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INTRODUCTION
A key function of first-line supervisors is managing the performance of their employees.  From providing on-the-job training, to defining areas of responsibility and expectations, supervisors are often looked to first by employees to find out how they are doing.  Supervisors are the first line of defense in enhancing our workforce retention efforts across the command.  An often overlooked tool supervisors have in performance management of their employees is the performance feedback process.  This handbook is designed to assist supervisors with this process.

The AFMC performance management program is administered in accordance with AFI 36-1001, Managing the Civilian Performance Program, 1 Jul 99.  Civilian employees are now required to receive periodic feedback in accordance with the AFI, subject to the completion of any local bargaining obligation.  In addition, OPM requires that at least one progress review of the employee’s performance against all the elements of the performance plan will take place during the appraisal period, normally at the midpoint.  AF Form 860B (attached) must be used to document this review.  The original AF Form 860B is retained by the rating official in the supervisors work folder, commonly referred to as the AF Form 971, and a copy of the form is provided to the employee.

Effective and timely feedback addressing employee performance on elements and standards is an essential component of a successful performance management program.  People need to know in a timely manner how they are doing, what is working, and what is not working.  Designing effective feedback into a performance management program will improve individual and team performance and will make your organization more effective.  With effective feedback processes, employees can see their progress and that motivates them to reach their performance goals successfully.

BEFORE THE FEEDBACK MEETING

Early on, supervisors should work to ensure employees’ understanding of the overall mission.  This is done primarily through frequent and ongoing communication.  This communication in turn can lead to employee commitment, which sets the foundation for sound performance management.  From the beginning, supervisors need to be able to clarify expectations and to set realistic standards and targets.

Within this context, supervisors should also clearly communicate performance standards i.e., how well employees are supposed to do their job.  Supervisors can use the standards written in employee performance plans to communicate expectations, but they also should communicate verbally, and often.  If employees know what they are supposed to do, and how well they are supposed to do it, the supervisor has set the stage for successful performance.

Monitoring performance is another important aspect of performance management.  It includes measuring performance and providing feedback.  Emphasizing the results of employee efforts rather than their activities often is more efficient and effective.  Quantity, quality, timeliness, and cost-effectiveness are four general measures that supervisors should review.  Once supervisors and employees establish performance measures, communicating performance on those measures should be frequent.  Employees need feedback on their performance in order to maintain good performance and to improve overall.  In addition, employees need to keep supervisors informed about work progress.  Good communications between supervisors and employees is essential for successfully completing work.

Supervisors should make every effort to hold the performance feedback meeting in a setting conducive to a private discussion.  Conducting a meeting to convey performance expectations in a public area will not encourage a frank and open discussion and may unnecessarily put the employee on the defensive.  Arrange the setting as you would for any discussion that is important and for which privacy is essential.  The meeting should also be set for a time and place when both the supervisor and the employee can be at ease.  A feedback session held in a hurried setting will not be productive.

Lastly a supervisor should have the purpose of the meeting set firmly in his/her own mind.  The purpose should be to convey expectations regarding on-the-job performance to the employee.  Remember that while you as the supervisor have the authority to direct the content of the plan, if the employee does not accept or understand the content, the plan will not be useful and the work of your organization may not be accomplished—at least not in the way you had in mind.

DURING THE FEEDBACK SESSION

Explain the purpose   Each employee should leave the meeting knowing the expectations that have been established for his or her individual performance throughout the remainder of the performance appraisal cycle and, at a minimum, that the rating given will be used as a basis for making personnel decisions, such as awards and promotions.  You will find that many employees do not know how the system works or the purpose of it and, as a result, they may be fearful and suspicious.  If you can alleviate these fears and suspicions your employees will be more efficient and productive.  This will enhance their performance.

Explain elements and standards    Encourage the employee to ask questions and to provide input into the plan.  Remember that if the plan is one that is a joint effort between you and the employee, it will be more acceptable (and hence more successful) than one that was dictated.  The employee will be more familiar with the job requirements and better understand the supervisor’s expectations.  Listen closely to the employee’s suggestions and where appropriate, incorporate them into the plan.

Feedback – Positive and Negative  Remember:  The purpose of the appraisal system is not to surprise the employee at the end of the appraisal cycle but to help him or her (and your organization) meet performance goals throughout the year.  If you have a problem with an employee’s performance, the employee should know that and be reminded of your expectations during the review.  This is also another good time to acknowledge an employee’s performance accomplishments.  This feedback meeting will also let you know how the employee is progressing and whether any changes need to be made in the plan.  It is just as important to get feedback from the employee on any changes made to the plan as it was to get the employee’s input to the original plan.  In addition, the progress review is an excellent opportunity to find out what the employee thinks about the changes you are initiating.

Feedback should inform, enlighten, and suggest improvements to employees regarding their performance.  Supervisors should describe specific work related behavior or results they have observed as close to the event as possible.  

SUMMARY

Giving appropriate and effective feedback to individuals is an art.  Supervisors should gear both positive and negative feedback to fit the individual employee’s personality.  Perhaps the most important thing to remember when giving feedback is that it should always be given in a constructive manner with the focus on how the employee can improve his or her performance in the future.  Remember that the reward and recognition system provides another form of feedback.  If promotions and bonuses consistently seem to go to those responsible for long-term successes, the organization is providing official feedback to employees that this is the type of behavior it values and which employees should try to model.  If, on the other hand, rewards seem to go to “today’s hero” based on short-term results, that’s where employees will focus their efforts and, commitment to a long-term strategic plan could be compromised.

Other helpful suggestions include:

· Before counseling, make sure you can state clearly what would constitute acceptable performance.

· Whenever possible, conduct the counseling session in a private place.

· Arrange adequate time for your comments as well as comments from the employee.

· Clearly state performance expectations and seek confirmation that the employee understands those expectations.

· Always maintain a constructive tone, along with a calm and professional demeanor.

· Seek cooperation, NOT confrontation.

· Remember that your goal is to improve the employee’s performance, not to win an argument with the employee.

EMPLOYEES REPRESENTED BY AFGE COUNCIL 214

Supervisors of bargaining unit employees represented by AFGE Council 214 should be aware of Section 15.02 of the Master Labor Agreement:


Section 15.02f:  “Supervisors will meet with individual employees periodically during the appraisal cycle to discuss the employee’s performance in relation to the elements of the performance plan.  These discussions may also include the adequacy of the performance plan and any changes the supervisor may make to the performance plan.  The performance feedback sessions will follow the outline prescribed by the AF Form 860B and will be annotated on the AF Form 860B.  Performance improvement needed against a critical performance element will be noted in the “Comments” section of the form.  A copy of the completed AF Form 860B shall be provided to the employee at the time of the feedback session.  The original copy of the AF Form 860B shall be maintained in the Supervisor’s Work Folder (commonly referred to as AF Form 971).”

Further, Section 15.02i requires supervisors, upon an employee’s request, to provide clear guidance on what is required to exceed the critical performance elements of the work plan.
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Authority: 10 U.S.C. 8013 and Executive Order 9397.
Purpose : The social security number is needed to correctly identify the employee.
Routine Use: None

Disclosure is Volumary: However, without it, it may affect the ability 1o accurately identify the employee and the records.
EMPLOYEE (Last Name, First, Middie infisi) ORGANIZATION DATE PERIOD COVERED

At least one pragress review of the employee's performance against all the elements of the performance plan Will take place during the
appraisal period, normally at the midpoint. This worksheet will be used to further document this review, and may be filled out prior to and/or
during the review with the employee. Use of this form is mandatory, and is meant 1o faciitate communication concerning performance. The
process is intended for employee development and to help the individual. The employee should be made aware that the progress review is
meant to provide feedback about his/her performance that may impact the rating of record at the and of the appraisal period. Do not forward
the form to the personnel flight. It is filed with the AF Form 971, and a copy given to the employee.

Indicate by use of an "X" the employee’s performance at this stage of the anpraisal period. Place an "X* at the appropriate place an the
arrowed line. Use the space provided for any comments foptional). Performance iterms rw: vbserved are not rated.

needs significant aeecs
s lttle or no COMMENTS

Improvement
1. PROGRESS ON PERFORMANCE PLAN ELEMENTS

- Eloment 1

~Element 2
- Element 3
- Element 4
- Element 5
- Element 6
- Element 7
- Eloment §
- Eloment 9
- Element 10
- Element 11
~Element 12
-Elemem 13

- Element 14

2. COOPERATION/RESPONSIVENESS
- Skilled at working with individuals or groups
-1s an enthusiastic follower

-Is & skilled leader

3. ORGANIZATIONAL SKILLS

- Uses resources stfactively

- Sees future problems and heads them off
- Plans and schedules work effectively

- Adapts well to new demands

4. COMMUNICATION

- Listens well

- Effective in oral communication
- Writes clearly

5. DUTY PERFORMANCE
- Work is ot appropriate quality and quantity
- Work is timely

6. THOROUGHNESS
- Completes a job on hisher awn
- Follows up when necessary

7. ADDITIONAL ITEMS
- Accomplishes required items as
appropriate

LR

RATER (Supervisor's signature EMPLOYEE (Signature Optionsi) DATE (YYYYMMOD}
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