LOCALLY EMPLOYED STAFF SUPERVISOR’S FIELD
GUIDE








Office of Overseas Employment








HR/OE








January 2009
TABLE OF CONTENTS
TOPIC






PAGES
Chapter 1: Introduction,1.1-1.3




  4-6
Chapter 2: The Position Description, 2.1-2.9


  8-24
Chapter 3: Computer Aided Job Evaluation (CAJE)

In Development
Chapter 4: Recruitment, 4.1-4.15




  27-62
Chapter 5: Compensation





In Development
Chapter 6: Performance Management, 6.1-6.22

  65-110
Chapter 7: Awards






In Development
Chapter 8: Conduct/Suitability/Ethics



In Development

CHAPTER 1

INTRODUCTION
“Employees don’t leave companies.  They leave managers and supervisors.”

--Source:  Gallop Report dated April 19, 1999.

1.1  Purpose
This Supervisor’s Field Guide is for Locally Employed (LE) Staff and American personnel who provide direct supervision to LE Staff.  It helps you in one of the most challenging and rewarding components of your work at the Mission – managing people. 

This guide covers position management, recruitment, compensation, and performance management (including awards).  The purposes of this guide are to:

1. Help develop your management and leadership skills.
2. Reinforce the important parts of the LE Staff HR program that directly affect you, the supervisor.
3. Explain “why things are the way they are,” to help you understand some of the more structured or controversial policies and procedures in place for LE Staff.
4. Serve as an easy reference guide for issues you may regularly face as a manager.

This Field Guide is not a Policy Guidebook.  For official policy regulations, guidebooks and procedures, refer to 3 FAM 7000, 3 FAM 8000, or one of HR/OE’s policy guidebooks on the HR/OE intranet website.  

The most recent version of this Field Guide is always available on the HR/OE intranet website under http://hrweb.hr.state.gov/prd/hrweb/oe/Index.cfm. 
1.2 The Supervisor

Supervision can be one of the most satisfying parts of your job.  It requires a lot of work, a lot of time, and a lot of patience.  It requires skills and techniques that often are only developed through practice and on-the-job experience, with a little personal intuition mixed in.

Before you start reading the chapters of this guide, first ask yourself:  What kind of supervisor and manager do I want to be?  Four of hundreds of possible choices follow:
1. A supervisor that “goes through the motions,” ignoring poor performance and other problems, putting forth the minimum effort required. 

2. A supervisor who serves first and foremost yourself. 

3. A “best friend to all” and supervisor to none.

4. A supervisor who cultivates the talents, skills, and abilities of LE Staff employees to the benefit of the organization, bringing out their best and recognizing their efforts, even when it sometimes is difficult or uncomfortable (for example, addressing poor performance). 

If your answer is that you want to be the kind of leader who works consistently and diligently to bring out the best in employees, then this guide is for you!  If you take the time to read and follow the guidance and advice in this guide, you will earn the respect and admiration of LE Staff throughout the Mission.  Over time, you will embody the characteristics LE Staff consistently identify in an “ideal” supervisor, someone who:

--Develops and nurtures professional relationships.
--Values their knowledge, skills, and expertise.
--Shows equitable treatment among staff.
--Helps them achieve their potential.
--Is dependable and consistent.
--Earns and keeps their trust and respect.  

1.3 The Supervisor – Caught in the Middle
Being a supervisor can sometimes feel like being caught “between a rock and a hard place.”  You’re tasked with doing what’s in the best interest of the Mission or the U.S. Government, while also looking out for the best interests of your employees in their personal and professional development.  Depending on the issue or specific situation, the two occasionally coincide.  Frequently they seem to operate against each other, or appear to make you choose one (best interest of the USG) over the other (employees).

Department and Mission management expect your support in carrying out programs, initiatives, and organizational change (for example, a Reduction-In-Force).  Employees expect you to “protect them,” even if it means disagreeing with senior management.  If you don’t, you might be perceived as uncaring, self-serving, or “another bad supervisor.”

Supervision is a balancing act that starts the moment you step into the position.  At times, the scale will tip toward the organization; at other times, toward the employee.  Regardless of the tilt, it can create tension and added pressure for you.  The best thing you can do is keep your employees informed about all decisions that directly impact them and explain why the action is being taken.  When individuals know the rationale behind an action or decision, they are more prone to accept it.  Not necessarily like it, but accept it.

CHAPTER 2

THE POSITION DESCRIPTION

“The Position Description is the most important document for a

LE Staff employee throughout a career at the Mission.”

– Office of Overseas Employment, HR/OE/PC
2.1 Overview

Position Description (PD) – The official document that states the duties, responsibilities and qualification requirements (e.g., education, prior work experience, language) of a position.  The PD is the basis for an accurate classification of the position.  It is the legal basis for compensation.  It is an agreement between the supervisor and employee that states the work required of the position.  The PD is always on a DS-298, Interagency Post Employee Position Description.
The Position Description is the most important document for a LE Staff employee throughout a career at the Mission.  Without a signed and dated PD, the employee may not report to work, does not know what is expected regarding performance of duties, and can not understand the role s/he plays within the Mission.  A PD is important because it:

--Tells where the position fits in the organizational chart of the section or agency, and within the Mission.
--Makes sure you and the employee understand the work required of the position (the duties and responsibilities).
--Is the agreement that the employee accepts the assigned work.
--Is the legal basis for compensation, since the Mission compensates LE Staff based upon the grade of the position (rank in position).
--Forms the basis of performance management (performance evaluation, career development, and training).
--Serves as a planning tool (e.g., future training; future project assignments).
--Is the framework for the Mission Vacancy Announcement that tells you the kind of employee you need for the position, when you set accurate education, prior work experience, language, and other position requirements.

2.2 Roles in Writing or Revising a Position Description

1. Supervisor – You are ultimately responsible for writing the PD – assigning the duties and responsibilities, deciding the requirements -- and keeping it current.  This doesn’t mean the LE Staff employee currently in the position can’t and shouldn’t help.  Seek out and include the employee’s input.  However, you are responsible for making sure that the PD accurately reflects the assigned work and responsibility and that the requirements of the position (e.g., education, language) match the assigned work.  You make the final decisions about what is included in the PD.

2. Employee – The employee may provide suggestions and assist you in drafting the PD.  The employee may review the PD to make sure it is accurate.  The employee may work with you to update the PD as position duties evolve.  The employee does not make the final decision about what is in the PD.  The employee must sign and date the Position Description once you put it in final.  This is because if the employee does not sign the PD, s/he is refusing to do the assigned work of the position.  The supervisor is unable to hold the employee officially accountable for performance since there is not a signed agreement (the PD) that establishes the work requirements and expectations of performance. Therefore, the employee may not report to the Mission to work.   
3. Human Resources – HR provides you advice about writing the PD and setting accurate position requirements.  HR reads your PD to make sure it is clear, each duty and responsibility fully explained, and it’s easy to understand. HR also makes sure that the position requirements aren’t too high or too low, and that the PD “balances” or “fits in” with the other position descriptions in your section or agency.  HR makes sure you review the PD annually.  HR has the authority to return the PD to you for rewriting or clarification.  This is because your PD must be “recruitable” and “classifiable.”  For example, a Secretary position that requires a Masters degree in business administration isn’t “recruitable” or “classifiable” because a Masters degree in business administration isn’t needed to successfully perform the duties typically assigned to a Secretary position.

2.3 A Well-Written Position Description
1. A well-written Position Description tells:

What the employee does; and

Why the employee does it; and

When the employee does it; and

How the employee does it.

Read each major duty and responsibility of the position.  Does it have a “3W1H?”  If so, it’s well-written.  If not, you need to rewrite it.
2. A well-written PD with accurate requirements (e.g., education, language) results in an accurate CAJE evaluation and the right FSN and American pay plan grades of the position.  A poorly-written PD with inaccurate position requirements results in a poor CAJE evaluation and an inaccurate rate of compensation (too high or too low).

3. A well-written PD helps you distribute work appropriately throughout all positions within the section or agency, increasing the operational effectiveness of the office.

4. A well-written PD helps you address performance or conduct issues when they arise.

2.4 When a New Position Description is Required
A new Position Description is required when:

1.  You establish a new position.
2.  You change the education or language requirements of a current position.  You may not do that without making significant (major) changes to the duties and responsibilities that either require a higher or lower level of education to perform successfully, or a higher or lower level of speaking, reading, or writing to perform successfully.
3.  You significantly change the work of a position.  A significant change is a major change to a work portfolio, using a general rule of 20 percent of new duties added, or current duties taken away.  More or less of the same type of work isn’t a significant change to the position.  HR decides if the revisions to the PD are significant and require a new CAJE evaluation.  
4.  The overall program or process changes, for example, how Consular NIV processing is done worldwide based on new procedural guidance from the Bureau of Consular Affairs.
5.  You make organizational changes.  Examples are downsizing, a Reduction-in-Force, an increase in direct-hire Foreign, Civil, or uniformed service member staff, or assigning duties normally assigned to American rotational staff to LE Staff through empowerment initiatives.

You need to carefully consider making major changes to the duties and responsibilities of a position.  When you make significant changes to a PD (e.g., changing the education requirement, changing the language requirement, changing the series), it’s going to impact the current incumbent because you are creating a new position that HR must openly recruit through a Vacancy Announcement.  HR hired the current incumbent to perform Position “A”, not Position “B” which you’ve just created.  The current incumbent may no longer qualify (education, prior work experience), or have the skills needed to perform the newly assigned work.  While any action taken should meet the operational effectiveness, or goals and objectives of the agency, these actions may negatively impact current LE Staff employees.

There is one exception:  If you lower the education or language requirements because they are too excessive (too high) for the assigned work, and you do not make any changes to the duties and responsibilities of the position, then you haven’t created a new position.  HR still must CAJE evaluate the revised position, but does not have to advertise the position.  If the CAJE evaluation lowers the grade, it is considered involuntary and the current incumbent is entitled to grade retention.
If, however, you take away significant duties and responsibilities from the position that also results in lowering the education or language requirements, then you’ve created a new position, and HR needs to assign it a new position number and job title and recruit.

2.5 Before You Start

“I Need a FSN-9!”
If you start the process of writing the Position Description thinking about a specific grade, or trying to target a specific grade, then stop.  You’re already off to a bad start, and you’ve just sabotaged your efforts.  You’re only going to waste your time and HR’s time.
Instead, focus on the work – what you need this position to do on a regular and ongoing basis.  Write that down in a “3W1H” format – What?  Why?  When?  How? -- and then read it carefully and objectively.  Is it close to your original “snapshot” of the position and where it fits in the organizational structure of the agency/section and Mission? 
Next, focus on setting position requirements – e.g., education, language(s), prior work experience, computer skills, customer services skills -- that match the most important components of work so that you hire somebody qualified to do it.  If you need help setting accurate position requirements, HR is trained to help. 
If you focus on the work and setting accurate position requirements, then the grade takes care of itself and it’s the right grade.

It’s the Work, Not the Employee

PDs are work based, not employee based.  Remember, you’re writing a Position Description, not a Personal Description.  Don’t “grow” your PD to match an employee’s professional development.  You’re not evaluating the employee and the expanding level of expertise, skills, and abilities that s/he brings to the position and section/agency.  You have the Employee Performance Report (EPR, JF-50) and the Mission awards program to acknowledge the extra skills, abilities, and expertise of the employee.  You’re assigning work to a position, not a person.
This also means that when you ask the current incumbent’s help or opinion in updating the position description, you have to make sure the employee also focuses solely on the position and not his/her personal skills, abilities, and experience.  The longer a good employee works in a position, the more value s/he adds to the section or agency.  That personal value doesn’t go in the position description.  Reward it instead with an award or other form of personal recognition.    

Tell It Like It Is

The duties and responsibilities need to fully explain what the employee is supposed to do.  This is one time when “less isn’t more.”   If it’s not clear to you, then it won’t be clear to the employee. So use plain language – easy to read, easy to understand.  Write the duties and responsibilities as closely as you can to describe how you would tell the employee verbally.  Go into as much detail as possible.  
Don’t inflate the assigned work, making it appear greater than it actually is.  Don’t use an inflated, inaccurate Position Description to get a “promotion” for an employee.  The Mission often has advancement opportunities for current LE Staff who seek them.   Accurate Position Descriptions are expected of strong Mission managers. 

2.6 Guidance on How to Write or Revise a Position Description

1.  Keep the five factors of the Computer Aided Job Evaluation (CAJE) classification system in the back of your mind:

--Knowledge

--Responsibility

--Intellectual (Skills)
--Communication

--Environment

Make sure the Position Description you write or revise regularly incorporates one or more of these factors, depending upon the duty and responsibility.  Remember that the position must be both “classifiable” and “recruitable.”

2. Collect and review all available information, such as staffing patterns, organizational charts, and other Position Descriptions in the section or agency. 
3. If the position is currently encumbered, ask the employee to give you a list of the major duties and responsibilities.
4.  Before you begin to write, you may want to spend time with the employee at the job site, observing and discussing the employee’s work. 

5. Identify specific position activities, work behaviors, or other attributes required for good performance.  Then list the major kinds of work.  Eliminate overlap.  (This usually takes more than one draft.)
6. Use action verbs and the present tense to describe the duties and responsibilities.  Write in plain language.  An excellent resource for learning about plain language is: http://www.plainlanguage.gov
7. Arrange duties in order of importance.

8. Estimate percentage of time spent performing each major category of work (e.g., 10 percent = 4 hours per week based upon a full-time, 40 hour work schedule).  As a general rule, if you expect the employee to spend more than 2 hours per week doing the task, include it as a duty and responsibility in the Position Description.
9. Observe the work environment -- physical working conditions, travel required, schedules (shifts), etc.

10. Determine the reporting relationships, both in supervision exercised and received.

11.  Carefully read all the duties and responsibilities when you have them in final.  Then set the (accurate) position requirements.  Very important:  Make sure it’s what you require for good performance, not what you desire or prefer.  Write all of them as “is required.”  Example:  A bachelors degree in business administration or finance is required.
a. Determine the type and amount of education and work experience that prepares someone to do the work.

b. Determine measurable skills and credentials (e.g., a certain typing standard or licensure) that are required.

c. Identify intangible criteria that is required or helpful in successful performance of the job, e.g., interpersonal skills, initiative, creativity, self-confidence, etc. (You can use the intangible job-related criteria to help make the final hiring decision between candidates who are similarly qualified.)
Things to consider:

1. Do the duties of the position overlap with those of other positions in the office?  Is this on purpose, because you need multiple positions doing the same type of work?  Or is this redundancy of assigned work?  Eliminate redundancy.
2. Most positions have a mixture of important (critical) and routine duties.  Make sure the PD has this mixture.
3. Should some duties and responsibilities shift to another position?

4. How does this position impact other positions?  For example, when you give work to one position, you are often taking it away from another position.  So you’ve impacted two positions within your section/agency.

2.7 Setting Position Requirements 
Setting accurate position requirements sets the “standard of hire” for the position.  HR must include three to six of them on the Vacancy Announcement when HR advertises the position.  It prepares an employee for success in the position by establishing the education, prior work experience, language, interpersonal, technical, and other skills and abilities that match the assigned work.  Inaccurate position requirements greatly increase the chance that an employee will have performance problems because the standard of hire doesn’t match the work assigned to the position.
Setting position requirements (Block 15 of the Position Description, DS-298) is not:

A.  Throwing a dart and seeing where it hits for each major requirement.

B.  Selecting a high level of education, prior work experience, or language in an attempt to get a high grade.

C.  Setting the education requirement as a Masters degree in business administration for a GSO Work Order Clerk position because you know you can get someone with this high level of education because of either high unemployment in the country, or the country has a highly educated workforce.

Look at the assigned work and then set the requirements.  Match it up.  Be specific.  Make sure anyone hired into the position is qualified for the position, i.e., meets or exceeds the position requirements.  Set your employees up for success, not frustrations or failure.
For additional information, see the White Papers on setting accurate position requirements at the end of this chapter.

The Rules

1.  You must match the position requirements [e.g., education, prior work experience, language in Section 15 of the DS-298] – to the assigned work.  Position requirements must directly relate to the work of the position.  This means you can’t write “A bachelors degree is required” for a Political Science position because that means a bachelors degree in ANY field, such as trombone performance, meets the requirement.  And playing the trombone does not directly relate to political work.  Be specific and state the degree fields.  
2.  You must list position requirements as requirements:  “is required” or “must.” 

Examples of Correctly Written Position Requirements:

A.  A high school diploma or host country equivalent is required.

B.  At least two years of university study in general coursework such as English composition, math, history, foreign language, and the arts and sciences is required.

C.  A bachelors degree in political science, international law, or humanities is required.

D. 3 years prior work experience in human resources with an emphasis on performance management is required.

E.  A Class “B” Drivers license is required.

F.  Must be able to work in a high-stress, high productivity environment independently with little supervisory oversight.

G. Two years of direct supervisory experience of a team, section, or division of at least three employees is required 

HR may only make selections on the CAJE evaluation for position requirements required for successful performance.  HR may only advertise position requirements on the Vacancy Announcement (e.g., education, prior work experience) when the Position Description lists them as required or must.  You may only make hiring decisions based upon what the position requires for successful performance.  Not “desire,” not “prefer,” not “would love to have.”
This recruitment philosophy also applies to the Foreign Service.  The Department of State doesn’t prefer that a candidate pass the oral and written examinations.  The Department requires it.  If the candidate doesn’t pass, the Department doesn’t hire the candidate as an untenured Entry Level Officer.

3.  Don’t include substitutions in position requirements.  (Example:  A bachelors degree in business administration and two years prior work experience in either a financial management or managerial position is required, or a high school diploma and five years work experience in either a financial management or managerial position is required.)  Yes, it’s common to see substitutions sprinkled liberally throughout a Position Description, but in actuality, they have no meaning for positions CAJE evaluated, recruited and staffed by the Mission.  The CAJE evaluation doesn’t allow substitutions.  You have to select one educational requirement and one prior work experience requirement.  Also, HR may not under any circumstances include substitutions on the Vacancy Announcement.
Why is it not good HR practice to allow substitutions on the Vacancy Announcement or Position Description?  


A.  It means you don’t know what you’re looking for because you are not targeting position requirements to the assigned work.


B.  It makes the HR application review process more difficult and time consuming.


C.  There is no standardized and U.S. or worldwide substitution equivalency chart that is recognized by U.S. or local labor law if a candidate challenges the recruitment.


D.  The CAJE evaluation instrument only allows HR to check one requirement for education or prior work experience. Allowing substitutions means inequity in recruitment and compensation based upon substituting position requirements.


E.  The U.S. Citizen EFM and US Veterans hiring preference is based upon the concepts of “affirmative factor” and “fully qualified.”  Allowing substitutions negates the proper application of the preference, putting you and Mission management at a high risk of grievance, or formal litigation action alleging improper application of the hiring preference as defined.
4.  Keep position requirements basic and specific.  “Basic” means keeping each position requirement to one or two lines maximum.  “Specific” means stating each requirement in concise, clear terms that leave no doubt in the reader’s mind what you’re looking for in an candidate.

Example: A bachelors degree in political science, humanities, or international law is required. 

The example above is basic (it’s stated in two lines) and specific (it lists three distinct degree fields).  
2.8 Policies, References, and Resources
Policies:

3 FAM 7600

Local Employment Performance Management Policy Guidebook

2.9 Chapter Attachments
LE STAFF POSITIONS

DETERMINING THE EDUCATION REQUIREMENT

Position requirements – e.g., education, prior work experience, language, computer skills – must directly relate to the duties and responsibilities required in the position.  Research shows that when a supervisor knows what s/he is looking for from the outset (i.e., specific requirements), it dramatically improves the chances of finding someone who will be successful in performing the assigned work.  This instructional will focus on establishing the education requirement for CAJE.

EDUCATION

The education requirement at any level must accurately reflect the education needed for the employee to perform the work.  Therefore, the supervisor must list an education requirement of a bachelors degree or higher in a specific field(s) or area(s) of expertise in the Position Description.

Incorrect:  A bachelors degree is required.

Correct:  A bachelors degree in political science or international law is required.

If Department policy allowed listing the education requirement as “A bachelors degree is required,” then a bachelors degree in any field is acceptable for good performance.  But how does a bachelors degree in, for example, music education, relate to the specialized political duties assigned to the position in the example above?  It doesn’t.  Music education does not directly relate to political work.  It is impossible for the employee to apply the degree in music education to the work assigned in the political position since the third and fourth years of study would have been devoted to coursework in, e.g., advanced music composition, choral conducting, instrumental or vocal studies, and music history.  

If the supervisor is unable to identify one or more specialized degree fields or areas of expertise, then the education selection is excessive (too high) and must be lowered.  Too, there are often positions within a section or agency that may require the employee to have some college study, but not necessarily a four year college degree, for sustained good performance.  The first two years of college are usually when students take general coursework (e.g., math, history, foreign language, writing, education, music appreciation, physical education, art).  Some of these courses and the overall college experience may directly relate to successful performance.  If so, the supervisor defines the education requirement as follows:

“X years of college/university studies in general coursework such as English composition, math, education, and other general electives is required.”  

This allows the supervisor to require education that exceeds high school.  Candidates with a 4 year degree in any specialized field would, of course, meet the 1, 2, or 3 year university studies requirement. 

FOR CAJE EVALUATORS:  The CAJE instrument has only one selection for “some college” – two years.  Supervisors and post HR must understand that although the supervisor may select 1, 2, or 3 years of college experience in the Position Description, the CAJE instrument allows post HR to make only one selection – 2 years.  Therefore, post HR will credit some positions with more or less education than listed on the Position Description in the CAJE evaluation when the supervisor selects “some college” as the position’s educational requirement.

FOR RECRUITMENT:   In the position Vacancy Announcement, post HR lists only the lowest level requirement for the job that matches the Position Description.  As an example:

Position Description:  “2-4 years of college/university studies in general coursework such as English composition, math, education, and other general electives is required.”

Vacancy Announcement: “2 years of college/university studies in general coursework such as English composition, math, education, and other general electives is required.”

LE STAFF POSITIONS

DETERMINING THE PRIOR WORK EXPERIENCE REQUIREMENT

Position requirements – e.g., education, prior work experience, language, computer skills – must directly relate to the duties and responsibilities required in the position.  Research shows that when a supervisor knows what s/he is looking for from the outset (i.e., specific requirements), it dramatically improves the chances of finding someone who will be successful in performing the assigned work.  This instructional will focus on establishing the prior work experience requirement for CAJE.

PRIOR WORK EXPERIENCE

The prior work experience requirement must accurately reflect the skill(s) the employee needs to perform the work.  Therefore, the supervisor must list the prior work experience requirement in a specific field(s) or area(s) of expertise in the Position Description.

Correct:  2-4 years of experience in any component of human resources work is required, including but not limited to, position management, compensation (salary and benefits), performance management.

Incorrect:  2-4 years of experience is required.

If Department policy allowed listing the prior work experience requirement as “2-4 years of experience is required” then work experience in any field is acceptable for good performance.  But how does 3 years of work experience as, for example, a cashier at the local grocery store directly relate to the specialized human resources duties assigned in the example above?  It doesn’t.  Work as a grocery store cashier does not directly relate to human resources work.    

FOR CAJE EVALUATORS:  To catalog prior work experience, the CAJE instrument offers the following choices under Factor 2, Knowledge, Sub-Factor D, Experience:

A. Up to 6 months; 

B. 6 to 12 months; 

C. 1 to 2 years;  

D. 2 to 3 years; 

E. 3 to 5 years; 

F. 5 to 7 years; 

G. 7 to 10 years; 

H. > 10 years.

FOR RECRUITMENT:  In the position Vacancy Announcement, post HR lists only the lowest level requirement for the job that matches the Position Description.  As an example:

Position Description:  “2-4 years of experience in any component of human resources work is required, including but not limited to, position management, compensation (salary and benefits), performance management.”

Vacancy Announcement: “2 years experience in any component of human resources work is required, including but not limited to, position management, compensation (salary and benefits), performance management.”

CHAPTER 3
COMPUTER AIDED

JOB EVALUATION (CAJE)
(IN DEVELOPMENT)
CHAPTER 4
RECRUITMENT AT

THE MISSION

“If workers are carefully selected, the problems of discipline will be negligible.”

--Johnson & Johnson Co. Employee Relations Manual, 1932

“The closest to perfection a person ever comes is
when he fills out a job application form.”
--Stanley J. Randall

4.1 Overview

As a supervisor, at some point you’ll have to staff positions within your section or agency.  Your role in the recruitment process is vitally important.  

The average length of service for a Locally Employed (LE) Staff employee is twenty years.  That means when you make a hiring decision, you are adding education, language, a skills bank, and interpersonal skills to the Mission workforce for the next two decades.
The hiring decision you make will probably have long lasting consequences, positive or negative.  Take your role in the recruitment process seriously.
4.2  The Key  

Brian receives a call at the office from his wife.  She asks him to stop by the convenience store on the way home to pick up four loaves of bread for the sandwich trays she’s going to serve at tomorrow’s party.

Brian picks up four loaves of bread – two white, two whole wheat – and leaves them on the kitchen counter when he gets home.  Later, while Brian is watching television, his wife comes into the family room holding two of the loaves.  “What are these?” 

“The bread you asked me to pick up,” Brian responds.

“I needed one sourdough, one bagette, one plain white, and one Italian rye to go with the different sandwiches I’m making!”

Brian has a right to be upset.  If his wife had told him what to buy – if he had known what he was looking for – Brian would have bought it.  

Now, you may be thinking:  That’s not a good story because the wife would have been sure to tell Brian to buy the four specific types of bread.

Really?
Then let’s tell the same story using recruitment:  A supervisor walks into HR and drops a Position Description on the HR Assistant’s desk.  “I need this position staffed,” the supervisor says.  “Please advertise it as soon as possible.” The supervisor then leaves the HR office.  The HR Assistant stares at the PD lying on the desk.  

The supervisor didn’t tell HR what to advertise.  HR doesn’t know what the supervisor is looking for in a candidate and doesn’t know which of the position requirements to put on the Vacancy Announcement.  HR may or may not select the ones that are most important to the supervisor.  This will definitely impact the recruitment, probably negatively.  

The bread story as told isn’t as far-fetched when you apply it to recruitment.  The fact is in life and in work, this happens all the time and for all kinds of reasons, e.g., lack of focus, too busy, assuming someone knows what you want, forgetfulness, carelessness, apathy.
The key to good recruitment and the recurring theme of this chapter is this: 
*KNOW WHAT YOU’RE LOOKING FOR BEFORE YOU START.*

4.3 Consequences of Hiring Unqualified or Poorly Performing Employees
1.  More Work for You:  Unqualified or poorly performing employees demand more of your attention.  

2.  Lower Customer/Contact/Satisfaction:  Poorly performing employees send a message to your customers or contacts:  The section/agency/Mission doesn’t care about them.  

3.  Other Employee Productivity:  Poorly performing employees diminish team productivity.  They “lower the bar” of excellence.

4.4 Good Recruitment:  Myth versus Reality

Myth 1:  To find a fully qualified candidate, you must cast the net as widely as possible – e.g., a general education requirement instead of a specific one; substituting education for prior work experience, or one skill set for another; vaguely stated requirements; 10-14 requirements.  

Reality:  The opposite is actually true:  The more specifically you define your requirements and what is vitally important for success in the position, the better your chances are that you’ll end up with an employee who “matches” what the position needs. (Source:  Richard Franklin)

Your section or agency doesn’t have jobs.  It has specific positions.  One might require a valid electrician’s certification or license.  One might require a good working knowledge of local labor law.  One might require five years prior experience serving as a department, office, or organization’s spokesperson.

Know what you’re looking for from the beginning. Target your recruitment.  Narrow it down to the one requirement on the Vacancy Announcement that is “driving the recruitment.”  Is the prior work experience more important than the education?   Is it technical expertise?  A licensing requirement?  Dealing with customers?  Identify it and then focus on it.  
Myth 2:  The Mission has trouble attracting candidates for its advertised positions.  
Reality:  Department of State Missions receive an average of 200 applications for an advertised vacancy.  There are more people in the world than employment opportunities.  In most countries, the US Government is an attractive employer.  
4.5 Go, Speed Racer, Go!
Why do supervisors want to rush through the recruitment process like they’re racing in the Indy 500?  Recruitment isn’t a race against time.  Being the first to cross the “checkered flag” means you just staffed a position, instead of making sure the position is staffed with a fully qualified candidate with the potential to be a good employee at the Mission for a long time.
There are many reasons for the “roadrunner approach” to recruitment, but the ones most frequently cited are:

1.  You don’t like HR work.  As a supervisor, HR work is an ongoing part of your work portfolio.  You’re expected to do your HR-related work well and give it all the time and attention it requires.
2.  You’re swamped with work and recruitment takes time.  Good recruitment does take time.  The time is minimal when compared to giving the Mission a good employee who contributes to the Mission’s goals and objectives for the coming two to three decades.  You’re not hiring just for yourself.  You’re hiring for everyone in your section or agency, as well as the employees who follow you.    

Remember:
It only takes one poorly performing employee, or one bad attitude to ruin the work environment.  The wrong person is under-qualified, controlling, bullying, insubordinate, and detrimental to the entire organization.  Rushing through recruitment greatly increases the likelihood you’ll make a bad hiring decision.
Bad employees are higher maintenance and demand more of your attention and worry.  (If you’re swamped now, think how much worse it’s going to be with a poorly performing employee.)
The demands of a bad employee also diminish team productivity.  Hiring a poor performer sends the message to current staff that a downhill trend of poor staffing is beginning.   

3.  You don’t want to take a staffing gap.  In HR terms, you are now “hiring out of desperation.”  Rarely do acts of desperation produce positive results.  (Example:  A “hail-Mary” pass in a football game with three seconds left in the fourth quarter.)  Better to take whatever time required and staff your position with a fully qualified candidate than rush through the process and hire someone not qualified to perform the duties of the position.  Hire in haste, end up with waste.
4.  You just need a “warm body” in the position.  (See 3 above.)  This is often written as “Anybody is better than nobody.”  Not true.  A vacant position doesn’t have nearly the negative impact on an agency or section as a position staffed with an unqualified employee, or an employee with attitude, motivation, performance, or conduct problems.  You’re looking for a good employee, not a warm body.  
5.  You’ve already identified someone for the position and there’s no need to recruit.  Huge mistake.  There goes your professional credibility with your staff.  Pre-selection of an internal or external candidate sends the wrong messages: 
--You aren’t open-minded.
--You play favorites among your staff, treating some people differently than others.

--You only want to hire your friends.
--You don’t believe in open competition and equal opportunity in recruitment and employment.
These unspoken messages you inadvertently send to your staff start seeping into other aspects of your managerial work.  For example, do you only give awards to your “favorite” employees?  Are you showing certain employees special treatment in work assignments? Are you sending only your “favorite” employees to formal training regionally or in Washington, DC?  Do you approve leave during the holiday seasons starting with your “favored” employees first? 
The next time you have a recruitment, HR is going to receive a lot fewer applications from current Mission employees because they’ll believe you’ve already pre-selected someone. And there’s one more thing to remember:  An LE Staff employee may file a formal grievance against a supervisor who gives the perception or appearance of favoritism or special treatment.
4.6 Before You Start
Before you ask HR to start the recruitment, keep these things in mind:

1.  Mission recruitment takes time.  The recruitment process may last between eight weeks to a year, depending upon many factors, including but not limited to:
--Writing or updating the Position Description;

--CAJE evaluation;
--HR review of hundreds of applications;
--Scheduling and conducting interviews;

--Waiting for the security clearance for a candidate selected for a sensitive position; and

--RSO pre-employment background check and pre-employment physical examination for a new employee.
In a bona-fide staffing emergency that usually involves the safety or security of Mission property or employees, HR is allowed to hire individuals quickly and without recruitment.  That’s the rare exception, not the norm.  Accept that there is no “quick fix” in staffing your position and you may have to take a staffing gap.  With that mindset, you’re off to a very good start.  

2.  US Citizen Eligible Family Members (See 3 FAM 7120) and US Veterans receive a preference in hiring.  It’s US law (the Foreign Service Act of 1980).  You need to know how to correctly apply the preference.  Make sure you read and understand the hiring preference before you start the recruitment.  You’ll save yourself a hundred questions and a hundred more frustrations.  Don’t rely solely on HR to explain the hiring preference to you.  You need a “good working knowledge” of the preference and how it’s applied before you start recruiting any position because preference candidates consistently apply for Mission-advertised positions. (See 4.7, US Citizen EFM and US Veterans Hiring Preference in this chapter)
3.  Watch out for infatuation.  Just because someone “looks” right for the position when s/he walks through the door for an interview doesn’t mean they are right for the position.  Conversely, what looks good on paper (the application package) doesn’t always translate to the interview.  Understand that sometimes first impressions – on paper, visually, and interpersonally -- are misleading.  That’s one reason the interview is so important.  
4.  Understand that sometimes first impressions are accurate and lasting.  For example, a candidate who arrives for the interview in a bathing suit, T-shirt, and flip-flops shows bad judgment in selecting proper attire for a professional event.  That kind of obvious error in judgment is probably a good indicator of their judgment in how they handle the duties and responsibilities of a position.  It may also be a good indicator of the candidate’s real interest in the position.  
5.  Learn how to distinguish between when your first impression is infatuation, or accurate and appropriate.  How do you learn to do it?  A small part of it is trusting your instincts.  Mostly it’s learning by doing.  The more you recruit and interview, the easier it becomes to trust or discount your first impressions of the candidate.  

6. Stow your baggage in the overhead compartment.  All of us have “baggage” that may negatively impact the hiring decision.  For some, the “baggage” is the belief that a woman can’t operate a forklift, or a man can’t be a nurturing day care provider.  The fact is the best and brightest aren’t going to always look and act the way you think they should.  Seek out diversity.

7.  Personal relationships.  The candidate is a personal friend, or is recommended by a personal friend whose judgment you trust.  Think about this:  Just because you know someone personally doesn’t mean you know them professionally.  How many times have you accompanied a friend to his/her place of employment and watched that individual in a professional work environment?  Probably never.  How someone interacts with you personally – for example, promptness, courtesy, responsiveness, keeping in contact – is not always an indicator of how that individual interacts professionally.  Individuals have different professional and personal standards of conduct and ethics.  Individuals often behave differently in the workplace than they do around family and friends.  Personal knowledge of a candidate, or the personal recommendation you receive from someone, doesn’t always indicate professional knowledge, abilities, or conduct and ethics.  Personal recommendations are good, but you should always verify them.
8.  You’re representing the Mission.  Candidates are going to form an opinion of the Mission based in some part on their perception of you, and how you and HR conduct the interview.  A 2007 survey showed that twenty-two percent of candidates turned down a job offer because they had been put off by an organization’s behavior during the recruitment process. (Source:  Onrec.com)   “An organization’s behavior” is the polite way of saying “you and HR’s behavior.”  Make sure that all aspects of the recruitment process are run professionally in order to avoid any negative impact.                  

9.  Know what you’re looking for.  You need to look at the Position Description and then the work environment of your office and define what you are looking for in terms of skills, character and competency.  What “standard of hire” must candidates meet?  Education?  Prior Work Experience?  Language? Technology?  What are the short- and long-term needs going to be and how will this affect your hiring decision?  And don’t just assume you need a certain type of employee.  Test your assumptions.
This is one of many reasons substitutions (example: education for prior work experience, or vice-versa) aren’t allowed on the Vacancy Announcement.  If you don’t know what you’re looking for, chances are you’re not going to find it.

This is also the reason the Local Employment Recruitment Policy only allows a maximum of six requirements on the Vacancy Announcement, which always include education and language.  A well-written Position Description may have sixteen to twenty possible requirements for successful performance.  Nobody will meet that!  And are you really going to cover sixteen requirements in an interview?  If so, that interview is going to last several hours.  If not, then why have those requirements cluttering up the Vacancy Announcement and confusing candidates who are seriously trying to target their applications to the position?   Pare it down to the top 3-6 most important requirements for success. The more you pinpoint what’s critical for success in the position, the more likely you are to hire someone who has those skills and abilities.  

10.  There’s this assumption that candidates only apply for jobs they are qualified to hold.  Wrong.  You’d be amazed how many people apply for positions for which they are not qualified.  They’re hoping to sneak in because you rush through the recruitment, or conduct a sloppy interview, or are distracted, or apathetic about hiring.

11.  There are hundreds of articles in print and online to prepare a candidate for an interview.  If they’re preparing for you, then you and HR better prepare for them.  Have you reviewed the Position Description and the position requirements?  Do you understand the position and where it fits into your section or agency? Do you have your core interview questions ready?  
12. Do you know what you’re looking for in a candidate?  What are the main, most important skills and abilities a candidate needs for successful performance?  Interpersonal skills?  Outstanding analytical writing?  A “big picture” thinker?  Creativity?  A “can do” and “will do” attitude?  That snapshot should drive the recruitment and hiring process.
4.7 US Citizen Eligible Family Member and US Veterans Hiring Preference
You must have a good working knowledge of the US Citizen EFM and US Veterans hiring preference and how to apply it before you start recruitment because preference candidates regularly apply for Mission positions.  

It’s the Law

The hiring preference for these categories of candidate is US law, not just a State Department regulation.  Specifically, it’s in the Foreign Service Act of 1980, Sections 301(c) and 311(b).  You’re required to demonstrate that you applied the preference, whether or not you selected a preference candidate.  By law, they are entitled to your “first consideration.”
Who’s Who
With so many acronyms for family members, it gets confusing knowing what applies to whom.  

1A. A US Citizen EFM (USEFM) is someone who is eligible to receive a preference in hiring. 

1B. An Appointment Eligible Family Member (AEFM) is someone who is eligible for a direct hire Family Member Appointment (FMA) or Temporary Appointment if selected for a State Department position at the Mission.

Most of the time, the family member is both a US Citizen EFM and an Appointment Eligible Family Member.  The difference is that to be eligible for a FMA or Temporary Appointment, a US Citizen EFM may not receive a Foreign or Civil Service annuity/pension.  To receive a preference in hiring, it doesn’t matter if the US Citizen family member receives a FS or CS annuity/pension.
HR confirms eligibility as a US Citizen EFM.

For official definitions, see 3 FAM 7120.

2.  A US Veteran is a candidate who submits a DD-214 documenting eligibility to receive a preference in hiring based upon prior US military service, or a candidate who is still in active duty service submitting documentation claiming conditional Veterans Preference.  HR confirms the eligibility. 
It’s the US Citizen EFM’s and US Veteran’s responsibility to tell HR that they are preference candidates.  It’s HR’s responsibility to make sure you know if preference candidates apply for the position.

How to Apply the Preference under the Local Employment Recruitment Policy

The hiring preference is applied differently for positions recruited by a headquarters agency in the US under Title V authority versus positions recruited by the Mission under the Local Employment Recruitment Policy (and the FS Act of 1980).  Specifically:

1.  Title V uses points to apply the preference for US Veterans.  The Local Employment Recruitment Policy uses the concept of “affirmative factor” to apply the preference for US Citizen EFMs and US Veterans.

2.  Title V gives eligibility for a preference in hiring to US Veterans for their initial appointment with the federal government.  The Local Employment Recruitment Policy gives eligibility for a preference in hiring to US Citizen EFMs and US Veterans every time they apply for a Mission-advertised vacancy.  
Following are:

1. The four sentences of the hiring preference from the Local Employment Recruitment Policy Guidebook.
2. An example of how to apply it correctly.
3. Additional considerations you may take in making your hiring decision.
Read this carefully and then confirm with HR that you understand how to apply the preference.

Four Sentences of the Hiring Preference

1. Being a US Citizen EFM or US Veteran is an “affirmative factor” in employment.

2. “Affirmative factor” in employment means if fully qualified, the US Citizen EFM or US Veteran gets preference in hiring.

3. “Fully qualified” means the US Citizen EFM or US Veteran meets all the requirements of the job as advertised on the Vacancy Announcement and completes a successful interview.

4.  “Preference in hiring” means first consideration.

Example of “Fully Qualified:”
REQUIREMENT    US CIT EFM        OR US CITIZEN                HOST









           COUNTRY

                                                                                                 NATIONAL (HCN)
High School Dip.            HS              Bachelors Degree               Masters

Or host country 





Equivalent

In the example above, all factors relevant to the REQUIREMENT are equal and the USEFM is fully qualified for the position based upon the educational requirement.  Each candidate meets the full performance level job requirement to possess a high school diploma or host country equivalent.  Not only do the Ordinarily Resident US Citizen and HCN meet the education requirement, they exceed it.  However, the position only requires a high school diploma.  HR bases the qualification screening on the position requirements, and not what is desired or preferred.  

This approach meets the intent of the US Citizen EFM and US Veterans Hiring Preference, which is to give a discernible advantage in hiring to these categories of individual. 

You and HR must follow this approach for all requirements of the job that HR can screen during the application review and then you and HR confirm during the interview – e.g., education, prior work experience, and language.

Fully Qualified and the Interview

The second component for consideration are those skills and abilities that you and HR can’t confirm or measure on paper, such as interpersonal skills, managerial techniques, technical expertise, previous standards of performance, etc.  You and HR find out these skills and abilities during the interview.  Again, the US Citizen EFM or US Veteran must be fully qualified for the position to receive preference in hiring.  This means that during the interview you do not discover anything negative about the US Citizen EFM or US Veteran candidate that disqualifies them for further consideration.
Important:  Fully qualified doesn’t mean the preference candidate must have the best interview, just a successful one.  There’s a big difference.

Fully Qualified and Additional Selection Criteria

Third and finally, there are additional selection criteria that may impact on the final hiring decision, including but not limited to nepotism, budget, continuity in the position, staffing gaps, or the position requires the incumbent to obtain and hold a security clearance.  You and Mission management only consider these additional selection criteria at the end of the recruitment process as part of the preference candidate’s right to “first consideration” under the preference.

Fully Qualified and Receiving Applications from HR

Supervisors sometimes struggle with understanding and applying “fully qualified” until they conduct several recruitments with one or more preference candidates.  The Department has an obligation to assist you in correctly applying the hiring preference and protecting you from informal and formal challenges about a recruitment based upon misapplication of the hiring preference.  This is extremely important because most preference candidates also are not familiar with the concept of “affirmative factor” and “fully qualified,” except in very general terms.  Finally, US Veterans often mistakenly think the Mission applies the preference using points and will insist that you and HR consider them 5- or 10-point preference eligible.
To help you apply the preference correctly and comply with US law, HR only forwards you the applications of preference candidates who are qualified on paper after the HR (or HR and your Subject Matter Expert) application review.  Why?  Because supervisors have a natural inclination to want to hire the “best qualified” – the candidate with a Masters degree for a position that requires a high school diploma, or the candidate with ten years experience in customer service for a position that requires two years experience in customer service.
That’s not how “fully qualified” is defined and how the preference is applied.  The preference isn’t for the “best qualified.”  All the preference candidate must do is meet – not exceed – the advertised requirements on the Vacancy Announcement and complete a successful – not the best – interview.  Then the candidate is fully qualified for the position and you apply the preference.

When HR sends only the applications of qualified (on paper) preference candidates to you for interview, HR is:

1.  Making sure you’re focusing on “fully qualified.”  You can’t consider candidates that meet or exceed the advertised requirements of the position until you consider preference candidates first.  So why look at the applications of non-preference candidates when, if all things are equal, US law says that US Citizen EFMs and US Veterans must receive your first consideration?  You must either select a preference candidate, or justify to the satisfaction of the Post Employment Committee why the candidate is not “fully qualified” and you are unable to select a preference candidate.  Don’t set yourself up to make a possibly huge mistake by mixing apples and oranges.  Focus on the preference candidates first, always remembering the four sentences of the hiring preference.

2.  Saving you a lot of wasted time and effort.  Why spend your time reviewing the applications of non-preference candidates and interviewing non-preference candidates when, if fully qualified, US law requires you to give US Citizen EFMs and US Veterans first consideration?  Focus first on the preference candidates.  If none are fully qualified after the interviews, or if there are additional selection criteria that don’t allow you to select a preference candidate, then you can focus on non-preference candidates.  Make the best use of your time and energy. 

Having to Accept a “Minimally Qualified” Preference Candidate
A frequent concern about correctly applying the hiring preference is that supervisors sometimes believe that HR or the PEC is forcing them to take a “minimally qualified” preference candidate when there are better qualified non-preference candidates with more education, prior work experience, and other skills and abilities that could benefit the section or agency.

Actually, the candidate is “fully qualified” for the position based upon the education, prior work experience, language, and other requirements you confirm is needed for good performance when you submit the Position Description to HR for recruitment.  CAJE evaluates the full performance level of a position, not the minimum level.  Otherwise, a position would have a range of grades from minimum to full performance – for example, Consular Assistant, FSN-6, FSN-7, FSN-8 – and LE Staff would over time progress up the grade ladder.  But this isn’t what happens.  Unless HR advertises a developmental level position with developmental level requirements, any candidate you select is “fully qualified” for the position, not “minimally qualified.”

You may “desire” a candidate with a Masters degree, but your position “requires” a high school diploma.  When you’re considering one or more preference candidates, you must base your hiring decision on what the position requires, not what you desire or prefer to have.  There are times when you are able to have both – what you require and what you desire.  However, the best recruitment occurs when you identify what you require in an employee and focus your efforts on that.

The Hiring Preference Process
The process of applying the US Citizen EFM and US Veterans hiring preference – your hiring recommendation, the Post Employment Committee (PEC) meeting, the memo to the Front Office asking concurrence in the selection – may seem at times unnecessary and a big addition to HR, PEC members, and your time and workload.  There are good reasons for this process, though.

1. Since the Local Employment Recruitment Policy doesn’t use an easy metric such as points to apply the hiring preference, the burden of proof falls to the Mission and you as the supervisor to demonstrate that the preference is correctly applied as required by US law.  The three-step process – your recommended selection; the PEC meeting and agreement on the selection; and the Front Office signing off on the selection – provides a system of “checks and balances” that demonstrates that the preference was applied.  It “documents” the preference through action and paper, instead of solely relying on the concepts of “affirmative factor” and “fully qualified.”
2. Feedback to HR/OE from DCMs and Principal Officers indicate that they want HR to keep them generally informed about family member employment at the Mission.  The PEC memo does this.

3. Sometimes when a preference candidate isn’t selected for a Mission position, the candidate contacts the Front Office and asks for an appointment with the DCM or Ambassador.  Sending the memo to the Front Office means that the DCM and Ambassador are not caught unaware about the recruitment and the outcome.  In fact, the Front Office concurred with the candidate selected.  It also reinforces to all Mission employees that senior management is actively involved in family member employment at the Mission.

4.  Feedback from Mission HR indicates that most PEC meetings take around five minutes.  PEC members also need some time to review applications, either immediately before the meeting starts, or a day or two before the meeting. (For PEC members at satellite locations, HR teleconferences them in by phone or DVC so they don’t have to commute to the meeting.)  So the time commitment for PEC members (and you) isn’t as significant as many believe, although when questions or concerns come up regarding a selection, the PEC devotes as much time as needed to resolve the issues.  That’s a good thing, because it is better to address any concerns and make sure the preference is correctly applied before finalizing the hiring decision.
5.  The recruitment is much less likely to be informally or formally challenged when preference candidates know the preference was applied using a three-tier check and balances system:

A.  Your initial recommendation of a candidate for hiring.

B.  The PEC Meeting to hear your recommendation and concur.

C.  The Front Office signing off on the selection.

The Hiring Preference Litmus Test


A good test to see if you are applying the hiring preference correctly is this:  Ask yourself:  “Is my hiring decision defensible?  Would it hold up in a court of law?” 

If the answer is yes, you’re applying the preference correctly.  If the answer is no, perhaps you, or you and the PEC, need to give additional time and discussion to your hiring recommendation.  If the recruitment is challenged, either within the Mission or through formal litigation, you are responsible for justifying your hiring decision and demonstrating that you applied the hiring preference correctly under the FS Act of 1980 and the Local Employment Recruitment Policy.

Wrapping It Up

To summarize, the US Citizen EFM and US Veteran must meet all the requirements of the job advertised in the Vacancy Announcement and have nothing negative discovered during the interview before being eligible for preference in hiring.  There are also additional selection criteria you may consider in making your hiring recommendation.  If fully qualified, the US Citizen EFM or US Veteran must receive preference in hiring.  You have to justify your hiring selection to the Post Employment Committee, and the Front Office must sign and concur.
4.8 Recruitment Process and Your Responsibilities
The first thing you’re going to notice as you scan this section:  What a lot of steps!  True. Every one of them is very important to making your recruitment a success.  Good recruitment is a structured process that takes work, focus, and time.  Accept it, commit to it, and you’re in the right frame of mind to recruit.
1.  Review the Position Description.  If it needs revising, then take the time to do it.  If the requirements (e.g., education, language) are too high or too low, change them.  Now’s the time while the position is vacant.
2.  Know what you’re looking for from the outset.  This can’t be said enough.  It’s important to know and understand what the position is all about so you have a good “snapshot” of the type of employee the position requires.  In hiring decisions, you have to be able to make a judgment, not just about the individual you’re interviewing, but also about the fit between the person and the position. 
This doesn’t mean you pre-select or identify a specific individual!  An “employee snapshot” means you develop a “character profile” of the candidate, including but not limited to the education, language, interpersonal, knowledge, technical, and computer skills you need the individual to have so that there is a reasonable expectation for success.  In the HR world, it’s also called “targeting the recruitment.”
3.  Make your recruitment open and equitable.  Don’t pre-select or identify a specific individual!  There’s a difference between encouraging current employees in a group setting such as a staff meeting to apply for Mission-advertised vacancies, and identifying or pre-selecting someone for your vacancy.

Pre-selecting a current employee or outside candidate for a position sends the wrong message to all Mission employees.  It gives the perception or appearance that you play favorites, or value one employee above the rest.  This hurts your future recruitment efforts because the next time there’s a vacancy, current employees are going to be more reluctant to apply because they will assume you’ve already selected someone.

Pre-selection is often made without matching the individual’s qualifications – education, prior work experience, language skills – to the requirements of the position in the Vacancy Announcement.  Pre-selection often results in someone not qualified to perform the work (according to the Position Description and VA) being selected.  This does not reflect positively on the selecting official, possibly for many years to come.

Employees expect and want to be treated the same.  Favoritism – perceived or actual – will over time erode your effectiveness as a manager and leader.  For example, office sentiment may grow to let the supervisor’s “favorite,” who was pre-selected for the position, volunteer to stay late and clear out the backlog of work.  No one else in the section is going to.

Finally, pre-selection or identification violates the Department of State’s Equal Employment Opportunity policy.

4.  Partner with HR:  Don’t go to HR, hand them the Position Description, say, “We need to recruit this,” and then leave.
HR doesn’t decide what to include on the Vacancy Announcement for your position.  You do.  HR doesn’t know the requirements of the position that are most important for success.  You do.  HR doesn’t know what you’re looking for in a candidate.  You do.

You need to schedule 10-20 minutes with the HR professional overseeing the recruitment to review the PD and tell HR which position requirements you want advertised (a minimum of 3, a maximum of 6).  Education and language are always advertised, so you only have to choose 1-4 more requirements.  It doesn’t take long, but it’s vitally important to the success of the recruitment.
5. Here are some other Vacancy Announcement rules you and HR must follow:
A.  No substitutions.  Using substitutions is an excellent indicator that you don’t know what you’re looking for in a candidate.  (Source:  “Interviewing and Selecting Top-Quality Employees” by Richard Franklin)  Rather than “opening the talent pool,” it often floods the recruitment, obscuring the applications that actually contain the skills, abilities, and interpersonal skills you need.  So zero in on the 3-6 most important requirements of the position for good performance.  Then define which one of those is “driving” the recruitment.  Make that the primary focus as you go through the recruitment process.  

In addition, the CAJE instrument doesn’t allow substitutions, and the CAJE evaluation determines the grade, which determines the compensation of the employee. The CAJE instrument only allows HR to check one education requirement, one prior work experience requirement, one language level for English and the host country language(s), etc.  Is it equitable to compensate an employee for education, language, or other skills and abilities the employee doesn’t have?  You also don’t want several employees performing the same job, each with different education levels and some that don’t match the Position Description.  The employees with the higher education level might also resent their colleagues being compensated the same as they are, but without the same education. That could negatively impact teamwork and section/agency productivity.  They’ll blame you, silently and for as long as you’re their supervisor.
Also, the US Citizen EFM and US Veterans hiring preference is based upon the candidate being “fully qualified” for the position. Allowing substitutions does not give you a defensible or equitable way of applying the hiring preference.  There is no legal and US-recognized published “substitution index” for education and prior work experience, or any other skills set.  Individuals equate education, prior work experience, and other skills differently and it varies culturally.  Since the hiring preference doesn’t use points, there must be one narrowly-defined and structured way of defining and applying “fully qualified” worldwide.
B. No “desired,” “preferred,” “would be an advantage,” or anything else on the Vacancy Announcement that isn’t a requirement of the position and stated as “is required” or “must” in the Position Description.  A hiring decision isn’t based on what the employer “desires” in a candidate; it is based on what’s “required.”  To be a Foreign Service Officer, an individual is required to pass the oral and written examinations.  The Department of State doesn’t desire that candidates pass; the Department requires it.  An orchestra conductor doesn’t prefer that his violin section actually be able to play the violin; the conductor requires that violin players play the violin.
C. Don’t combine two requirements into one so you can have more than six on the Vacancy Announcement. “Good interpersonal skills and the ability to work in a high-stress, high productivity environment are required” are two separate, distinct requirements.  Pick the one that’s most important and go with it.  Six is enough to assess any candidate, gives you plenty of interview questions, and lets you focus the interview on what’s most important.  

D. No “related fields” in the education and prior work experience requirements.  Example:  “A bachelors degree in political science or a related field is required.”  

There is no such thing as a related field.  For example, a supervisor may think the related fields for political science are International Law, Economics, and Humanities.  To a candidate, related fields for political science are International Law, History, and Philosophy.
Don’t make candidates read your mind.  

Don’t make candidates waste their time (and yours), spending hours completing and submitting an application thinking they have the education, prior work abilities, and skills you’re looking for when they don’t because you haven’t specifically told them in the Vacancy Announcement.   

And what if the candidate is eligible for a preference in hiring and feels s/he meets the education requirement in a “related field?”  Now you’ve got a problem if you and HR disqualify the preference candidate based on the “related field.”
If more than one specialized education field is acceptable, put them all in the Position Description and HR will put it on the Vacancy Announcement.  For example:  “A bachelors degree in Political Science, International Law, Economics, or the Humanities is required.” Now you – and all candidates – know exactly what you’re looking for in education. And you’re not wasting your time or the candidate’s time playing the “I wonder if this is a related field” game.
If you need more than a high school education, but less than a four year bachelors degree in one or more specific fields, then set the requirement as college/university studies.  For example:  “X years of college/university studies in general coursework such as English composition, math, education, and other general electives is required.”  

6.  Decide how widely to advertise your position.  Under the Local Employment Recruitment policy, you have three options:

--US Citizen Eligible Family Members Only; or
--Current Employees of the Mission Only; or
--All Interested Candidates

Remember that, on average, HR receives 200 applications for each advertised position.  So look at the position requirements and then the kind of employee you need.  Maybe your position is a career development opportunity for a current employee of the Mission.  Or maybe you want to reinforce the Department’s commitment to family member employment by restricting recruitment to U.S. Citizen EFMs only.  Or maybe your section or agency needs “new blood” and you want to open the recruitment to all sources.  
Decide how to advertise your position after – yes, after -- you decide the 3-6 position requirements to advertise on the Vacancy Announcement.  Don’t decide how to advertise until you first decide what you need.
7.  Trust HR to review the applications for eligibility and qualifications. It’s a two-step process. HR must first establish a candidate’s legal right to work in the country before looking at the individual’s qualifications.
Eligibility:  Everyone must be legally eligible to work at the Mission, regardless of qualifications.  HR must make this determination at the outset of the application review process as the Mission is required to follow both US law and local labor law (to the extent it doesn’t contradict US law).
HR also must consider, e.g., current Ordinarily Resident employees serving a probationary period and current employees with an Overall Summary Rating of “Needs Improvement or “Unsatisfactory” on the most recent Employee Performance Report (EPR) as part of the eligibility review.

Qualifications: If eligible, HR then screens the application against the requirements on the Vacancy Announcement.  If you want, go to HR and help them with the qualifications review, or send a Subject Matter Expert to assist HR.  You or the SME must agree to devote all the time required to look at every application, which may number into the hundreds.  Make sure you’re ready to make that time commitment because recruitment must be open and equitable.  You can’t just look at the first fifty applications.  Review one, review all.  You also have to go to the HR office to review the applications to protect the integrity of the recruitment process.
8.  Forwarding Applications to You:
Preference Candidates

After the HR eligibility and qualifications review, HR is only going to send you the applications of preference candidates first -- no one else’s, including current employees in your section or agency. 
Why does the Local Employment Recruitment Policy require this?  For your protection.
A.  Isn’t that discriminatory?  No, it’s not.  Under US law, US Citizen EFMs receive a preference in hiring.  It also demonstrates the Department of State’s ongoing commitment to family member employment.

B.  The Local Employment Recruitment Policy defines the preference as receiving “first consideration.”  When you consider preference candidates first before any others, you are applying the preference as intended.    
C.  The Local Employment Recruitment Policy doesn’t use points in applying the US Citizen EFM and US Veterans hiring preference.  The preference is based upon being “fully qualified” and “first consideration.”   As defined, all the preference candidate has to do is meet the requirements advertised on the Vacancy Announcement – not exceed them – and have a successful interview (not the best interview).

D.  By interviewing preference candidates first, you are correctly applying “fully qualified.”  It’s a natural instinct to want to select the candidate that has the “best qualifications” – e.g., a Masters degree for a position that requires only a high school diploma; or ten years prior work experience in customer service for a position that requires only two years.  But that’s not the correct interpretation of “fully qualified” and how you must apply the hiring preference.  It doesn’t matter if non-preference candidates have education, prior work experience, language, and other skills and abilities that exceed what’s advertised on the Vacancy Announcement.  Your position doesn’t require that.   Forwarding only preference candidate applications first greatly lowers the risk that you will mistakenly apply the hiring preference incorrectly and later have the recruitment and hiring decision informally or formally challenged.
E.  You don’t waste time.  If “fully qualified,” you are supposed to select a preference candidate according to US law.  Why waste time looking at non-preference candidates until you give all preference candidates “first consideration?”
Non-Preference Candidates

Note:  If preference candidates apply for your position and none are fully qualified after the HR application review and the interview, you must get the concurrence of the Post Employment Committee (PEC) to open interviews to non-preference candidates.  Once you receive approval, you may proceed to review the applications of non-preference candidates for possible interview.

When considering non-preference candidates, decide carefully how many you wish to interview.  Interviewing takes time and, if you do it well, can be mentally exhausting.  Do you really want to devote two, eight-hour work days interviewing ten candidates?  If so, then go for it!  But you may wish to consider having HR schedule interviews with your top three and see if one of them meets or exceeds your expectations.  Do all the interviewing you need, but no more than you need.

Reviewing Applications

9.  “Red Flags” in Applications:

When reviewing the applications HR forwards, be on the lookout for:

A.  Unexplained gaps in employment history or inconsistent information.
B.  Missing or vague dates.
C.  Minimal or questionable descriptions of responsibilities.
D.  Written carelessness such as typos, poor grammar, or lack of clarity if your position requires Level III (Good Working Knowledge) or higher written communication skills.

4.9 Testing Candidates Before the Interview

Depending upon the position and advertised requirements on the Vacancy Announcement, HR or a Subject Matter Expert (SME) – which might be you -- may have to give candidates you’re considering for interviews one or more tests.   Increasingly, small and large organizations are using various forms of preemployment testing to assess candidates.  Preemployment testing also shows that you’ve really thought through what kind of employee you want for the position.  (Source:  Hunt/Handler, RocketHire)

Subject Matter Experts conduct tests in specialized fields – for example, firearms; financial management; computer and information management.  HR conducts administrative, non-specialized testing, e.g., keyboard; language. 

HR or a SME may only conduct testing on advertised requirements in the Vacancy Announcement.  
HR or the SME conduct all testing before interviewing because, if the candidate doesn’t pass the test, the candidate is no longer qualified for the position.  So don’t waste valuable time interviewing candidates until they pass all required testing.

LE Staff recruitment is unique because, at most Missions, there are multiple language requirements (English and, usually, the official language of the host country).  Hopefully you’ll find it “standard operating procedure” that HR tests candidates in language, or sends candidates to a university or language institute for a language test.  If you find out that language testing isn’t done at the Mission, insist on language testing for your positions.  The inability to communicate effectively verbally, in writing, or in reading comprehension at the required level you set in the Position Description (e.g., Level II, Limited Knowledge) always results in performance problems you’ll have to address.

If a SME is going to administer a test, make sure HR knows this and what requirement on the Vacancy Announcement you’re going to address.  HR will often put “This will be tested” after the advertised requirement on the Vacancy Announcement so that candidates know in advance that one or more requirements require formal testing.  Coordinate with HR in scheduling candidates for testing, especially if a SME is conducting one test and HR is conducting another.
Conduct tests equitably.  This means the test is standardized and administered in the same way to all candidates you are considering for an interview.  Example: If you ask HR to send you the top ten candidates (on paper) and you decide to interview the top three after your application review,  a SME or HR is going to give the same test to these three candidates, if all three candidates accept an interview.
Test results are valid for six months, unless new testing is required sooner because of licensing, certification, or other agency or host county requirements.  Tests are considered valid during this six-month period for all applications the candidate submits for future Mission vacancies.  HR, in consultation with you, has the discretionary authority to retest candidates within this six month period, as long as the process remains equitable without the appearance or perception of favoritism or pre-selection of any candidate.  HR may consider requests by candidates for testing during the six month validity period on a case-by-case basis.  HR’s decision to conduct an additional test, or to use the current valid results, is final.  You, the supervisor, are not allowed to consider requests by candidates for testing during the six month validity period because this could give the perception or appearance of favoritism or pre-selection in recruitment.

4.10 Are Interviews Always Necessary?

There are supervisors who do not see the value in interviewing candidates for Mission positions and want to know why an interview is necessary.  Usually this happens when only one candidate applies for the position and is qualified (on paper), especially if the candidate is a current employee of the Mission and may already work in the agency or section that has the advertised vacancy.  Another reason is that the supervisor knows the candidate personally, or a personal friend or professional colleague refers the candidate.
You must always interview candidates.  No exceptions.  Here’s why:
1. A 2006 survey on HR trends shows that 43 percent of resumes and applications have one or more significant errors in them.  (Source:  Time Magazine, 2006)

2.  Lying on an employment application is the most common reason newly-hired federal employees are fired during the probationary period. (Source:  Fedsmith.com, August 2007)
3.  According to a survey in Nation’s Business Magazine, 95 percent of those in the candidate pool said they would be willing to make false statements on their applications and resumes to get a job.  The most frequent areas where applications and resumes are misleading:

· Listed phony previous employer


25%

· False education degree claims


27%

· Employment dates altered



30%

· Inflated job title and responsibility


33%

· Untruthful reasons for termination


34%

· Inflated salary claims



41%

Sources: 1. Xukor, Inc., survey of 10,000 applications and resumes

                2. “Mistake 2: Not Conducting Background Checks,” by Dr. Lysa

Stewart, November 2006, Net-Assets.net

4. You want to avoid the perception or appearance of favoritism or pre-selection in recruitment.  LE Staff may grieve perceived or actual demonstrations of favoritism or inequitable treatment by a supervisor.

5. An interview is the only way to assess a candidate’s interpersonal skills, behavior-based work history, and other important requirements of the position that you and HR can’t assess during the application review process.

6. Proper application of the hiring preference is based upon the USEFM or US Veteran meeting all the advertised requirements on the Vacancy Announcement and completing a successful interview.   If you don’t interview, you’ve left out one major step.  You can’t apply the hiring preference as defined.   Now you’ve opened the Mission to questions about the validity of the recruitment, and to possible litigation.

7.  Just because an individual performs one position successfully at the Mission doesn’t mean the individual can perform the duties of another position successfully.  For example, good performance examining vouchers (Voucher Examiner) in the FMO doesn’t automatically mean the same individual can analyze and forecast a Mission’s budgetary needs (Budget Analyst).

8. Just because you know someone personally doesn’t mean you know them professionally.  How an individual interacts with you personally – for example, promptness, courtesy, keeping in contact – is not always indicative of how that individual interacts professionally.  Individuals have different professional and personal standards of conduct and ethics.  Individuals often behave differently in the workplace than they do around friends and family.  Personal knowledge of a candidate doesn’t always indicate professional knowledge in a work environment.
9. Good recruitment means looking at the “total candidate.”  Before making a selection, you and HR must:
A. Assess the candidate on paper (the application and resume review).

B.  Confirm the candidate’s skills and abilities (e.g., language testing, computer testing, firearms testing for some RSO positions). 
C.  Form a professional opinion of the candidate (the interview). 
If you don’t look at the “total candidate,” you’re not going to get a “total employee.”
4.11 Interview Styles

There are basically four styles of interviews:

1. Situational – Assesses how a candidate responds to real work situations as measured through hypothetical, role play, or problem solving situations;

2. Personality profile – Evaluates traits important to the success of the individual in the position;

3. Stress – Measures a candidate’s abilities to deal with highly stressful situations;

4. Behavior – Bases questions on past performance, assuming that individuals will do at least as well in a new position as in previous positions.
Ideally, your questions will be a combination of all four styles, with the majority being behavior-based questions. 

4.12 Behavior-Based Interviewing

HR/OE recommends that the majority of your interview questions be behavior-based.  This is because studies show that behavioral interviewing is said to be 55 percent predictive of future on-the-job behavior, while traditional interviewing is only 10 percent predictive.  
Simply stated:  “Past behavior predicts future performance.”  For example, finding out how an individual worked under pressure in a previous position is going to tell you how the individual is most likely to work under pressure in your section or agency’s position. 
Use the behavioral interview technique to evaluate a candidate's experiences and behaviors so you can determine the potential for success. Identify job-related experiences, behaviors, knowledge, skills and abilities that are required in a particular position. For example, some of the characteristics that you may look for include: 

--Critical thinking 

--Being a self-starter 

--Willingness to learn 

--Willingness to travel 

--Self-confidence 

--Teamwork 

--Professionalism 

In behavior-based questioning, avoid hypotheticals – don’t ask “How would you handle XXX?”  Rather, “How have you handled XXX?”  You don’t want the candidate to give you a speculative answer about how s/he might handle a situation in a perfect world.  You want to know how they really handled the situation.  Remember, the best predictor of future behavior is past behavior.  And the best way to get at past behavior is to phrase your questions like this:
“This job will require XXX.  Talk to me about a time when you’ve done XXX and describe for me how you did it.  What was the outcome?”

“How did you handle a situation like XXX in your last job?  Give me some specific examples.  What was the outcome?”

“Describe an experience you’ve had doing XXX.  What approach did you take?  What was the outcome?”

“What types of tasks do you handle well on your own?  What things do you find more comfortable with structured supervision?”

“Here’s something about your work history that I wondered about as I went through your application materials.  Can you help me understand it?”

Listen closely to the candidate’s response, especially the result:  Was the outcome positive? (Very important.)  Sometimes a candidate’s answer to a behavior based question does not include a positive outcome.  That is a good “predictor” of the result of their work.  As a supervisor, you always want employees who have positive outcomes in their performance.  Sometimes the candidate doesn’t give the outcome.  When this happens, ask:  “And what was the outcome?”

4.13 The Interview
Consider having HR conduct the interview with the questions you decide to use.  You ask follow-up questions, or ask for clarification, as needed.  Allowing HR to conduct the interview lets you to do two very important things:  Concentrate on what’s said without any distractions, and take notes.  
Unless you’ve asked HR to conduct the interview, you are responsible for the interview, including the questions and monitoring the time.  This means you need to keep the interview on track and focus on job-related and behavior-based questions.  

It’s important to give a candidate a reasonable expectation of how long the interview will last.  Candidates have lives, too, and need to plan for the interview.    

You want the candidate to have a good understanding of the position and what it does.  Have HR send the candidate a copy of the Position Description in advance of the interview, or have the candidate come in a half-hour before the scheduled interview time to review it. 

Good interviewing takes time and is mentally taxing.  Try not to conduct more interviews than you are able to focus on effectively.  And don’t automatically schedule a large number of candidates to interview.  Start with the top three or four who look good on paper.  That may be enough.  If not, you can always ask HR to schedule more interviews on another date. 

Make sure HR is at the interview.  Insist on it.  You’ll want a witness if what happens during the interview is ever challenged.  Candidates also have questions about salary and benefits, and HR needs to answer those questions so you don’t mistakenly make promises that the Mission can’t keep, such as a certain amount of annual leave, or “guaranteeing” a salary.  The candidate will understand your responses to questions about work hours, compensation, benefits, et.al, as an official commitment on behalf of the Mission, if selected for the position.

When you interview preference candidates, the CLO or a rotating member of the Post Employment Committee must attend.  This is both for your protection and to aid in discussion at the PEC meeting once you’ve recommended hiring someone for the position.

Tell HR to schedule breaks between interviews so that you can document the interview, refresh your mind and body, and briefly review the next application or resume.

Arrange for a quiet, private place to conduct the interview.  Candidates need to be assured that their interview is private.  While you may not have a private office, you do have access to privacy – someone else’s office, or a conference room.  
Allow for uninterrupted time (for example, don’t take your cell phone).  Interruptions are not only rude to the candidate, they disrupt the flow of the interview.

A few days before the interview, take ten to twenty minutes to prepare your main (core) interview questions.  HR can help you, if you want.  Good interview questions seldom magically pop into your head during an interview.  You can’t really listen to a candidate’s answer if you’re trying to think up the next question at the same time.  So develop your core interview questions in advance. Make sure the questions directly relate to the position requirements contained in the Vacancy Announcement.  If a question isn’t related to job duties, skills, and work behaviors, don’t ask it!
Many candidates are well-coached on answering the typical interview questions such as “Why did you leave your last job?” and “What are your strengths/weaknesses?”  Go beyond the “usuals.” Avoid questions that get you only yes-or-no answers because most of the time, “yes” or “no” doesn’t tell you much.  

Good core interview questions allow you to:
--Observe a candidate’s attributes that will affect job performance, e.g., ability to communicate; ability to reason and understand; temperament; personality and character; and
--Obtain additional information on the candidate’s education, prior work experience, job-related interests, and other information that fills in the gaps on the application; and
--Find out the candidate’s knowledge, skills and abilities by asking about past performance and achievements (behavior-based interviewing); and
--Compare a candidate’s strengths and weaknesses with those of other candidates.

Two types of questions – behavior-based and open-ended -- are often long and have several parts.  Few candidates will remember the entire question, and even fewer will answer it all.  In most cases, you’ll only get a response to the first or last part of the question.  So print out the questions and give a copy to the candidate before you begin the interview.  The candidate can read along as you verbally ask the question.  Then the candidate can answer all parts of the question fully and completely.  If the candidate doesn’t, that’s telling you something about the candidate’s reading comprehension and communication skills.

Don’t get caught up in the common interviewing mistake of talking too much and listening too little.  As a general rule:  The candidate talks 80 percent; you talk 20 percent.

Avoid any questions that do not directly relate to the essential functions of the position or that may be construed as discriminatory or illegal.  In general, it is inappropriate to ask questions about an individual’s race, color, religion, sex, national origin, age, political affiliation, disability status, marital status, sexual orientation, or parenting responsibilities.  If a candidate starts volunteering such personal information about one of these topics during the interview, stop the candidate immediately and state that the information is not relevant to the position and not relevant to your hiring decision.  US courts hold that it is the employer’s responsibility to control the interview.   If you have a reasonable concern that an interview question is discriminatory or illegal, don’t ask it.  If you have a reasonable concern that the candidate is addressing personal information not relevant to the position, politely interrupt and stop the candidate.

There’s an inaccurate perception that candidates are only going to tell you the positives and that they never reveal anything that casts them in a negative light, or might hurt their chances for employment.  Wrong!  You’ll be amazed at what you can get candidates to reveal about themselves and their professional conduct, attitudes, and abilities if you:

--Ask the right questions targeted to position requirements and the information contained in their application package (for example, why is there a one-year gap since the last job held); and

--Listen intently; and
--Ask follow-up and probing questions.

You’re listening for responses that are genuine, thoughtful, and detailed rather than “canned” answers.  “My professional goal is to be in your position one day” is a “canned” answer.  If that truly is the candidate’s goal and intention, then s/he is going to be able to express it more eloquently and in greater detail.

Take notes during the interview.  There’s no way you can remember all the important information you learn during an interview, even if you’re interviewing just one candidate.  Your notes trigger your memory and assist you in making the right hiring decision.  Make sure your notes are job-related and bias-free.
The notes you take during interviews are your personal notes.  If you want to make the notes an official part of the recruitment, give the notes to HR to attach to the application materials.  Otherwise, discard the notes once the recruitment is complete. 

4.14 The Hiring Decision

You make the hiring decision.  The three most important questions you need to answer to guarantee you are selecting a fully qualified candidate are:

1.  Is the candidate able to do the work?  

2.  Is the candidate willing to do the work?

3.  Is the candidate manageable, once on the job?

It’s best to evaluate a candidate as soon after the interview as possible while observations and impressions are still fresh.  The key to a successful interview evaluation is to know the position, the requirements, and what you are looking for in advance of interviewing.  

There are going to be times when you have to justify your hiring recommendation and times when your recommendation is challenged, particularly when you’re considering preference candidates (US Citizen EFMs and US Veterans).  Try and see this as a positive and welcome the input. 

Questions or concerns about your selection are not because anyone doubts your ability to select a candidate.  They are because the burden of proof to demonstrate the preference is correctly applied is on you – not HR, not the PEC.  If the preference is equal between two or more candidates – for example, your hiring decision is between a USEFM versus an Ordinarily Resident US Veteran – then you can select either one with (probably) minimal justification to the PEC.  Their preference is equal, and you’re hiring a preference candidate.  There usually isn’t much to discuss and the PEC is going to want to support your decision. If, however, your hiring decision is not equal – a non-preference candidate over a preference candidate – then you need to have a strong, defensible justification. 
Generally, the PEC is very understanding when your justification is strong. You shouldn’t mind questions about how you arrived at the candidate you’re recommending for employment at the Mission if you have strong and defensible reasons.
Remember that the role of the PEC is not to make the hiring decision for you.  The PEC is there to make sure you apply the hiring preference correctly.  If the PEC questions your decision, the PEC is in all likelihood looking out for your best interests.  Embrace the role of the PEC, let the PEC perform that role, and make sure your hiring decision complies with the law.
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CHAPTER 5
COMPENSATION
“If you’re not learning while you’re earning, you’re cheating yourself
 out of the better portion of your compensation.”

--Napoleon Hill, American author (1883-1970)
                                              (IN DEVELOPMENT)

CHAPTER 6
PERFORMANCE MANAGEMENT
“Performance management reminds us that being busy
isn’t the same as producing results.”
--Time Magazine, 2007
“Five percent of your employees take up ninety-five percent of your time.”

--Peter Drucker
Chapter 6.1 Overview

Performance management is the process of creating a work environment where employees can perform to the best of their abilities.  Performance management is a whole work system that begins when a supervisor defines the position and ends when the employee leaves the Mission.
A performance management system includes the following:

a) Position Description:  Have clear and accurate Position Descriptions. The Position Description is the first step in selecting the right individual for the position, and setting that individual up to succeed.  

b) Selection: Select appropriate people using a structured recruitment process.  Individuals have different skills and interests.  Positions have different and specific requirements.  Selection is the process of matching the skills and interests of the individual to the specific requirements of the position.  Finding a good “fit” is important.

c) Standards and Expectations: Have accomplishment-based performance standards, outcomes, and measures.  One of the main reasons employees fail to meet expectations is that they don’t know what they’re supposed to do.
d) Training: Provide effective orientation, education, and training.  Give the employee the information necessary to perform well.  This includes job-related, position-related, and Mission-related information.  Every employee needs on-the-job, formal classroom, distance learning, and other training throughout their career in order to perform well.
e) Coaching: Provide ongoing coaching and feedback.  Address both the employee’s performance strengths and areas of improvement.  Effective feedback focuses more on helping the individual build on their strengths.  Create a work environment where your employees feel comfortable asking, “How do you think I’m doing?”
f) Feedback: Have regular discussions about performance, ideally 3-4 times a year.  If you’re giving frequent feedback and coaching, discussions of performance change from negative, evaluative, one-sided presentations to positive, future-oriented planning meetings.
g) Evaluation: Document the employee’s level of performance objectively and honestly, with specific examples to support the rating.  

h) Compensation: Have an effective compensation and recognition system that rewards employees for their contributions.  It’s not so much about the money as it is about the message any reward or recognition sends to an individual about their value.  Money has become a metaphor for value.
i) Career Development: Provide promotion and career development opportunities.  You play a key role in helping your employees develop their potential.  Help create an environment where employees feel comfortable to experiment and make mistakes.
Chapter 6.2 Performance Management: What’s in it for You
For LE Staff supervisors, good leadership and supervision demonstrate faster than any other area of assigned work your potential for increased responsibility and upward mobility.  For Foreign Service Officers, elements of management and supervision are included in six of the Foreign Service Core Precepts (04/16/05) the Selection Boards use as a guideline to determine tenure and promotion of Officers.  They are:

· Performance Management and Evaluation

· EEO and Merit Principles

· Professional Standards

· Workplace Perceptiveness

· Active Listening

· Leadership and Management Training  

PERFORMANCE MANAGEMENT PROCESS


As Needed:  Performance Improvement Plan (JF-50B)

Chapter 6.3 Supervision as it Relates to Performance Management
As a supervisor, nothing is more fulfilling (and sometimes more frustrating) than watching and overseeing the professional development of the LE Staff employees in your supervisory chain of command.  Supervising seems to come naturally to some – an innate talent where the supervisor knows how to draw the best from each individual while simultaneously inspiring employees to perform beyond expectations.  For most supervisors, however, managing and motivating staff doesn’t come naturally.  It’s a learned skill most often honed and developed over time.   
Some supervisors are uncomfortable in the role of “judge,” so uncomfortable, in fact, that they avoid evaluating and managing performance as long as possible.  That’s why some choose to manage by “neglect” – letting the status quo continue.  This results in unmotivated employees who feel the supervisor doesn’t care about them.  

Chapter 6.4 Supervision – It’s Knowing Your Employees

A major step in becoming a good supervisor is knowing the kind of employees you have.  Don’t expect most employees to tell you what motivates them, how to reward them, and what a good supervisor-employee relationship is to them.  If you don’t specifically ask them, they expect you to find out through ongoing dialogue, getting to know them personally and professionally, observing them at work, and mostly their reactions to the outcomes of work situations (e.g., team interpersonal skills, method of supervision you choose to use and its outcome, work assignments).

Generally, getting a “professional read” on employees is much easier than getting a “personality read.”  Three of many types of employee professional profiles follow:
1. Do you have an employee who wants more responsibility, training, and skills development so that the employee can advance up the career ladder?  If yes, then it’s your responsibility to encourage this employee’s professional development, even if it means your section or agency loses the employee to another position within the Mission or in the private sector.  Don’t be the supervisor who selfishly clings to the best employees if you know these employees want and are pursuing upward mobility.  A good supervisor is an active participant in an employee’s career mobility and advancement.
2. Do you have an employee who is content in the current position and doesn’t wish to advance any higher, either within the Mission or in the private sector?  If yes, then it’s still your responsibility to help this employee’s professional development, allowing the employee to gain more knowledge and expertise while acknowledging the employee’s value to the section or agency.  Just because an employee doesn’t want to advance any higher than the current position doesn’t mean that professional development stops.  Help your employees grow while letting them know that you don’t want them going anywhere if they are content in their current position.
3. Do you have a poorly performing employee in one or more areas of assigned work?  Is the poor performance due to lack of employee motivation?  Lack of training?  Unclear expectations?  Bad attitude?   Find out, and then be the supervisor who addresses the poor performance, focusing on both the cause and effect.  This is probably going to involve counseling, documentation, training, and any other available resources that allow the employee the opportunity to improve performance to good.  Don’t be the supervisor who ignores the performance problem by distributing the work to good employees.  (What kind of message are you really sending when you do that?)  Don’t be the supervisor who does nothing and passes the employee and the performance problems along to the next supervisor.  Do you think the time, work, and effort it takes to address a poorly performing employee are so much that it’s just easier to leave things the way they are?  Yet things never stay the way they are when you don’t address poor performance.  It gets worse, for the employee and for the section or agency.
Chapter 6.5 Why Evaluate Performance?

Performance evaluation is used to:

· Measure actual performance against expected performance.
· Strengthen the supervisor-employee relationship.
· Provide an opportunity for you and the employee to exchange ideas and opinions and perceptions about job performance.
· Recognize outstanding performance.
· Identify employee training and developmental needs (WDP, JF-50A).
· Identify poorly performing employees (PIP, JF-50B to address performance, and written memoranda to address conduct/suitability).
· Provide legal protection against lawsuits for wrongful termination.

Chapter 6.6 What are the Benefits of Performance Evaluation?

The benefits of performance evaluation help you:

· Control the work that needs to get done.
· Enhance employee motivation, commitment, and productivity.
· Identify goals and objectives for the employee.
· Satisfy the basic human need for recognition.
· Identify career development opportunities for the employee.
· Increase productivity, efficiency, job satisfaction, and morale, thereby decreasing turnover.
Chapter 6.7 Supervision and Evaluating Performance

Every LE Staff employee deserves to know how s/he is performing on a regular basis.  If you have a good working relationship, nothing in the Employee Performance Report (EPR, JF-50) – positive or negative – is going to surprise the employee.

Evaluating performance is ongoing – something you should be doing, consciously or not, every hour of the work day.  One easy way to do it is to get away from your desk and visit the employee.  Another is to have regular discussions about performance, formally and informally.  

Evaluating performance is sometimes not easy.  Disagreement about performance may create a conflict-ridden situation that festers for months.  Often supervisors want to avoid conflict that might undermine workplace harmony. You may avoid a direct conflict, but other negative consequences – office disharmony, decreased productivity, resentment among employees, low morale – surface and spread.  Not addressing a performance issue and being conflict-adverse only make things worse.  
While the Employee Performance Report (EPR, JF-50) is due annually, submitting an EPR doesn’t fulfill your obligation to provide feedback about performance.  Timeliness is important. Immediate feedback is the most effective method of managing performance.  It means you identify and reinforce desired performance and you identify and deal with undesirable performance promptly.  An employee doesn’t want to hear in June about how well s/he did last August.  An employee deserves to know now, when the feedback is meaningful.
If you’re a good supervisor, your opinion matters a lot to your employees, maybe more than you realize, and probably more than they will ever verbally express.  If your employees value your opinion, then that’s why:

  A.  The Work and Development Plan (WDP, JF-50A) is more than randomly choosing duties for evaluating on page one, or glossing over page two which addresses the professional development of the employee.
  B.   Regularly discussing performance needs to be more than a formality or, even worse, not doing it at all and indicating on the EPR that you did.
  C.  You need to address poor performance immediately on a Performance Improvement Plan (PIP, JF-50B), and poor conduct immediately through counseling and documentation.  You cannot just ignore it or hope it goes away.  Poor performance is simply the failure of the employee to do the work at an acceptable level.   Misconduct is generally a failure of the employee to follow a workplace rule (whether written or unwritten).  An easy way to distinguish between performance and conduct is to see a performance problem in terms of "can't do it" and a conduct problem in terms of "won't do it."  Examples of misconduct include tardiness and absenteeism, insubordination, falsification, and poor performance that is deliberate.  Sometimes performance and conduct overlap – for example, arriving 1 hour late to work every day impact’s the employee’s performance.  You need to decide how you’re going to address the issue: as performance, or conduct.   Handle any performance problem where the employee could do the work as conduct.  
  D.  The Employee Performance Report (EPR, JF-50) is more than checking boxes and signing it.  
Setting performance expectations and professional development goals (JF-50A), discussing performance regularly (Optional JF-50C), addressing performance problems (JF-50B) and thoroughly and accurately documenting the performance (JF-50) are all ways you show your employees you care about them – personally and professionally.  That’s a strong and positive non-verbal message to send.
Chapter 6.8 Employee Involvement

Performance management is most effective when you actively involve the employee.  An employee:

· Needs and wants to have his/her voice heard.
· Is more likely to consider the system as being fair if they understand and are involved in the process.
· Is more likely to demonstrate genuine commitment to goals and performance.

Chapter 6.9 Work and Development Plan, JF-50A
The beginning of each rating period starts with the Work and Development Plan (WDP, JF-50A).  Note the key words: 
· Work.
· Development.
Never have one without the other.
Under some performance management policies, you set the work goals and objectives for the new rating period at the same time you evaluate performance for the prior rating period.  It’s all included on the performance evaluation (e.g., the old JF-50, Work Plan and Performance Evaluation Report.)

Under the current LE Staff Performance Management policy, HR/OE divided evaluating performance for the current rating period and establishing the goals and objectives for the new rating period into two separate forms, each due at slightly different times:

1. Employee Performance Report (EPR, JF-50), due at the end of the rating period; and

2. Work and Development Plan, (WDP, JF-50A), due within the first 30 calendar days of the new rating period.

The separation is important because it strengthens overall performance management.  Why establish the work requirements (job elements) and development goals for the new rating period when you’re still evaluating the employee’s performance from the prior rating period?  It defeats the purpose, divides your attention, and can dilute the evaluation.  Following are a couple of examples that demonstrate this concept.
· Based upon current performance, you may want to target a particular duty in the new rating period, either to build upon because it’s so good, or to address because it’s not meeting your expectations.
· Based upon current performance, you and the employee may want to specifically target training or developmental learning tasks for the new rating period.

You can’t focus on the future (work and development) until you’ve first finished the past (evaluation).  The best approach is to concentrate solely on the Employee Performance Report and evaluating the overall performance of the employee, using as your baseline the 3-6 job elements in the past year’s WDP.  Now’s not the time to get distracted thinking about the new rating period and new work requirements. 
Once you complete the evaluation, give it to the employee.  Both of you read it, submit it, and take a little time to think about it.  Then, within the first 30 calendar days of the new rating period, complete the Work and Development Plan (WDP), establishing both the performance expectations and professional development for the employee for the coming year.

Remember that although performance management is ongoing – think of it as a big circle – it does have set starting and ending points.  It starts with establishing the standards of good performance and expectations and a plan for the employee’s professional development (the WDP).  It ends with an honest and objective evaluation that states whether those standards were met (the EPR).

Each section of the WDP (JF-50A) tells you who takes the lead in completing it.  Although you are ultimately responsible for the final content of the WDP, this is a document that truly must be collaborative between you and the employee (except for Section 2, Job Elements).  You want and need the employee’s active involvement in completing this document.

Chapter 6.10 Work and Development Plan, JF-50A: Job Elements for Evaluation

You must first decide the performance criteria you’re going to use to evaluate the employee for the rating period.  You start by reviewing all the major duties and responsibilities in the Position Description.  Try to evaluate on integral, ongoing parts of the employee’s work portfolio, not the minor responsibilities the employee does on a sporadic basis.

Section 2, Job Elements, of the WDP may remain the same from rating period to rating period, or you may change them all, or use a combination of previously used and new job elements.  That’s one of the great things about the WDP and a performance-based evaluation program.  It lets you target performance to the current goals and objectives of the section or agency.  It allows you to evaluate what’s important to you (and the employee) right now and it allows you to change it as work, priorities, and section or agency objectives change.  It doesn’t always have to be the “same ole, same ole” criteria of evaluation.
You are responsible for completing Section 2, Job Elements.  This is when you look at all the major duties and responsibilities in the Position Description and decide the 3-6 that are going to form the foundation of the employee’s performance for the coming year.  You may ask the employee’s input, but the final decision is yours.  There are going to be times when you want to target a certain part of the employee’s work portfolio.  For example, one year the focus of the agency or section’s work may shift toward one part of the employee’s portfolio.  You want to be sure to evaluate the employee on those duties and responsibilities for that year.  Another example is your need to address a performance problem that is negatively affecting how the employee is performing one or more duties and responsibilities.  You may want to target one of the job elements to any the poor performance specified in a Performance Improvement Plans (PIP, JF-50B) you’ve already completed. 
Section 2 is yours because it truly is your responsibility to set the standard and expectation of performance for the rating period.  Whether or not the employee agrees with the job elements you establish in the WDP for the rating period, the employee is required to accept and demonstrate good performance on those job elements as well as the rest of the duties and responsibilities in the Position Description.
Think “SMART” when deciding job elements for Section 2 of the Work and Development Plan (that will make up Section 6 of the Employee Performance Report): 

Make sure each Job Element is:

SPECIFIC –Performance that is witnessed or observed, defined, and concrete.

MEASURABLE – Able to assess, evaluate, and distinguish between different performance levels.  You identify the end result in terms of quantity, quality, timelines, acceptable standards, or procedures.  


ACHIEVABLE – Something the employee may achieve without barriers that hinder its completion.  It should not be so easily achieved that the employee isn’t challenged, or so difficult that the employee becomes frustrated.  Make it reasonable.

REALISTIC – A duty with a reasonable expectation for success provided the employee has the training, tools, and other resources required.
TIME-BOUND – Ideally it has a timeframe associated with it – daily, weekly, etc.

Chapter 6.11 Work and Development Plan, JF-50A:  You Gotta Develop, Too!

Page Two is Just as Important as Page One
Section 3:  You and the employee are both responsible for completing Section 3, Development Needs, of the WDP.  The form indicates that you take the lead in completing Section 3.  Why?  Because often a supervisor – having an outsider’s objective perspective – can better identify the developmental needs of an employee.  This doesn’t mean that the employee doesn’t have the self-analytical skills to identify their own professional growth and training needs.  (That’s why Section 3 is collaborative.)  But good employees expect good supervisors to actively take an interest in their professional development.  They want to hear what you think they need to become even better employees.  They want to believe you have their best professional interests at heart.  Even the most introspective of employees cannot identify every course, activity, or learning opportunity that will have long-term positive professional benefits. If you’re a good supervisor, your opinions mean something.  You are going to suggest some of the most rewarding training and developmental activities your employee receives if you continuously observe performance and identify talent and potential that, when targeted, positively impacts you (as a supervisor), the employee, and the Mission.
Section 4:  The employee takes the lead in completing Section 4, Developmental Activities, of the WDP.  This is where the identified training and development gets into the specifics.  The employee needs to take your input and his/her own ideas and specifically target it over the short- and long-term by identifying formal, distance learning, on-the-job, and other types of training or personal development.  (As a starting point, NFATC’s website is an excellent resource.) 

Completing Section 4 does not establish a formal obligation or commitment between you (on behalf of the Mission) and the employee.  It’s not a contract.  There is only so much money, time, and section coverage available for LE Staff training, even if it’s on-line or distance learning, or detailing an employee for cross-training, or to learn a new area of work. Think of Section 4 as a “wish list,” similar to going online to a shopping website and selecting items that you one day hope to purchase.  You hope to eventually buy them, but realistically you know there’s no guarantee you’ll ever be able to afford to buy them all.  You’ll probably end up with some of your wish list, and that’s okay.  Ideally the employee will receive all the training and developmental activities listed in Section 4.  Realistically, the employee will probably receive some of what’s listed there, and that’s okay.
Another approach is to think of Section 4 as the employee’s “training and developmental roadmap” of professional growth and development.  As section or agency priorities change, or the employee’s professional career goals and objectives evolve, items may over time temporarily or permanently drop off Section 4.  

Combined, Sections 3 and 4 of the WDP provide over time a documented history of the employee’s professional lifecycle during employment at the Mission.  It shows where the employee worked, what the employee did, and how the employee developed his/her professional knowledge, skills, and expertise.  
Thoroughly and thoughtfully completed, all of the WDPs become the historical work resume of the LE Staff employee.

Myth versus Reality

Here are two myths and two realities about an employee’s professional development.

Myth 1:  At some point, professional development stops because an employee learns all s/he needs to know for ongoing and consistently good performance in the position.

Reality 1: Professional development never, ever stops.  Learning is a continuum.  There are “life lessons” and “work lessons” and “education lessons” and “interpersonal lessons” throughout the lifecycle of employment.  Learning never stops. An employee who’s been in the same position for twenty years still has much to learn.  From the new hire to a LE Staff employee with 40 years of service at the Mission, there is always something to learn and there are always opportunities for professional growth.  Living is an education and as long as you’re alive, you’re learning.
Myth 2:  Once taken, that’s it.  You don’t need that course or activity again.
Reality 2:  Once taken, repeat again in 5-10 years.  For example, just because an Economic Assistant took the FSN Economic Training (PE-220) course in 2003 doesn’t mean s/he shouldn’t take PE-220 five to ten years later.  There are a lot of major policy and procedural changes that occur in the American and LE Staff programs in 5-10 years.  The current PE-220 course curriculum is probably not the same as the 2003 PE-220 course curriculum.  While LE Staff always need new training and developmental learning activities, it’s also good to “repeat the past” and take the same course again as a refresher.  Stay current, reinforce what you know, and learn what’s new or what’s changed.
Roadblocks to Professional Development
Roadblock 1: Development is only for the incompetent.

Crashing Through It 1:  Training and professional development isn’t only for poorly performing employees, or those struggling with the duties and responsibilities of the position.  Yes, supervisors appropriately use training effectively to address poor performance and to give the employee the training, skills and abilities the employee needs to improve.  That’s part of being a good supervisor – helping employees reach their full potential.

The problem occurs when you begin seeing training or developmental opportunities restricted only for the “ones who need help.”  Remember that professional development is ongoing for all employees.  Don’t let the perception creep into the minds of your employees that training is the “reward” for poor or lazy performance.  Don’t allow a poorly performing employee to over time believe that the worse the performance, the more training opportunities that are going to come his/her way.  Then you begin rewarding poor performance with travel, training, and time out of the office.
Instead, assist and encourage every employee in professional development, and provide the opportunities equitably to all.  Absolutely address poor performance with a formal training or development activity when it’s appropriate to the performance problem.  Don’t use it as the “automatic default” solution for every performance problem.  There are many ways to address poor performance.  Make sure you consider all the options and use the best one, which may or may not be formal training. 
Roadblock 2:  Supervisors sometimes use development plans as a special benefit or even as a place to send “topped out” employees.
Crashing Through It 2:  Don’t allow training or professional development to become a reward for good employees, or a way to compensate an employee who is at the top step of the FSN grade of the position.  It’s understandable that you want to send the most deserving employees to training when Mission training funds or class space is limited. However, training isn’t a reward or a benefit.  It’s an opportunity.
Training or development isn’t a way to try and motivate an employee suffering from burn out, or who is near retirement, or who is just flat-out tired of doing the same work for 25 years.  Professional development needs to be an equal opportunity for all, understanding that you or Mission management must apply some kind of selection criteria.  Don’t allow that criteria to be solely “reward” based.  Look at Sections 3 and 4 of the WDPs of your staff.  Assess section needs and the benefits to the section from someone receiving a particular training or developmental opportunity.  Assess employee needs and professional growth.  Make your decisions “section and employee benefit” based rather than “reward” based. 

There are some advanced level training courses, conferences, discussion forums, and workshops where the Mission is specifically asked to identify and nominate “the best of the best,” usually with a narrative justifying the nomination.   The selection criterion then needs to be based upon merit and, yes, that’s a “reward-based” opportunity for one of your employees.  This is when it’s appropriate to look at your exceptional employees and consider who deserves the Mission’s nomination.   Think of it as both a “professional recognition” and professional developmental opportunity.  In these cases, think not of who needs to attend, but who deserves to attend.  Finally, remember that these opportunities are highly competitive, so your narrative justification needs to be strong – full of examples that highlight the consistently positive impact the employee’s performance and contributions provide the Mission.
Roadblock 3:  Development’s short-term inconvenience may obscure the long-term payoffs.
Crashing Through It 3:  When you give an employee a training or developmental opportunity, you are often taking the employee away from the office anywhere from one day to several weeks.  You’re losing the employee’s productivity during that time, and often asking remaining staff to cover the workload in the employee’s absence.  This sometimes prevents supervisors from actively giving employees professional development opportunities.
It’s important to look at the big picture.  All employees deserve an opportunity to develop their skills and expertise.  The benefits of the training or developmental activity will yield long-term dividends for the section.  It’s time and money well spent.  Often the employee returns refreshed and energized, with a renewed excitement based upon what’s been learned and new skills acquired.  They share what they’ve learned with their colleagues, often increasing productivity and adding to the skills banks of the entire section.
Roadblock 4: Often development becomes an activity trap.  
Crashing Through It 4:  Some employees will try and make a career out of training and development activities.  They try and move from one activity to the next, touting the benefits to themselves and to the section or agency, when the reality is they are trying to avoid doing their work.  You’ll often hear these individuals referred to as “professional students” because their career goal is to learn everything and do nothing. 
As a supervisor, it’s easy to identify these individuals and put a stop to it.  First, have an equitable approach to distributing training and development opportunities within the section.   This allows you to equally divide opportunities to everyone.  Second, don’t always allow the “squeaky wheel” to get your first attention.  Some employees are quick to volunteer for training and developmental activities.  Others are waiting for you to select them, because it flatters them that you recognize their hard work and see potential for their professional growth.  Again, be equitable and objective in identifying staff for training and developmental opportunities.  Third, learn to differentiate between employees who are sincerely interested in professional growth and those who are using it as a way of avoiding work.  One easy way to do this is by observing the employee after the training or developmental activity.  Employees focused on professional development use and apply what they learn and share it with their colleagues.  They become better at what they do.  Employees focused on avoiding work and staying out of the office as much as possible rarely use what they learn, have no interest in sharing it, and remain “stuck” in neutral.  They don’t learn anything and they don’t professionally develop.
Roadblock 5:  Often development plans are designed as though everyone has the same learning style.

Crashing Through It 5:  Adults learn best by:

· Doing (actively participating); and
· Sharing their experiences with others.
That’s the foundation of adult learning.  Within that educational concept of “doing and sharing” are many variations of how adults learn best.
Don’t assume that one style of learning fits all.   Some employees learn best in a classroom environment; others by taking a class online; and others by working one-on-one with a work colleague or mentor who provides general instruction, guidance, and reviews assignments and work products.
Some employees want to be up in front of the class as active participants; others want to sit back, observe, and process what they learn.  There are visual learners, auditory learners, analytical learners, introspective learners, read quietly and then process learners, active and passive learners, and infinite combinations of these.  That’s why in a class of twenty, some participants will understand immediately and others will need it explained several times.  The “light bulbs” of learning and comprehension go off at different times, depending on the type and methodology of instruction.
With so many styles and ways of adult learning under the concept of “doing and sharing,” it may seem impossible to target learning to the employee.  It’s not.  You’re going to need the employee to help you identify the preferred style of how s/he learns.  Understand that doing this is not to find out the only way the employee learns.  It’s finding out the best way the employee learns.  
Don’t assume an employee can easily tell you how s/he learns best.  They may not be acutely aware of their preferred way of learning since most adults develop their learning style instinctively and unconsciously.  They don’t know how they learned it; they just know they learned it. 
You can help an employee identify how s/he learns best and then target some of the training and development towards that style.  For example, if you know an employee loves learning by taking computer courses that are self-paced and self taught through chapters and exercises, then target online and distance learning training.  If the employee learns best in a high-energy environment where s/he can bounce ideas off of others, most of the training may need to be classroom oriented.  If an employee learns best one-on-one at a slower pace and time for a lot of questions for the subject matter expert, then having a colleague show or teach the employee a new method, approach, or procedure is going to work best.      
Assisting an employee in identifying the best way s/he learns also helps the employee identify the training and development opportunities in Section 4 of the WDP that provide the most enjoyment as well as the best learning environment.

Roadblock 6: Many employees plan in the dark.  

Crashing Through It 6:  Sometimes an employee thinks of training or development in the present tense – what’s needed now.  Sometimes an employee doesn’t think of training or development at all, and just takes what’s offered when it’s offered.  

While it’s important to develop skills and expertise that provide an immediate benefit to the employee and the section, it’s just as important that you and the employee look at the big picture.  Where does the employee want to be five years from now?  Ten years?  For example, there’s a good chance the employee will be in another Mission position within the next five to ten years, or have left Mission employment for a career in the private sector.
What can you and the employee do to help achieve the employee’s professional goals?  Don’t take a short-sighted approach to training and development.  Don’t pick opportunities at random because the course looks good from reading the course syllabus, or because it lasts three weeks and means a lot of time away from the office.
A good supervisor and a good employee look at the employee’s professional development in terms of short-, medium-, and long-term goals. If a long-range career path has a chance to be successful, the employee must chart it – lots of specific training and development ideas for the short-term, several training and development ideas for the medium-term, and a few ideas, concepts, or objectives for the long-term.  These will change and evolve over time, but the employee needs to view the long-term professional objectives as the goal -- “Where I Want to Be” in X years.

Your responsibility is to develop the employee for success in the current position as well as for future success in any position at the Mission or a career the employee may one day pursue in the private sector. This means your goal is the same as the employee’s – a long-range career path.  

How often have you heard individuals say that they just “ended up” in their current position?  (“How I ever ended up doing Consular work I’ll never know!  I sure do enjoy it, though!  Been in this section for fifteen years!”)  While the groping in the dark career path can work out successfully (and individuals often will comment on how lucky they feel that it did), more often you’ll find employees who don’t enjoy the work they do five days a week, eight hours a day.  (“Not another day.  Can’t take this.  Not another day.”)   Planning in the dark didn’t work.  
A recurring theme that workers pass onto recent college graduates:  “Find something you love.  Then make that your life’s work.  You’re going to be working a long time and it’s very hard going to work when you don’t like what you’re doing.”  In other words, identify and plan your career and start doing it now.

Sometimes all employees need is your help to “turn on the light.”  It might be that employees never even tried turning it on themselves.  For example, you ask an employee why s/he decided to become an Economic Assistant and you get this reply:  “Because my father is an Economist and I knew he wanted me to follow in his footsteps.  So this is what I’m supposed to do.”  Or you ask how an employee decided to work in Consular Affairs and you hear, “Well, I started out in the Consular section as a Consular Clerk, and this is all I really know how to do.”  You can help the employee “see the light” and broaden the horizons regarding career development.  

Turn on the light.  The only limits are the ones we place on ourselves.

Summing Up the Work and Development Plan
The Work and Development Plan serves two important purposes:
1. It establishes the criteria for performance-based evaluation.

2. It lays out the professional growth and development plan for the employee for the short, medium, and long term. 
Think of the WDP as “The Two Ps.”  Page one is the Present (current performance and position-based).  Page two is the Potential (training, growth, career development).  Your role as a supervisor is to cultivate the talents and skills of your employees.  The role of employees is to actively participate in and pursue their professional goals and future career aspirations.  

Employees expect you to help them meet their professional goals.  You need to encourage the upward mobility of your employees, even if it means losing the best and brightest from your agency or section.  One easy way to do this is to get the employee to focus on Sections 3 and 4 of the Work and Development Plan.  They’ll do it. . .if. . .you take a real interest and play an active role in assisting the employee in completing it.  Once completed, you need to proactively see if you can help the employee achieve some of the classroom-based training, distance learning, Internet learning, FASTrac, and other developmental activities in the WDP.
Work.  Develop.  Good employees need to do both.  Good employees need good supervisors to help them do both.

Chapter 6.12 Employee Performance Report (EPR) – Four Performance Standards

The LE Staff Performance Management Policy issued in 2007 changed the performance standards from five (Outstanding, Commendable, Fully Successful, Needs Improvement, Unsatisfactory) to four (Exceptional, Good, Needs Improvement, Unsatisfactory).  

Changing the performance standards from five to four is part of a long-term cultural change in defining “Good” as the performance level of LE Staff employees that the Mission wants to retain and reward.  Doing the minimum required to stay in the position – which over time is what the definition of “Fully Successful” devolved to – is no longer acceptable.
The new philosophy needs to be clear and emphatically stated:  The Department of State wants good employees.  As the Mission continues to give more responsibility and authority to LE Staff, these employees must perform at a level that meets and sometimes exceeds expectations – a “good” level.  
You are expected to identify and aggressively address poor performance.  This includes employees doing “the minimum required” to remain in their position.  Doing the minimum required does not meet the definition of “Good.”

You are also expected to recognize those employees who truly set the highest standard of performance with “Exceptional” evaluations.

HR/OE recognizes that “good” is defined differently throughout the world, and that in many cultures, “good” is not indicative of commendable, productive performance that meets and sometimes exceeds your expectations.  What you and LE Staff employees need to do is focus on how “good” is defined for purposes of LE Staff performance management within the Department of State culture.  Don’t apply the host country definition of “good” to the LE Staff Performance Management Policy.  

Read the definition of “Good” carefully.
Good:   This is a level of consistently successful, sound performance.  The quality and quantity of the employee’s work meets or exceeds expectations.  The performance represents a dependable level of competence reflecting an ability to work independently without complaint from customers.  Tasks are completed in an accurate, thorough, and timely way.  The employee reliably adheres to procedures and format requirements, follows the instructions of the supervisor, provides valuable input to the supervisor, and is an ongoing, dependable contributor to the goals of the Mission.

You’ll see that “Good” demands a lot from LE Staff employees.  You should be thrilled if you have a section of good employees as defined in the LE Staff Performance Management Policy.  This means your employees are active contributors to the section.  They are productive, efficient, doing their assigned work well, and have interpersonal skills that help create a positive, mutually supportive, and creative work environment.

And that’s a “good” thing.
SAMPLE PERFORMANCE CHARACTERISTICS (SOURCE: UNKNOWN)










NEEDS IMPROVEMENT

       EXCEPTIONAL



GOOD


Or UNSATISFACTORY

Manages time well and meets deadline

Usually meets deadlines

Fails to meet deadlines 










most of the time

Completes tasks without reminders

Usually completes tasks without
Rarely completes tasks






reminders



without reminders

Responds to E-mails promptly


Reads E-mails, may need

Doesn’t respond to E-mail,






occasional reminders to respond
even with reminders


Work seldom has to be redone, and

Work sometimes must be
 
Work often must be
needs only normal editing/revision

redone



if completed at all

On time for work, meetings, and training

Usually on time for work,

Late most or all the time 





meetings, and training



Keeps supervisor informed of whereabouts
Usually informs supervisor

Can’t be located

 




of whereabouts

Takes initiative



Does what is tasked to do

Avoids work

Customer comes first


Good reports from customers;

Complaints from 






no complaints


customers
Researches on own for answers

Goes to others for solutions first
Doesn’t try to find solutions;
Passes problem to others

Doesn’t need direction; knows next steps
Needs direction sometimes, but can
Needs constant direction and

and moves forward



then proceed independently                    almost daily oversight 

Follows through



Typically follows through

Must be reminded 










several times






Keeps supervisor informed on status

Informs supervisor on status

Fails to keep supervisor 

of work assignments


of work assignments when asked
updated about ongoing work

Knows the next steps, and tells supervisor
Arrives at next steps after 

Never knows next steps;






discussing with supervisor

waits to be told

Goes to the Rater with ideas;


Occasionally has an idea for the
Few to no ideas for Rater;

open to other’s ideas


Rater;  open to other’s ideas

no interest in other’s idea.

Colleagues come first to this


Colleagues will seek out this person
Colleagues rarely go to 

person for guidance, help


for help, but seldom as the first choice
this person for help

Demonstrates leadership


Waits for others to lead

Obstructs leadership of others

Quick study



Retains what is learned, but 

Has difficulty retaining






doesn’t pass knowledge along

knowledge








Puts training into practice


Attempts to use what’s learned in
Cannot or will not use







training, when instructed to

training

Accepts ownership/responsibility

Does the work as assigned

Tries to pass off work to

for the work







others

Volunteers



Participates when asked

Never volunteers

Chapter 6.13 Overrated!  Overrated!
You’re not doing yourself or the employee any favors by overrating on the Employee Performance Report (EPR).  Overrating employees won’t win you any long-term popularity contests.  Overrating employees weakens the section and the Mission.  Overrating employees means your truly “Exceptional” employees resent you evaluating other staff at their level.  Over time, this is going to lower your section or agency’s standard of performance and productivity because you just “check the high boxes” instead of accurately evaluating and rating employees based upon standards of performance, productivity, and professionalism.  
Save the “Exceptional” rating for the few individuals who strive for excellence and consistently achieve the highest levels of performance, working in an independent, self-directed manner and consistently achieving results well beyond the scope of the position and your expectations.
Set the achievement bar in your section or agency high, and you may find that the majority of employees begin trying to reach it.  Conversely, don’t set the achievement bar at all – rate everyone as “Exceptional” – and witness the negative repercussions of lower employee motivation, lower productivity, and lower expectations.
Chapter 6.14 Employee Performance Report (EPR) -- Common Errors

Supervisors can inadvertently make some common errors during a performance evaluation.  Review these errors so that you don’t make them.

· Surprise! Surprise! – The golden rule in preparing the EPR:  There are no surprises in it for the employee.  If you monitor performance, provide regular feedback, and address performance problems when they arise, then nothing in the EPR is going to shock the employee.   

· Halo Effect – This is when you consider a person good in one category and then believe the person is good in all other categories.  Research shows individuals seem to see a person as roughly good or roughly bad across all categories, instead of seeing a person in mixed terms.  (Example:  Alan’s a great cook.  So he must also be great at housecleaning, yard work, home repair, and sports.)   Do not allow an overall impression of an employee to influence your judgment on each Job Element on the EPR.  Consider each Job Element independently of all other factors (understanding that many duties and responsibilities do overlap.)

· Devil Effect – The opposite of the halo effect, sometimes called the “Horns Effect.”  This is when someone judges an individual with a single undesirable trait as having many poor traits, allowing the single weak point or negative trait to influence the overall perception of the person in general.

· The Recent Effect – Don’t allow a single recent outstanding contribution or an untimely mistake just prior to writing the EPR unduly influence the entire rating period and the evaluation.

· Unforgettable Effect – A significant mistake or outstanding contribution can make an impression that lasts a long time.  Be fair.  Don’t allow a negative event to “haunt” an employee long after s/he corrects the error.  Don’t allow one outstanding contribution to shift focus away from the overall performance during the rating period.
· Leniency – Don’t give high ratings to all employees because you feel uncomfortable about communicating negative feedback, or want to “make the employee feel good.”  It’s unfair to the employee.

· Severity – Don’t prepare evaluations so consistently harshly that the employee feels s/he may never measure up.  Set a high standard of performance, not an impossible standard of performance.
· Compatibility – Don’t rate employees that you like on a personal level higher than they might deserve.  Don’t rate employees lower than they deserve when there are personality conflicts.

· Similarity Effect and Self-Comparison – Avoid judging more favorably employees whom you perceive as being similar to yourself.  Don’t penalize an employee for not doing a job in the same way you would do it.
· Personality Traits – Avoid giving a lower rating than deserved to an employee who is cocky, brash, too meek, too passive, or lacking a quality that you believe is good.  Do evaluate interpersonal skills as they relate to the work – e.g., interaction with customers, clients, external contacts, and the supervisory chain of command.  If you have an “office bully,” then by all means evaluate those interpersonal skills as they negatively impact on performance, office morale, and customer and client satisfaction.  Connect personality directly to work performance.  
· Potential – Evaluate based on actual job performance and on the characteristics they show.  Don’t evaluate based on what they may do or become in the future.

· Lack of Interest – If you care about performance management and evaluation, so will the employee.  The employee may determine your interest level by the thought and effort you put into preparing the evaluation.  If every year you’re just checking boxes and not completing a Rater narrative in the EPR, the employee may see that as a lack of interest.   The employee may determine your interest based upon how much time you take with discussing performance.  If you don’t have any discussions of performance during the rating period, the employee may believe that you don’t care.  The employee may have the same belief if you consistently submit the evaluation late.
Chapter 6.15 Employee Performance Report – Rater Narrative
Section 8 of the Employee Performance Report (EPR) is where you write a narrative justifying your rating and commenting on the overall performance of the employee.

You must write a narrative when:

A.  The Rater Summary Rating (Section 7) or Overall Summary Rating (Section 3) is Exceptional, Needs Improvement, or Unsatisfactory; or

B.  Mission policy requires that supervisors write narratives for all employees.
Whether or not a narrative is required. . .write something.  Don’t send this silent message to good employees:  “I value you and your work so much that I managed to take five minutes to check some boxes for your evaluation.”
The narrative doesn’t have to be lengthy.  It’s not the quantity of what you say; it’s the quality of what you say.  Write something, make it a meaningful commentary on performance, and the employee will appreciate it (and you).

Chapter 6.16 The Employee Performance Report (EPR) – Submit it On Time

It’s very important that you submit the Employee Performance Report (EPR) on time.  Submitting it on time is critical because it tells your employees that you are interested in their professional development and you want them to succeed at what they do. 

The HR office sends you notification that you need to prepare an EPR for an LE Staff employee 6-8 weeks in advance of the due date.  This gives you plenty of time to complete the EPR, even if you directly supervise a lot of employees.

Submitting the EPR by the due date is much more than just meeting a deadline.  A late EPR may send a message to the employee of your indifference. You may be inadvertently sending the message “I don’t care about you” to the employee, regardless of the content of the evaluation.  A supervisor who cares about employees submits evaluations on time.

There are financial consequences for late submission as well.  A late EPR delays the employee’s Within-Grade Increase.  You don’t like it when there are delays in increases to your rate of compensation.  Neither do LE Staff.  When the evaluation is for a developmental level position, a late evaluation delays the promotion for the employee (if the Rater recommends it and the funds are available).  Promotions are never retroactive, no exceptions.  So the late EPR means the Rater costs the LE Staff employee compensation s/he never recovers.

Finally, there’s a lot of time and attention devoted to preparing and submitting Foreign Service evaluations.  The FS EER must be error free, have specific examples of performance, and reflect the level of performance sustained during the rating period.  The Rater must address specific criteria of performance, e.g., managerial skills, EEO sensitivity. There are consequences for the FS Officer who, as the Rater, submits a late FS EER.   Does the State Department want to give the perception or appearance of a double standard in evaluating employees?  One for FS Officers – the Rater must submit it on time – and another for LE Staff – the Rater submits it whenever s/he wants, or not at all?

The performance evaluation is just as important to LE Staff as it is to Foreign Service Officers.  You need to give the EPRs of your employees the same amount of focus, attention, and thought as you want your supervisor to give to yours.

Chapter 6.17 Delaying the Inevitable – Not Addressing Performance Problems
At some point during your professional career – as long as you remain a supervisor – you’re going to have to directly deal with poor performance.  Something the employee is doing or not doing has gotten your attention, and for all the wrong reasons.  

Every supervisor wrestles at some point with one or more of these in an employee:

· Lack of productivity

· Lack of planning

· Lack of focus

· Failure to follow procedures

· Lack of accountability

· Sloppy writing
· Attitude problems

· Discourtesy
· Difficulty taking direction
· Too much phone time
· Late assignments
· Attendance difficulties
· Computer/Internet abuse
· Bullying and Intimidation
How do you talk to an employee who is having a performance problem?  Well, many supervisors don’t, hoping it will go away.  It won’t. 
Instead of directly addressing the performance problem, a supervisor instead will try all kinds of “solutions,” including but not limited to: 

· Ignoring it.
· Complaining to others.
· Doing the employee’s work.
· Reassigning the employee’s work to other agency/section employees.
· Suggesting the employee retire.

This is called “enabling the employee.”  An employee with a performance problem that’s never addressed is going to test you to see what s/he can “get by with” and how much you’re going to tolerate before requiring the employee to meet your expectations.

Accepting performance that doesn’t meet your expectations becomes your (tacit) approval of that less-than-good performance.  It tells the employee, and others, that you are approving the unacceptable performance.  This encourages the employee to continue the poor performance.  Other employees who witness this may begin lowering their productivity because you’ve redefined what’s acceptable.  Doing anything other than addressing the poor performance is a temporary fix at best, and may backfire.  Ignore a performance problem and it gets worse – guaranteed.

Chapter 6.18 Initial Diagnosis:  Why Is This Happening?
Before beginning to address a performance problem, try to the best of your ability to diagnose why there’s a performance problem.
· Are the section/agency’s operations, process of work assignments, delegation of authority, confusion about the supervisory chain of command (e.g., having a team leader and a direct supervisor), overlap or blurring of responsibilities, or other work procedures in place causing the employee to fail?

· Does the employee believe your way, or the current process won’t work?  (This is not an excuse or justification for poor performance.)  Maybe the employee is right.  You have the burden of proof to show the employee why you are right.  If the employee is still reluctant to do it your way, tell the employee to follow your instructions and that you are going to take full responsibility for the outcome.  Then be prepared to take full responsibility, regardless of the outcome.
· Does the employee believe his/her way is better?  (This is not an excuse or justification for poor performance.)  Maybe the employee is right.  Try and see why the employee prefers his/her way before insisting on change.  If you determine your way is still better, then explain to the employee why a change is necessary.
· Is it the employee’s attitude, apathy, or lack of motivation? (This is not an excuse or justification for poor performance.)
· Is the employee “burned out?”  (This is not an excuse or justification for poor performance.)
· Has the performance problem been going on a long time and never addressed by previous supervisors?  (The employee is being “rewarded” for not performing.)
· Does the employee know exactly what to do?

· Does the employee lack the self-confidence to perform the work?  Lack of confidence sometimes results in work not getting done.  It may “paralyze” an employee’s productivity.  (This is not an excuse or justification for poor performance.)
· Does the employee seem overwhelmed?  Feeling overwhelmed sometimes causes an employee to fail to perform up to expectations.  (This is not an excuse or justification for poor performance).  It may indicate lack of organizational skills, time management, or focus.
· Does the employee have the appropriate and needed people working with him/her or the team to accomplish the work?

· Does the employee understand what success means to you?  Employees may not know they are doing things wrong until they get some kind of feedback from you about expectations and what you consider success in the task.
· Does the employee feel valued and recognized for the work?

Chapter 6.19 Counseling on Poor Performance

Counseling is an ongoing process.  You’re not supposed to counsel only when there’s a performance problem, although counseling may help quickly correct a performance issue.  
Think of counseling as an ongoing two-way dialogue, helping good employees brainstorm ways to continually improve, and helping poorly performing employees identify the area(s) for improvement and giving them guidance and specific ways to improve performance to meet your expectations.

Some supervisors don’t want to address performance issues early because they received no training in effective counseling procedures.  Regardless of your training or comfort level on counseling, you have a responsibility to counsel an employee on issues that become a concern to you.  If the matter is a concern to you, share it with the employee who caused the concern.  Then it becomes a “shared” concern that both of you must address.  You can’t solve a poor performance problem without involving the employee (unless the employee resigns).
Chapter 6.20 Counseling on Poor Performance -- Before the Meeting
When you decide it’s time to officially address the performance problem, there are things you need to do and understand before meeting with the employee:
1. Accept that counseling: 

· Is hard, sometimes unpleasant work.  (Many supervisors have said it’s easier to discipline an employee than to counsel.)  It’s rarely comfortable informing someone about poor performance and laying out the consequences.  Many people have a natural inclination to want to avoid conflict and confrontation.  
· Takes time and energy to prepare for the meeting.  You must decide ahead of time on what you want to achieve and develop a counseling plan that helps you stay on track during the meeting.  

· Takes more skill than most other parts of managerial work.  Every situation must have a planned approach to get the maximum benefit from your efforts.  

· Won’t correct every situation.  (That isn’t a “get out of counseling” card.  It’s just understanding and accepting that counseling doesn’t always work.) 
· Requires a different approach, depending upon if you are addressing performance or conduct.  Poor performance is simply the failure of the employee to do the work at an acceptable level.   Misconduct is generally a failure of the employee to follow a workplace rule (whether written or unwritten).  An easy way to distinguish between performance and conduct is to see a performance problem in terms of "can't do it" and a conduct problem in terms of "won't do it."  Examples of misconduct include tardiness and absenteeism, insubordination, falsification, and poor performance that is deliberate.  Sometimes performance and conduct overlap – for example, arriving 1 hour late to work every day impact’s the employee’s performance.  You need to decide how you’re going to address the issue: as performance, or conduct.   Handle any performance problem where the employee could do the work as conduct.  
2.  Remember your goal:  CHANGE.  That’s the main objective of the meeting.  You want to change the employee’s performance.  If change isn’t the primary objective of the meeting, there’s no reason to have it.

3.  Gather the facts.  Be prepared with specific information about the poor performance you observed (e.g., dates, places, scenarios).  Make notes you can use during the meeting.  
4.  Get some guidance from HR.  HR can tell you the options so you can decide the best course of action in advance.  For example, the problem may be serious enough to warrant an immediate suspension under the disciplinary procedures in the LE Staff Employee Handbook.  Maybe the issue only requires a counseling session documented on an Performance Discussion Summary, Optional JF-50C.  Maybe the issue is serious enough that HR recommends you complete a Performance Improvement Plan, JF-50B. Allow HR to point you in the right direction.
5.  Arrange the meeting time and place.  It needs to be private (behind closed doors) and away from the eyes and ears of coworkers.  If you don’t have a private office, use a conference room or a colleague’s office.
6.  Focus on performance and have an action plan.  Go ahead and develop or have a general outline of a suggested action plan, although you are encouraged to ask the employee’s advice and assistance.  The more buy-in you have from the employee, the better the chances are for performance to improve.  But don’t go into the meeting “cold” with no proposals to put forth.   You can always change or modify your action plan based upon the outcome of the meeting. 

Chapter 6.21 Counseling on Poor Performance -- During the Meeting

1.  Remember your goal:  CHANGE.  Change is the primary goal of each meeting.  You want to change the employee’s performance.  If there is no change, the counseling sessions you have and the Performance Improvement Plans (PIPs) you prepare support a future personnel action.  It shows your attempts to help the employee improve before initiating a formal corrective action.

2.  Start with the positive.  It could be a specific way you valued the employee’s past work, or how the employee always volunteers to assist others.  

3. Outline the performance problem.  Use “I-messages” such as “I’ve noticed a backlog of unprocessed forms.”  Be specific.  Be direct.  Refer to your documentation. 
4. Explain how the poor performance affects the agency/section operations.  It’s very important that the employee understand that poor performance has negative consequences – for the employee, for the section/agency, for co-workers, for clients and customers and, yes, for you. 
Here’s where it can get uncomfortable for you and the employee:  Make sure you directly connect the employee to the problem and its negative affects, recognizing that this may be the first time the employee makes this connection.  Make sure you tell the employee that the poor performance directly affects others in the work team, section or agency, and how they feel about it.   

Be tactful.  Be direct.  Make it personal.  
Telling the employee that their actions have negative consequences is often difficult for the employee to hear and, let’s be frank, sometimes hurts the employee’s feelings.  Don’t let that stop you.  Be direct.  Be specific.  Don’t “sugar coat” anything. Make it personal.  You have to make sure the employee hears that the poor performance impacts you, work colleagues, the section/agency, and possibly the Mission in negative ways.
Examples:

“When you take two hour lunches, your colleagues and I have to cover for you and do your work.  It’s an additional burden onus.  I don’t like it, they’ve told me they don’t like it, and it is lowering the section’s productivity.”

“When you don’t do your work, your colleagues and I have to do it. I don’t like it and  hey are complaining about it.  We are tired of having to do both our own work and yours.”

“When you miss deadlines, it makes me look bad to my supervisor.  I don’t like it when my supervisor sees me in a negative light and I have to explain why our section missed the deadline again.”

“When you yell and use profanity at customers, they become offended and upset.  They don’t want you to provide them service anymore.  The feedback I’ve received from customers is that you are loud, rude, and intimidating.  When the customer doesn’t want to deal with you anymore, it means one of your colleagues has to calm the customer down and assist them.  Your colleagues don’t like having to do this because they have their own customers, work, and deadlines they must meet.  When you yell and use profanity at customers, you make the entire Mission look bad because to that customer, you are representing the Mission and the U.S. Government.”

(For a chauffeur):  “When you fall asleep while driving or while stopped at a traffic light, it makes the passengers uncomfortable.  They become anxious and concerned about their safety.  You put the passengers and yourself in danger.  Passengers are giving me feedback that they don’t want to ride in Mission vehicles if you are driving.  Falling asleep puts you at great risk of having a traffic accident, injuring yourself and the passengers.  You are responsible for the safety of all passengers when you are chauffeuring them.  This concerns me greatly and is unacceptable performance.”

Put this same information on Section 3 of the Performance Improvement Plan (PIP, JF-50B).  This is vitally important, because the employee’s reaction to this part of the discussion and seeing it in writing in Section 3 of the PIP is the best indicator of the outcome and whether performance will improve.  An employee who cares about the negative consequences of his/her actions and its impact on others when made aware of it is going to improve performance.  An employee who doesn’t care, won’t.  The employee’s reaction to Section 3 of the PIP and your discussion of performance gives you an excellent “snapshot” of the probable outcome and lays out your next steps.
5.  Allow the employee an opportunity to explain his or her behavior.  Listen carefully, ask questions, and confirm your understanding.  Although counseling is directive, it isn’t a one-way street.  Listening to the employee’s perspective is part of the fact-gathering process.
If the employee indicates hurt feelings, acknowledge it.  “I’m sorry your feelings are hurt and we need to address your performance problem.”  Don’t say “I’m sorry I hurt your feelings and we need to address your performance problem.”  Never apologize for addressing poor performance.  Don’t follow “I’m sorry your feelings are hurt” with “but” because the word “but” negates what came before it.  Use “and” to continue the flow and keep both points valid (acknowledging hurt feelings and reinforcing that the performance problem needs addressing.) 
Again, the correct response is: “I’m sorry your feelings are hurt and we need to address your performance problem.”
6.  State what you expect the employee to do.  
7.  Ask the employee to suggest a plan for resolving the problem (even though you come prepared with a proposed action plan).  If you both are in agreement with the plan, implement it.  If you don’t agree with the employee’s proposal, suggest alternatives or revisions.  If you are formally addressing a serious performance problem, you’ll have to complete a Performance Improvement Plan (PIP, JF-50B) after the meeting is over.

8.  Make sure the employee understands your expectations for future performance.  Make sure the employee understands the consequences if performance doesn’t improve.  When you outline consequences, make sure you’re going to follow through enforcing them if you have to in the future.  (That’s why it’s a good idea to consult with HR before your meeting.)
9.  Give the employee a realistic timetable for progress to improve performance (with a minimum of 30 calendar days).  
10.  Document the meeting on a Performance Improvement Plan (PIP, JF-50B) or memorandum (if you don’t think the problem requires addressing the issue officially with a PIP yet.)  Make sure you give the employee a copy of any documentation, unless it’s documentation for your personal file and you don’t want it to become official. 

11.  Follow-up – Monitoring the employee’s performance after the meeting is essential.  So is giving honest feedback.
A.  Be realistic.  An employee may correct some performance problems almost immediately.  Others may require some time.

B.  Monitor performance. 

C.  Schedule follow-up meetings (even if it’s just for five minutes) and keep them.  Discuss progress and areas of concern.  Ask the employee for a self-evaluation:  “So how do you think you’re doing?”

D.  Follow through. 
· If performance improves to good, then give appropriate positive feedback and begin to limit future follow-up to occasional meetings and to eventually none.
· If the employee doesn’t or can’t reach a good level of performance by the deadline, follow through on the disciplinary action you state in the meeting and document in the PIP. 

6.22 Conclusion
Good performance management never stops.  Performance management is an area of supervision where the focus is on leadership – specifically, your leadership style.  The best leaders make sure the employee knows their commitment to:

1. Mentoring, guiding, and assisting the employee’s professional development.
2. Helping the employee achieve his/her full potential through formal and informal training and development, work assignments that are challenging and rewarding whenever feasible, and performance standards that are reasonable and achievable.
3. Creating a productive, collaborative, and collegial working environment that helps employees motivate themselves.
4. Providing ongoing feedback, constructive criticism, praise, and rewards.
Ongoing communication reinforces good performance, which leads to continued good performance. A recent study shows that most employees want more frequent and continual informal, day-to-day, or casual feedback about performance.  (Source:  Karla Wright)  Constructive feedback improves performance.   It allows you to deal with poor performance in an appropriate way that gives the employee the greatest chance of improving.
What you do and how you do it are just as powerful as the words you speak.  If you view the discussion of performance more as an obligation than an opportunity, you fulfill your obligation but miss the opportunity for a meaningful dialogue with the employee. If you see performance management as a series of forms you complete and boxes you check, then over time the employee becomes “boxed in” by procedure and process instead of individualized attention and content-driven appraisal.  If your body language is saying that you don’t have time for “HR work,” then your employees may begin to wonder if you have time for them.
If you are a good supervisor, your employees want, need, and value your input and feedback.  Your opinion counts.  Make it count for something.  If performance management matters to you, then send that message to your employees with both your actions and your words.  One without the other is meaningless.

 6.23 Policies, References, and Resources
Policies:

1.  3 FAM 7600

2.  Locally Employed Staff Performance Management Policy Guidebook

Resources:

1. “Performance Discussion Guide” developed by the Performance Evaluation and Feedback Workgroup of the Office of the Administrator’s Quality of Work Life Initiative, Environmental Protection Agency (EPA).  EPA has made the guide available for online downloading here:

http://www.fedsmith.com/articles/records/file/PARS%20Performance%20Discussion%20Guide%20(revised%2012-17-2007)(3).pdf
References:

1. George Washington University Supervisors Guide, 2005

2. “Performance Management Strategies” by Susan M. Heathfield
3. “Performance Management: Beyond Appraisals” by Karla Wright, Wright Consulting
4.  Supervisor’s Guide, North Dakota State Government

5.  A Supervisor’s Guide to Managing the Troubled Employee, Georgia State University

6.  FedSmith.com

7.  ChangingMinds.org
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