
MANAGING EMPLOYEE PERFORMANCE i

TABLE OF CONTENTS

INTRODUCTION............................................................................... 1

SECTION ONE 
PERFORMANCE MANAGEMENT:  

THE POSITIVE SIDE

CHAPTER ONE:	 PRINCIPLES OF PERFORMANCE 
MANAGEMENT.................................................. 5

PERFORMANCE MANAGEMENT IS MORE THAN JUST PERFORMANCE 
APPRAISAL............................................................................................................ 6

PERFORMANCE IS DIFFERENT FROM CONDUCT.................................................. 7
MANAGE PERFORMANCE, NOT PEOPLE................................................................... 7
PERFORMANCE DOES NOT AUTOMATICALLY FIND ITS OWN LEVEL ........... 8
PERFORMANCE MANAGEMENT IS A MANAGEMENT FUNCTION ................. 8
BUILD ON STRENGTH....................................................................................................... 8

CHAPTER TWO:	 SETTING PERFORMANCE STANDARDS........11
PRINCIPLES OF PERFORMANCE STANDARDS......................................................11

Emphasis......................................................................................................................12
Conduct................................................................................................................12
Compliance With Regulations.......................................................................13
Routine Activities...............................................................................................13
Traits, Knowledges and Abilities..................................................................13
Life or Death Matters........................................................................................14
Certifications, Licenses, and Other Tickets...............................................14

Specificity.....................................................................................................................14
Mission-Supporting..................................................................................................16
Measure Extended Performance.........................................................................16

WRITING THE ELEMENTS ..............................................................................................17
Identify the Outputs.................................................................................................18
Identify Customer Expectations...........................................................................18
Add Any Required Expectations .........................................................................19

CHOOSING CRITICAL ELEMENTS...............................................................................19
Pitfalls in Writing Elements....................................................................................19
Examples of Job Elements......................................................................................20

WRITING THE PERFORMANCE STANDARDS..........................................................21
Making Standards Specific.....................................................................................22



ii TABLE OF CONTENTS

Using Existing Numbers..................................................................................24
Using Descriptive Words.................................................................................25
One-Time Objectives........................................................................................26

Different Types of Standards.................................................................................27
One-Time Projects.............................................................................................27
Recurring Processing Expectations.............................................................28
Response Criteria...............................................................................................28
Improvement Objectives................................................................................29
Developmental Objectives............................................................................29
Project Milestones.............................................................................................30
Negative Standards (Counting Mistakes).................................................30

RATING LEVELS.................................................................................................................30
WRITING STANDARDS AT THE HIGHER RATING LEVELS...................................31
THE SEQUENCE OF WRITING THE LEVELS..............................................................36
WRITING BONUS ELEMENTS........................................................................................39

CHAPTER THREE:	 MONITORING PERFORMANCE......................41
PRINCIPLES OF MONITORING.....................................................................................41

Economy.......................................................................................................................41
Timeliness....................................................................................................................42
Objectivity....................................................................................................................42

SIDE-EFFECTS OF CONTROLS.....................................................................................42
What You Count Is What Counts..........................................................................42
The Quality Control Paradox.................................................................................43
Goals in Disagreement............................................................................................43

TYPES OF MONITORING SYSTEMS............................................................................44
Time Accounting.......................................................................................................44
Inspections .................................................................................................................45
Production Records..................................................................................................45
Suspense Files.............................................................................................................46
Supervisory or Higher-Level Review..................................................................46
Work Samplings.........................................................................................................47
Event, Incident, or Problem Reports...................................................................48
User or Client Feedback..........................................................................................48
Financial/Budget Reports.......................................................................................49
Progress/Milestone Reviews..................................................................................49
Activity Reports..........................................................................................................50

WHEN TO CREATE A MONITORING SYSTEM..........................................................50

CHAPTER FOUR:	 FEEDBACK AND APPRAISAL..........................53
PRINCIPLES OF FEEDBACK...........................................................................................53

The More Frequent, the Better.............................................................................53
Try to Stay Positive, and Build on Strength......................................................53
Forward-Looking.......................................................................................................54



MANAGING EMPLOYEE PERFORMANCE iii

FEEDBACK SESSIONS......................................................................................................54
Informal Feedback....................................................................................................54

FORMAL FEEDBACK........................................................................................................55
What You Can Do.......................................................................................................55
Raw Information About Performance................................................................55
Evaluation Against Standards...............................................................................55
Higher Rating Levels................................................................................................56

THE FINAL APPRAISAL...................................................................................................56
Supervisory and Employee Preparation...........................................................56

CHAPTER FIVE:	 REWARDING PERFORMANCE........................59
AWARDS PRINCIPLES......................................................................................................59
MONETARY AWARDS......................................................................................................61

Performance Award..................................................................................................61
Superior Accomplishment Award.......................................................................62
Improvement Awards..............................................................................................62
Quality Step Increase...............................................................................................63

AWARDS AMOUNTS........................................................................................................63
NON-MONETARY RECOGNITION...............................................................................64

Honorary Designations...........................................................................................64
Certificates, Letters...................................................................................................64
Objects..........................................................................................................................64
Activities.......................................................................................................................65
Time Off........................................................................................................................65

SECTION TWO 
HANDLING PERFORMANCE PROBLEMS:  

THE NEGATIVE SIDE

CHAPTER SIX:	 STEP ONE—SEPARATE PERFORMANCE  
FROM CONDUCT.............................................69

PERFORMANCE OR CONDUCT?.................................................................................70
The Theory...................................................................................................................71
Different Causes and Different Solutions.........................................................71
Differences in Degrees............................................................................................73

THE PRACTICE ..................................................................................................................74
Send the Right Messages.......................................................................................74
Removing People for Misconduct Is Always Easier ......................................75

The Disciplinary Process..................................................................................76
Performance-Based Actions..........................................................................77



iv TABLE OF CONTENTS

CHAPTER SEVEN:	STEP TWO—ISOLATING THE PROBLEM.......79
IS IT A PROBLEM?.............................................................................................................79
CAUSES OF POOR PERFORMANCE...........................................................................82

Bad Instruction ..........................................................................................................82
Bad Feedback..............................................................................................................83
Organizational Barrier..............................................................................................83
Punishing Work .........................................................................................................84
No Meaningful Consequence...............................................................................84
Wrong Consequences .............................................................................................85
Inability.........................................................................................................................86

CHECKLIST OF POSSIBILITIES......................................................................................86
SOLUTIONS TO THE PERFORMANCE PROBLEMS................................................87

Bad Instruction...........................................................................................................87
Bad Feedback..............................................................................................................88
Organizational Barrier..............................................................................................88
Punishing Work..........................................................................................................89
No Meaningful Consequence...............................................................................89
Wrong Consequences..............................................................................................90
Inability.........................................................................................................................90

CHAPTER EIGHT:	 STEP THREE—PRESSURE...............................93
CASUAL STEPS BEFORE SERIOUS NEGATIVE FEEDBACK.................................94
PRINCIPLES OF COUNSELING.....................................................................................95

Act Like a Supervisor ...............................................................................................95
Be Serious ....................................................................................................................96

FORMAT FOR COUNSELING ........................................................................................97
Explain the Purpose Directly ................................................................................97
Give Facts About the Performance ....................................................................98
Put the Performance Into Context .....................................................................99
Describe the Consequences .............................................................................. 100
Tell Exactly What Improvement You Expect.................................................. 101

“Fleshing Out” and Clarifying Performance Standards..................... 101
Set Time Limits........................................................................................................ 102
Put it in Writing........................................................................................................ 103

WHAT COMES NEXT..................................................................................................... 103

CHAPTER NINE:	 STEP FOUR—DEALING WITH EMPLOYEE 
DEFENSES......................................................105

TOO MUCH WORK......................................................................................................... 105
Prove It....................................................................................................................... 106
Use Your Eyes........................................................................................................... 107

LACK OF TRAINING....................................................................................................... 108
CIRCUMSTANCES BEYOND THE EMPLOYEE’S CONTROL.............................. 109



MANAGING EMPLOYEE PERFORMANCE v

PERSONAL PROBLEMS................................................................................................ 111
MEDICAL PROBLEMS................................................................................................... 112

The Supervisor’s Approach to Medical Issues.............................................. 112
Dealing With Performance Problems Caused by Medical Problems..... 113

Employee Burden........................................................................................... 113
Management’s Response............................................................................. 114
Duration of Disability.................................................................................... 115
Affect a “Major Life Function”..................................................................... 115

Serious........................................................................................................................ 115
Continuous Not Situational................................................................................ 115

TREATING THE EMPLOYEE AS NOT DISABLED................................................... 116
TREATING THE EMPLOYEE AS DISABLED............................................................. 116

Accommodate If Reasonable............................................................................. 117
Negotiate................................................................................................................... 118
Show That Accommodation Is Not Feasible................................................. 118

Performance and Requirements of the Position................................. 119
Administrative Disruption........................................................................... 119
Program Modification................................................................................... 120
Physical Danger............................................................................................... 120
Cost...................................................................................................................... 120

DENIAL.............................................................................................................................. 120
THE GAMES PEOPLE PLAY......................................................................................... 122

“I Want That in Writing!”........................................................................................ 122
“I Want a Witness”................................................................................................... 123
“What About So-and-So’s Performance?”...................................................... 123
“Nobody Ever Said This Before”......................................................................... 124
“I’ll File a Grievance”............................................................................................... 124

CHAPTER TEN:	 THE SEPARATION..........................................127
OPTION A: USING PERFORMANCE STANDARDS.............................................. 128

Performance-Based Actions: An Overview................................................... 128
Definition of Unacceptable Performance.............................................. 128
Opportunity to Demonstrate Acceptable Performance.................. 129

The Performance Improvement Plan.............................................................. 129
When to Issue a PIP........................................................................................ 130
Components of a PIP..................................................................................... 130

A Brief Statement of Exactly What Critical Elements or 
Important Responsibilities the Employee Is Failing In...... 131

Examples of How the Employee Failed........................................... 131
What the Employee Must do to Bring Performance  

to the Satisfactory Level............................................................... 133
The Length of Time for the Improvement Period....................... 134
How You Will Monitor and Evaluate the Employee.................... 135
What You Will do to Help..................................................................... 135



vi TABLE OF CONTENTS

The Consequence................................................................................... 137
Question About Medical Problems.................................................................. 137

Referral to Rehabilitation [Optional]....................................................... 137
Fleshing Out Performance Standards............................................................. 137

For Timeliness or Volume of Work ........................................................... 139
To Describe Quality........................................................................................ 141

Monitoring Work During the Improvement Period................................... 141
Treating the Employee Fairly ............................................................................. 142
The Performance-Based Action........................................................................ 143

Procedural Steps in a Performance-Based Action Using 
Performance Standards........................................................................ 143
A Notice of Proposed Action.............................................................. 143
Reply to the Deciding Official............................................................ 144
Final Agency Decision........................................................................... 144

Why Agencies Lose Cases.................................................................................... 144
Failure to Give an Opportunity to Improve........................................... 144
Poor Performance Standards..................................................................... 145
Absolute or Unreasonable Standards..................................................... 145

OPTION B: USING DISCIPLINARY ACTIONS........................................................ 146
Elements of a Disciplinary Action..................................................................... 147

Cause of Action............................................................................................... 147
Formal Action Appropriate......................................................................... 147
Penalty Justified.............................................................................................. 148
Proof of Facts.................................................................................................... 148

When to Use Disciplinary Actions.................................................................... 149
Clear Conduct Matters ................................................................................. 149
Safety and Security Violations.................................................................... 149
Single Serious Acts of Incompetence...................................................... 149
Deliberate Acts or Refusals to Follow Instructions or Policies........ 150
Acts Caused by Carelessness, Inattention, or Laziness..................... 150
Performance Matters Not Addressed in Performance Standards.... 151

Examples of Charges............................................................................................. 152


