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Employee Performance Communication System

Introduction

The Goddard Space Flight Center hires the best performers and demonstrates appreciation for their contributions by giving positive, constructive and accurate feedback.   Rating officials face challenges when it comes to giving feedback to our high-achieving workforce when the message is necessarily that “This year your performance will not be appraised at the Distinguished level.”  

We ask rating officials and all staff to recognize that the titles Distinguished and Accomplished are reserved for those performers who have separated themselves from the majority of performers by the outcomes – the results – of their work and specifically as those outcomes have exceeded expectations having an impact, a significant impact, of furthering the organization toward goal achievement.  
In order to assess performance as Distinguished, the rating official must assess performance in all critical and non-critical elements, Significantly Exceeds.  The definition of Significantly Exceeds is performance that consistently exceeds expectations to an exceptional degree.  By definition, this performance is the exception and not the norm.

Even when you have a workforce of great performers, you will see a group of employees rise above the rest and have a banner year.  It is helpful for the rating official to anticipate the employee(s) having a banner year may change from one year to the next.  Rating officials are asked to recognize these changes and avoid a rating error known as the “halo effect.”  The “halo effect” leads the rating official to continue to rate performance at high levels based upon achievements from prior appraisal periods.  (For more about the halo effect and other rating errors, see the next Section.)  This type of rating error may lead the employee to hold unreasonable expectations; to not understand what Distinguished performance is, and to not value the rating.  Conversely, a rating official may perceive that an employee, who has performed at the “Fully Successful” level in the past, continues to perform in the same manner, overlooking a current year’s successes.  Failure to acknowledge these changes in level of accomplishment from one year to the next is an error that may lead to discouragement and demotivation.  This document describes some of the errors in rating performance.
The Employee Performance Communication System NPR 3430.1C (May 2007) requires each performance element have a definition of performance at the “Meets” level.  Goddard is providing additional guidance to facilitate understanding of performance expectations at the Needs Improvement level, the level of retention, and at Significantly Exceeds, the level required for a Distinguished summary rating.  Performance standards at these levels are included for the required elements:  
· Collaboration and Teamwork

· Communications
· Supervisory Competencies 

· EO/Diversity (for supervisors only)

Supervisors have the ability to adjust the standards provided at the Needs Improvement and Significantly Exceeds levels to ensure the standards hold value for the position.  
Appraisals – Subjective vs. Objective

The Employee Performance Communication System is established in such a way that it allows the rating official to determine “exceptional” performance from one year to the next.  The benefits have been communicated in the “Introduction.”  On the contrary it also provides leeway for appraisal biases or rating errors such as the following.  

· The “halo effect” occurs when performance evaluations are based on good past performance; the rating official rates performance “Exceeds” in all elements because of “Exceeds” performance in one performance element or on one occasion; or the rating official rates performance high because s/he has a good relationship with the ratee or holds similar beliefs and backgrounds.

· The “horns effect”  occurs when performance evaluations are based on past, poor performance, poor performance in one performance element or on one occasion; or the employee engages work methods independent of the rating official’s methods.
· “Central tendency” does not appear to be a problem for rating officials here at Goddard, however, it’s when the rating official evaluates the performance of every direct report at the Fully Successful level.
· “Leniency tendency” occurs when the rating official rates the performance of all or almost all direct reports Exceeds or Significantly Exceeds.  Generally, this results from a desire to avoid conflict.
· Also watch out for rating performance high or low based upon length of service or discrimination based upon political affiliation, the employee’s membership in a protected class such as race, color, national origin, gender, age (40 or older), religion, reprisal, marital status or sexual orientation.
Establishing examples of performance at the Significantly Exceeds and Needs Improvement levels in addition to the Meets performance level assists rating officials in promoting a fair and transparent appraisal process.  It assists in avoiding the human errors associated with the influences of personal preferences, prejudices, appearances, first impressions, and other biases leading to subjective appraisal decisions.  

This type of subjectivity may lead to allegations of discrimination, resulting in a cost to the Center. 

We cannot stop an employee from exercising the right to reconsideration of a rating or the right to file a grievance in any forum.  However, we may avoid the perception of unfairness by establishing objective criteria, in advance, communicating the criteria to staff, in advance, and following the criteria as agreed.
Assessing Distinguished Performance

Performance will be assessed as Distinguished when there is evidence of sustained performance that exceeds the Meets standard to an exceptional degree in every critical and non-critical element.  Evidence is demonstrated by a tangible product or service or based upon the breadth and depth of impact of the employee’s performance.  This type of performance is exceptional in that it rises above good performance and great performance – it’s the “best of the best.”  This type of performance must have occurred in every element and consistently over the whole year, not just in relation to one or two instances of performance during the appraisal period.


The focus must be on the outcomes achieved, those results that are a major contribution to the work of the organization, Center or Agency or innovative solutions to problems, work practices, or services particularly to the extent that those solutions or practices are adopted within or extending outside of the organization.   While there is no quota on the number of Distinguished evaluations that may be assessed, distinguished performance is the exception and therefore it is likely to be infrequent. 
Writing Performance Standards

When writing standards at the three levels, “Significantly Exceeds,” “Meets,” and “Needs Improvement,” it is recommended that you start at the “Meets” or acceptable level of performance, then identify minimum (Needs Improvement) and outstanding (Significantly Exceeds) levels.  Before going to the Significantly Exceeds and Needs Improvement standard guidance, here is a brief look at writing standards at the “Meets Expectations” level. 

Results and Measures

A good performance element, including standards and indicators, clearly explains what the employee must do and how well it must be done to accomplish specified performance levels.  This is accomplished using the SMART criteria.  SMART is an acronym for Specific, Measurable, Attainable, Results-oriented and Timebound.  

When writing the performance standard and indicators at the Meets level, think in terms of what is acceptable to you, as the supervisor and rating official.  Sometimes a performance plan is written describing what is to be done, for example, the employee will:

· Research Matter X 

· Submit research paper for publication

· Present research findings at workshops

This type of standard defines what is to be done but does not provide performance measures defining how well deliverables are to be accomplished.  

In some instances, performance is not easily measured or the measures cannot be tracked in terms of quantities produced or the percentages of errors; such information may not be relevant.  When quantity measures cannot be used, describe observable, verifiable performance expectations, identify who will judge the work was performed well enough to achieve the performance level (usually the rating official), and identify the factors the rating official (or detail or matrix supervisor) will consider.

Expectations should be defined with the degree of specificity necessary to inform of “what” “by when” “how well” and “at what cost” a task is to be completed.  Following is a description of how to identify expectations using SMART criteria.

Specific and Measurable 

According to the above bullets, any research on Matter X is acceptable; any paper submitted is acceptable (regardless of whether it is published) is acceptable; and any method or style of presentation is acceptable.  As long as the employee completes the assignment, she or he cannot fail.  Is this enough to earn a Meets performance rating?  How does this level of performance contribute toward achieving Goddard’s strategic goals? 

Performance standards should be specific meaning the standards and/or indicators must include measures that indicate when the employee has achieved the objectives.  General performance measures add the level of specificity needed to adequately communicate expectations.  General measures define quality (how well), quantity (how many), timeliness (due dates and schedules) or timeframes (how often), and/or cost effectiveness (sets budget boundaries).  To identify needs, answer the following questions.

1. What is to be delivered?

2. Is quality important?  If so, can it be defined in terms of accuracy, completeness, effectiveness, appearance, satisfied customer or stakeholder expectations, or expressed by the level of oversight and revision required by a team leader or supervisor?  Do you define quality by what is acceptable to a publisher (a specified publication style), or by acceptable principles or guidelines established by the office or within a professional community?  Identify the guidelines the employee should follow for work to be acceptable.  Even when you, as a supervisor, are certain the employee knows how well work is to be accomplished, state it in the performance plan or reference the document that the employee should review to know what is expected.  Clearly-stated expectations are essential in the event that you are asked to prove that performance did not meet established expectations and to justify giving a Significantly Exceeds rating rather than a Meets/Exceeds rating.  How does your employee know what is expected?  The performance plan should provide the answer.   

3. Is quantity important?  Is the number of items produced important?  More often than not, the number of work assignments completed, fluctuates from one performance period to the next depending upon customer/stakeholder needs.  However, quantity is very important for some types of work.  Do you have an expectation that a certain number of papers will be published, and a specified number of presentations will be made during the appraisal cycle?  If so, define the number that is acceptable. 
4. Is the date the item or service is to be produced important?  If so, specify how quickly, by what date or within what periods of time items are to be completed.  For example, “work is to be completed by established deadlines.”  This allows room for changes without requiring changes to the performance plan.  Or, “customer phone calls or emails are to be answered within 1 workday of receipt.”  You may specify timeliness standards in terms of timeframes, for example,  when products or services must be completed at regular intervals such as weekly, monthly, quarterly, etc.  

5. Is it important to accomplish the element within certain cost limits?   Is there a requirement to track resources expended in personnel, money, or time.  This may be expressed in terms of maintaining or reducing costs, reducing the time it takes to produce or provide a product or service or reducing waste.
Attainable (Yet Challenging)

The expected measures should be reasonable and attainable yet challenging based upon the position.  Ensure expectations are appropriate for the grade level by adjusting the standards but also by adjusting the complexity level of the assignment given and the amount of supervisory oversight and input provided.  You may also adjust expectations based upon the quantity of deliverables if appropriate.  For example,

Grades 9-12:
  

Significantly Exceeds: Publishes research findings in three or more publications and presents findings at three or more meetings and/or workshops. 

Meets:  Publishes research findings in a minimum of one publication and presents findings at one meeting and/or workshop.  

Needs Improvement:  Participates in the publication of research findings in one publication but not as a primary author. 

Grades 13-14: 

Significantly Exceeds:  Publishes research findings in five or more publications of significant regard in the professional community and presents findings in as many conferences or workshops.  

Meets: Publishes research findings in three publications and presents findings at three meetings and/or workshops.  

Needs Improvement  Publishes research findings in one publication and presents findings at two meetings or workshops.

Results-Oriented

It is easier to write results-oriented performance plans when you think in terms of outputs or work deliverables.  Often the end result of an employee’s work takes the form of a product or service.  The measures – quality, quantity, timeliness and cost-effectiveness, are equally as important and must be added and tracked, if relevant. 

A performance standard that only identifies the activities the employee will engage rather than the results expected read like the position description.  Today’s performance accountability requirements lead us to focus on the results of our efforts and how well the products and services are produced rather than the activity.  Here’s a comparison of a performance standard that is written in position description (PD) style versus the desired, results-oriented format.  

PD-Style

· Researches subject X and submits findings, analysis and recommendations for publication.  This describes activities.
Note:  The employee only needs to engage in the activity to meet objectives as written.  This is a consequence of not prescribing how well or timely the products or services must be completed.

Results-Oriented Format 

Generally,

· Subject X Research (a service) is complete, thorough, and of an acceptable, professional quality (quality measures) as evidenced by publication of findings (product) in a minimum of one (quantity measure) professional journal by the third quarter of the fiscal year.

· Findings are presented (service), in accordance with the standards described under the Communications Performance Element, at three (quantity measure) professional workshops within 90 days of completion.   

Note:  When the due date or timeframe is not provided, the work Meets expectations as long as it is completed within the appraisal period.

Timebound
The performance standards are to cover deliverables to be completed within the appraisal period covered by the performance plan.  If the plan covers May 1, 2008, through April 30, 2009, it will not include standards requiring the completion of deliverables by June 2009.  You may include any prerequisites to meeting the June due date that must be completed on or before April 30, 2009.
Standards to be Defined in the Performance Plan

In 2008, rating officials have been asked to provide examples of performance at the “Significantly Exceeds” and “Needs Improvement” element rating levels in addition to the “Meets Expectations” level.  These should be examples and not perceived as all encompassing.  Begin by defining the “Meets” expectations and then build up to get to the Significantly Exceeds level or decrease to get to the Needs Improvement level.

This document includes examples of performance that may yield a Signicantly Exceeds rating.  It also provides examples of how to identify Needs Improvement performance starting from the “Meets” standard.

Needs Improvement and Unacceptable performance are rare; however, when either occurs, the rating official will save time by having this distinction already defined.  An additional and important benefit is the employee is more likely to perceive the evaluation as fair and transparent than if the decision appears to be made after performance has occurred indicating that perhaps the rating official used a random-pick method of rating performance elements at levels below “Meets” or overall “Fully Successful.”
Establishing Standards at the Significantly Exceeds Level

Significantly Exceeds:  Indicators of performance at this level should relate to the achievement of goals at the Agency, program, project, or functional level.  Performance must have an impact in a manner that performance consistently exceeds the performance standards to an exceptional degree for the element as described in the annual performance plan, and as measured by appropriate assessment tools.
The employee performed as a model of excellence by surpassing expectations.  Examples include:  
· Demonstrated an exemplary level of competence, versatility and initiative, consistently exceeding position expectations and performance objectives requiring technical knowledge, skills and abilities.
· Demonstrated noteworthy innovation, improvement and new initiatives, solutions to difficult technical challenges of importance to the mission.
· Innovations, improvements, and contributions to management, administrative, technical, or other functional areas that positively impact the attainment of function, program and/or Agency goals and objectives.
· Provided innovative solutions to highly complex problems with significant impact to the mission.
· Recognized expert in field of importance to the mission; requested within and outside the organization.  Greatly increased organizational prestige, growth, and recognition.

· Effective leadership and service to the profession as demonstrated by substantial recognition by peers at national and international levels.

· Significant increases in productivity that positively impact the achievement of Organization, Center or Agency mission and goals;

· Improved customer, stakeholder, and/or employee satisfaction, resulting in accolades and recognition; methodology is modeled outside the organization.

· Flexibility, adaptability and creativity in responding to changing priorities, unanticipated resource shortages, or other obstacles resulting in the ability to achieve goals despite the appearance of insurmountable barriers;

· Initiation of significant collaborations, alliances, and coalitions;

· Leadership on workgroups or teams, such as those that design or influence improvements in program policies, processes, or other key activities;

· Anticipates the need for, and identifies, professional developmental activities that prepare staff and/or oneself to meet future, unforeseen workforce challenges; 

· Consistent demonstration of the highest level of ethics, integrity and accountability in achieving specific NASA, or program goals;  making recommendations that foster clarification, and/or influence, improvements 
in ethical activities.

· Clearly documented achievements, as appropriate for the position, that demonstrate exceptional levels of success in providing products and services supporting the Agency, Program, work unit or individuals in achieving mission-related goals and objectives.

· Recognized ability and potential for distinction in independent research,  design, development, project management, as evidenced by results and demand for services.

· Substantial achievement in the field of assignment as demonstrated through increasing and updating skills, keeping abreast of developments, and developing and applying relevant new knowledge.

· Sustained, conscientious participation through service as lead or other significant position of active committee(s) in professional organizations that have a positive impact on the mission of the Agency, Center or Organization (Directorate).

· Three or more publications in well recognized journals in the individual's area of specialization, as lead or 2nd leading contributor.

Establishing Standards at the Needs Improvement Performance Level
Needs Improvement (minimum level of performance for retention on the job):  Performance accomplishments at this level should relate to Agency, Program, Project, Functional goals and objectives.  The impact of performance is such that it does not fully meet the performance standards for the element as described at the “Meets” level.

There are two ways to identify performance at the Needs Improvement level:  

(1) review the standards set at the “Meets” level and restrict sub-elements to the “must haves.”   (2) review the “Meets” standards and regress to a lower, positively-stated performance of the same sub-element.  The rating official must keep in mind that while this performance does not “Meet” the standard, Needs Improvement level performance must represent performance the rating official can live with because the employee will be allowed to remain in the position while performing at this level.  When describing performance you can live with, remember, avoid writing a “backward standard.”  
A backward standard is one where performance actually describes “Unacceptable” performance, for example, 
“Employee submits reports after the established due date.”

Based upon this standard performance would be assessed at the Needs Improvement level regardless of how often or how late the employee submits reports.

Here is an example of performance standards at the Meets level that have been narrowed to the “must haves” to yield the Needs Improvement level.

Element:  Customer Satisfaction
:
Meets 

· Usually communicates clearly, courteously, and effectively with customers

· Routinely responds to each customer request with the most accurate and complete information available.  If the information to a telephone call can not be provided immediately upon request, usually provides an answer within 3 working days.  Email responses are usually answered within 5 working days.  Formal written correspondence is produced within agency wide standards (usually within 10 working days).  Timeliness expectations may be adjusted to less or more days depending upon the complexity of the issue and or availability of necessary resources and information needed to respond.

· Generally mails requested information within 3 working days of receipt of request.

· Whenever possible, elicits customer feedback to improve service

· If the employee cannot answer a customer’s questions completely, he/she generally provides the name and phone number for the proper contact.  If the question requires additional research, keeps the customer apprised of progress.

· Usually notifies the customer when requested material is temporarily unavailable.

Needs Improvement

· The employee must meet all of the requirements at the “Meets” level except bullets 4 and 6.

This next example, demonstrates the use of the same standard at the Meets and Needs Improvement levels by ratcheting down the expectation at the Needs Improvement level using metrics.
Element:  Requests Processed

Meets
· 88-93% of requests processed are accurate and complete

Needs Improvement

· 82-87% of requests processed are accurate and complete
The following example uses a manner of performance standard with a lowered expectation.
Element:  Written Guidance and reports, etc.

Meets

· Written products usually reflect sound analytical thinking and present recommendations consistent with sound principles and supportive of Administration initiatives.  Products usually do not require rework.

Needs Improvement
· The employee accomplishes the work described at the Meets level except that intermediate and minor products of a routine nature are produced with moderate but not excessive rework.

Standards for Required Performance Elements

Below are standards for the required performance elements, Collaboration and Teamwork and Communications, which have been written at the three performance levels.  Note the difference between the “Meets” and “Needs Improvement” standards.  Supervisors may adjust the standards for Needs Improvement and Significantly Exceeds as appropriate for supervised positions.  
Collaboration and Teamwork

Significantly Exceeds Standard

· Demonstrates initiative and interdependence through consistent systems-thinking in partnering, including, and sharing information with other managers, employees and stakeholders to inform decision-making

· Supports organizational health by owning decisions made corporately and taking every opportunity to ensure they understand the context, strategies and drivers for decisions, and support each other’s abilities to respond to change.

· Seeks actively to create a positive, forward-moving environment by discouraging negative influences of speculation and assumption that serve only to de-motivate morale by examining intention, myth-dispelling, proactive inquiry into facts, benefit of doubt balanced perspectives.

· Seeks to stay current about Agency framework, Center environmental drivers, customer needs and priorities

· Demonstrates the highest level of interpersonal skills in all situations; consistently worked well with others, offering assistance which significantly contributed to success of the mission; rarely room for improvement; serves as benchmark.

· Demonstrates agility, courage and compassion by offering proactive and timely information sharing that facilitates informed decision-making to meet shifting resource realities to the benefit of individuals and the organization an seeks to balance office needs with Directorate and Center needs.

Meets Standard

· When possible, identifies opportunities to collaborate and work with others in other Center organizations, at other NASA Centers and/or with external organizations.

· Knowledge of best practices and lessons learned are, to the extent possible, shared with others.

· Working relationships with his/her supervisor, co-worker and others are cooperative and respectful.

Needs Improvement Standard

· Knowledge of best practices and lessons learned are, to the extent possible, shared with others.
· Practical solutions to routine problems were usually provided/accepted; assistance sometimes required.

· Working relationships with his/her supervisor, co-workers and customers are cooperative and respectful.

· Demonstrated an apparent willingness to compromise, but has difficulty in actually forging or accepting compromise

· Attended team meetings and accomplished assigned tasks.

Communications

Significantly Exceeds Standards

· Oral and written communications are anticipatory and address customer needs beyond standard, stated information. 

· Employee applies an expert level of analysis and interpretation for customer beyond their stated needs.

· Communications are integrated, cumulative and timely and provide areas for feedback from intended audiences.

· Communication strategy and plans are written and executed with careful attention to stakeholder specific information, key messages, delivery methods, frequency and follow-up.

· Employee uses “big picture” lens when communicating and considers how and when communications are delivered and understood.

· Communications successfully move customers and stakeholders from a pre-awareness stage (through awareness, understanding, and buy-in) to ownership.

· Demonstrates an exemplary ability to consistently communicate effectively; listen and comprehend both spoken and implied ideas and provide appropriate feedback; communications are consistently clear, precise and convincing at all levels.

· Consistently exercised the highest level of tack and diplomacy in resolving routine and highly complex issues.

Meets Standards

· Oral and written communications are open and honest, yet aware of, and sensitive to individual and cultural differences of the audience.

· Information is usually accurate and effectively presented (e.g., presented in a clear, concise, and well-organized manner).

· Written materials generally follow NASA’s prescribed standards and style and are infrequently returned for substantial revision. 

· Oral communications are generally courteous (e.g., shows respect listens well, and responds appropriately).

Needs Improvement Standards

· Oral and written communications are open and honest, yet aware of, and sensitive to individual and cultural differences of the audience.

· Information is usually accurate and effectively presented (e.g., presented in a clear, concise, and well-organized manner).

· Written materials generally follow NASA’s prescribed standards and style but generally require supervisory oversight/revision. 

· Oral communications are generally courteous (e.g., shows respect listens well, and responds appropriately).

· Communications are generally clear but sometimes require clarification or re-work.

Supervisory Competencies

Significantly Exceeds
· Exemplary employee development to better perform the mission and meet current and future staffing needs, as evidenced by: determines organizational needs, employee preferences and actual performance to identify immediate and long-term developmental goals and assists direct reports with identifying developmental needs and completing individual development plans; provides challenging assignments to develop strengths and areas in need of improvement.  Routinely exceeded training and certification goals/objectives (often exceeded in times of heavy workload) Recognized as one who enhances employees’ performance to fill skills gaps, critical positions or leadership roles.  A role model for growing needed human capital.

· Significantly advanced the mission and goals through guidance, direction and coordination; objectives routinely surpass or consistently achieve in spite of significant obstacles.

· Demonstrated exemplary leadership and management skills, leadership performance objectives consistently surpassed, significantly advanced the organization’s mission and goals through clear guidance and direction to subordinates; greatly increased organizational prestige, growth, and recognition; created and maintained a highly effective, cohesive and motivated organization; sets the example.
· Demonstrated significant emphasis on meeting recruitment needs at all levels.  Implemented creative programs using all available tools to attract and retain needed human capital for the future; served as a model and significantly contributed to meeting/exceeding organizational goals.

· Set exemplary objectives.  Prepared accurate, unchallenged written evaluations, conducted timely performance reviews with subordinates augmented with frequent interchanges to afford employees ample opportunity to excel.  Fully utilized the monetary and honorary rewards for quality performance of subordinates; initiated highly effective corrective actions early to address performance or conduct issues.

· Managed internal controls in an exemplary manner.  Insured the timeliness, adequacy and results of management controls/evaluations were established and maintained in accordance with applicable laws and regulations.  Proactive in the early detection, reporting and correction of any management control weaknesses.  Promptly resolved findings of audits and other reviews.  Excelled in ensuring that employees were aware of an understood their internal control responsibilities through clear and consistent communication.

· Demonstrates initiative and interdependence through consistent systems-thinking in partnering, including, and sharing information with other managers, employees and stakeholders to inform decision-making

· Supports organizational health by owning decisions made corporately and taking every opportunity to ensure they understand the context, strategies and drivers for decisions, and support each other’s abilities to respond to change.

· Seeks actively to create a positive, forward-moving environment by discouraging negative influences of speculation and assumption that serve only to de-motivate morale by examining intention, myth-dispelling, proactive inquiry into facts, benefit of doubt balanced perspectives.

· Seeks to stay current about Agency framework, Center environmental drivers, customer needs and priorities

· Demonstrates the highest level of interpersonal skills in all situations; consistently worked well with others, offering assistance which significantly contributed to success of the mission; rarely room for improvement; serves as benchmark.

· Demonstrates agility, courage and compassion by offering proactive and timely information sharing that facilitates informed decision-making to meet shifting resource realities to the benefit of individuals and the organization an seeks to balance office needs with Directorate and Center needs.

Meets

[See the EPCS Supervisory Performance Plan, Form 1762, for the “Meets” performance expectations.]

Needs Improvement

· Recruited qualified candidates as required or directed.

· Performed the minimum mandatory employee counseling, development planning and training as required or directed.  Usually met training goals/objectives.  Occasionally, but infrequently, efforts were untimely.
· Able to set objectives with specific guidance and assistance.  Prepared accurate evaluations and performance reviews within established timelines, requiring some assistance/revisions.  Recognized quality performance.  Took corrective action to address performance or conduct issues following management guidance and insistence.

· Established and maintained internal controls that met the minimum requirements to safeguard assets against fraud, waste and abuse.  Required assistance and management follow-up in completing actions.

Equal Employment/Diversity
Significantly Exceeds Standard: 

· Required training is successfully completed.  Proactively utilizes learning in workplace practices. Seeks out and participates in additional training beyond what is required to enhance personal development and competency in diversity management.  

· Proactively addresses real or potential complaints of discrimination quickly and effectively at the lowest possible level.  Monitors complaint activity and other workplace conflicts to determine trends and patterns and initiates actions to correct identified problem areas.  

· Encourages managers and employees to participate in conflict resolution initiatives including ADR before problems rise to the level of complaint or grievances.  

· Proactively partners with other organizations to cultivate and sustain an inclusive environment ensuring that institutional policies and practices are aligned with and advance diversity initiatives and vision.  Proactively cultivates and maintains an organizational environment where employees value individual and cultural differences, treat one another with respect, and have an opportunity to excel.  

· Demonstrates an exemplary commitment to equal opportunity and affirmative employment in hiring, career-enhancing assignments, employee development and advancement, and recognition.  Obtains and utilizes knowledge of workforce profiles, civilian labor force data, as well as award and promotion patterns to develop strategies for equity in outreach, recruitment, developmental assignments and programs, recognition and retention. 
· Demonstrates leadership by proactively promoting, encouraging and maintaining a work environment that is free of discrimination and harassment of any kind and that is accessible to individuals with disabilities.  Holds self and others accountable for identifying and eliminating employment barriers that may limit certain groups from full participation or may prevent groups from achieving their full potential.  

Meets Standard: 

· Required training is successfully completed. 

· Real or potential complaints of discrimination are addressed quickly and effectively.   

· Disagreements, disputes, or complaints of discrimination are resolved, if possible, by engaging in Alternative Dispute Resolution.

· An organizational environment exists where employees value individual and cultural differences, treat one another with respect, and have an opportunity to excel.  

· A commitment to equal opportunity and affirmative employment is evident in hiring, career-enhancing assignments, employee development and advancement, and recognition.  

· Promotes, encourages and maintains an environment free of discrimination and harassment of any kind and that is accessible to individuals with disabilities by leading by example and by taking swift and effective action to remove such barriers.  

Needs Improvement Standard:

· Required training needs to be completed. 

· Makes limited effort to address real or potential complaints of discrimination.   

· An organizational environment exists where employees tolerate individual and cultural differences.

· An awareness of equal opportunity and affirmative employment exists in hiring, career-enhancing assignments, employee development and advancement, and recognition.  

· Takes minimal steps to maintain an environment free of discrimination and harassment of any kind and that is accessible to individuals with disabilities.  

More Examples of Standards
For more examples of standards, see the Office of Personnel Management’s, A Handbook for Measuring Employee Performance, and the other performance management websites listed at Appendix A.
Conclusion

As mentioned in the Introduction, the standards provided at the Significantly Exceeds level are not all inclusive.  They are examples of what might be considered performance at the highest level.  These examples do not preclude a supervisor’s ability to write specific indicators (outputs or outcomes) related to elements in the performance plan or using his or her judgment when determining whether a direct report’s accomplishments warrant a Significantly Exceeds rating.
Similarly, the Needs Improvement level for each added element must be determined by the supervisor of the position.  It is recommended that, where Directorates have established generic elements and standards for similar positions across a Directorate, the managers agree on the Needs Improvement and Significantly Exceeds standards for those performance elements for consistency.

For More Information
For information regarding this document, please contact Bernadette Fowler, Program Manager, Performance Management Programs, Office of Human Capital Management, at (301) 286-4998 or at Bernadette.G.Fowler@nasa.gov.  
For information regarding the Equal Opportunity/Diversity standards, please contact Lori Simmons, Director, Equal Opportunity Program Office at (301) 286-5672 or at Lori.A.Simmons@nasa.gov.
APPENDIX A – Websites  
Check the following websites for sample performance standards.  Be careful to make necessary adjustments to ensure the standards are results based and have quality, quantity, timeliness and cost-effectiveness measures where appropriate.

http://www.indiana.edu/~uhrs/training/performance_management
http://qci.rutgers.edu/documents/Sample-Performance-Standards.pdf
http://www.orau.gov/pbm/handbook/App_C.pdf   (Contains performance metrics by position)
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