and regulations (including Directives and Instructions, and other policies of the
Department), as well as negotiated agreements.
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APPENDIX A

A.

The following employees are eligible for coverage:
1.

B.

EMPLOYEE COVERAGE

Employees of FPS who are covered by 5 USC Chapter 43, “Performance
Appraisal,” except as excluded below.

The following employees are excluded from coverage:
(Employees not covered by this program may be covered by other policy or procedures
that apply to different categories of employees. Please contact the Workforce Planning
Division for information on employees not covered by this Program Instruction.)
1.

Employees excluded pursuant to 5 USC § 4301(2):
a) an employee outside the United States who is paid in accordance with local
native prevailing wage rates for the area in which employed.
b) an administrative law judge appointed under 5 USC § 3105.
c) an individual in the Senior Executive Service.
d) an individual appointed by the President.
e)

an individual occupying a position not in the competitive service excluded
from coverage by regulations of the OPM.

f)

an individual who (i) is serving in a position under a temporary appointment for
less than one year, (ii) agrees to serve without a performance evaluation, and
(iii) not be considered for a reappointment or for an increase in pay based in
whole or in part on performance.

2.

Employees who are not expected to be employed longer than the 90-day minimum
period.

3.

Members of the uniformed military services.

4.

Employees in Executive Schedule positions.

5.

Senior Level (SL) and Scientific and Professional (ST) employees hired under 5
CFR Part 319.
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Appendix B

Sample Performance Plan
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Appendix C

Summary Rating Calculator for 4-Level Design
Example for Non-Supervisors
(This calculation is automatically computed by the Rating Calculator)
Performance Goals

GOAL #

Brief Description

Weight

Performance Rating
(pick from list)

Points (auto
populated)

1

Performance Goal 1

25.00%

4 - Exceeded Expectations

1.000

2

Performance Goal 2

25.00%

3 - Achieved Expectations

0.750

3

Performance Goal 3

25.00%

4 - Exceeded Expectations

1.000

4

Performance Goal 4

25.00%

5 - Achieved Excellence

1.250

5
6
7
8
9
10
Total

100.00%

<= Weights must total 100%

4.000

Competencies
Competency #

Brief Description
(copy competency name from Performance Plan)

Weight

Performance Rating (pick from

(auto
list)
populated)

Points (auto
populated)

1

Communication

20.00%

5 - Achieved Excellence

1.000

2

Customer Service

20.00%

5 - Achieved Excellence

1.000

3

Representing the Agency

20.00%

4 - Exceeded Expectations

0.800

4

Teamwork & Cooperation

20.00%

5 - Achieved Excellence

1.000

5

Technical Proficiency

20.00%

5 - Achieved Excellence

1.000

6
7
8
Total

100.00%

4.800

Rating Calculation
Category

Points Earned

% of Rating

Points Toward Rating

Performance Goals

4.000

60%

2.4

Competencies

4.800

40%

1.92

Total

4.32

Rating of Record (or Interim Rating, as appropriate)
Point Scale

Summary Rating Descriptions

4.5 or more

Achieved Excellence

3.5 - 4.49

Exceeded Expectations

3.0 -3.49

Achieved Expectations

< 3.0

Unacceptable
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Appendix D

Summary Rating Calculator for 4-Level Design
Example for Supervisors
(This calculation is automatically computed by the Rating Calculator)
Performance Goals

GOAL #

Brief Description

Weight

Performance Rating
(pick from list)

Points (auto
populated)

1

Performance Goal 1

25.00%

4 - Exceeded Expectations

1.000

2

Performance Goal 2

25.00%

3 - Achieved Expectations

0.750

3

Performance Goal 3

25.00%

4 - Exceeded Expectations

1.000

4

Performance Goal 4

25.00%

5 - Achieved Excellence

1.250

5
6
7
8
9
10
Total

100.00%

<= Weights must total 100%

4.000

Competencies
Competency #

Brief Description
(copy competency name from Performance Plan)

Weight

Performance Rating (pick from

(auto
list)
populated)

Points (auto
populated)

1

Communication

14.29%

5 - Achieved Excellence

0.714

2

Customer Service

14.29%

5 - Achieved Excellence

0.714

3

Representing the Agency

14.29%

4 - Exceeded Expectations

0.571

4

Teamwork & Cooperation

14.29%

5 - Achieved Excellence

0.714

5

Technical Proficiency

14.29%

5 - Achieved Excellence

0.714

6

Assigning, Monitoring, and Evaluating Work

14.29%

5 - Achieved Excellence

0.714

7

Leadership

14.29%

5 - Achieved Excellence

0.714

8
Total

100.00%

4.857

Rating Calculation
Category

Points Earned

% of Rating

Points Toward Rating

Performance Goals

4.000

60%

2.4

Competencies

4.857

40%

1.942857143

Total

4.34

Rating of Record (or Interim Rating, as appropriate)
Point Scale

Summary Rating Descriptions

4.5 or more

Achieved Excellence

3.5 - 4.49

Exceeded Expectations

3.0 -3.49

Achieved Expectations

< 3.0

Unacceptable
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Appendix E

Employee Self-Assessment Form

EMPLOYEE SELF-ASSESSMENT FORM
SECTION 1: EMPLOYEE INFORMATION
Employee Name:

Sub-Comp:

Supervisor Name:

Office:

Performance Year:

Date completed:

SECTION 2: SELF-ASSESSMENT

_________________________

Please attach additional sheets, if necessary.

1. What were your major achievements/accomplishments in the past year?
2. What measurable results (qualitative or quantitative) show how I met or accomplished my
performance objectives?
3. Who are your primary customers and how well have you served them this past year?
4. How did the organization or others benefit from my accomplishments?
3. What are the areas of your performance (behaviors and results) on which you could improve?
Please describe.
4. Are there additional skills or knowledge that would help you more effectively perform your present
job or enhance your skill opportunities? If yes, please list.
5. What goals (specific measurable results) do you expect to accomplish during the next year?
List the subjects you would like to discuss during your annual performance evaluation meeting:
1.
2.
3.

NOTES: Provide a copy to your Supervisor
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