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AFGE has only recently begun to deliver our New Beginnings training. Our training will continue to grow 
and evolve as the system is implemented and as we continue to hear from Locals and members.

April 2016 marked the initial roll in of DoD employees into the New Beginnings Performance Management 
System, which includes about 3,000 AFGE members. Information presented here is as up-to-date and accu-
rate as possible; we will continue to update as issues arise. 

AFGE’s New Beginnings website will also continue to post updates and updated documents as they prog-
ress: www.afge.org/newbeginnings.

For information regarding future trainings, you may view the AFGE Events page at https://www.afge.org/
events, or contact the Field Services and Education Department (FSED) by phone at 202-639-6406.

The instructors for this training are:

Megan Fissel, Education Specialist, Field Services & Education Dept. (FSED)
megan.fissel@afge.org 
Office: 202-239-4164 
Cell: 202-316-5379

Marlin Jenkins, Labor Relations Specialist, FSED
marlin.jenkins@afge.org 
Office: 202-239-4165 
Cell: 202-286-4813

Candace Archer, Labor Management Relations Specialist, National President’s Office
candace.archer@afge.org 
Office: 202-639-4120 

About this Training
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AFGE’s goal with our New Beginnings training is to ensure that our DoD Local and members are 
prepared for the new performance management system. It’s not an overly complicated system, 
but members should know the ins and outs of it in order to guarantee that they are treated fairly 
within the system. You need to know what will be evaluated, what is expected of you throughout 
the year, and what your supervisor must be doing in order to assure that expectations are fair 
and well understood. It is also to your advantage to understand how individual performance 
management relates to the DoD as a whole, to your career development, and to creating a more 
efficient and effective DoD workforce. 

Offering better, more worker-centered New Beginnings training to DoD employees can also be 
a valuable tool for bringing in new members to AFGE. Implementing this training at the Local 
level – including instruction on how to use the MyPerformance website, tips for creating self-
assessments, and ensuring employees know when they can file a grievance – is likely to bring in 
non-union members who will have the opportunity to see the many ways that AFGE fights for DoD 
employees. Remember, every DoD employee is a potential AFGE member!
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This training consists of four learning modules: 
• Module 1: Overview and History 
• Module 2: The Performance Appraisal Process 
• Module 3: Improving and Awarding Performance 
• Module 4: Anticipating the System 

This Participant Guide includes all slides for each module, as well as an Appendix with other useful 
documents and a glossary.

Please see page 19 (Appendix 3A, Table 3) of DoDI 1400.25 Volume 431 for a full list of exclusions.
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Go to www.afge.org/newbeginnings to access all of our New Beginnings documents, including 
this Participant Guide. We will update and add new items as the process progresses, so please 
check back regularly.
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Upon completion of this module, you will be able to:
• Describe the history and context of New Beginnings.
• Describe the basic aspects of New Beginnings, the new DoD performance management 

system.
• Recognize the importance of correctly implementing the New Beginnings system.

New Beginnings is the new performance management system of the DoD. It began going into 
effect on April 1, 2016, and by 2018 all DoD employees will be rolled into the system.
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AFGE fought to repeal NSPS and in 2009, after a long struggle, NSPS was finally repealed. 
However, Congress thought a few parts of NSPS had some promise for making the workforce 
better so in the 2010 NDAA, they mandated that a few things be retained with changes. 
• First, a new performance appraisal system that is fair, credible and transparent. You may recall, 

during NSPS, there were concerns that supervisors unfairly disadvantaged people of color, 
women and people who worked further from Washington DC. A fair, credible and transparent 
appraisal system would fix this deficiency. 

• Second, Congress wanted DoD to work on the cumbersome hiring procedures that often 
meant the best candidates weren’t chosen and the process took too long.

DoD’s official New Beginnings “word cloud.”
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In addition to the changes that Congress wanted DoD to pay attention to, there was also the 
requirement that employees – through their unions – had a say in what reforms were adopted. 
This meant that labor was invited to participate in formulating a new system to address workplace 
issues particularly performance management and hiring flexibilities. 
As the largest federal employee labor union, AFGE participated in the development of New 
Beginnings from the very beginning. AFGE and other unions representing federal employees 
worked together with management to create a system that is fair, not overly complicated to 
implement, and that empowers employees to be actively involved in the assessment process and 
in working towards meeting Mission goals.



1212

Over the course of New Beginnings’ development, management came to realize we were there 
to help, and the problems management had were similar to the problems unions had, allowing 
for productive collaboration.
This collaboration occurred at a high-level – between high-up management and union 
representatives. Problems as New Beginnings implements, however, are likely to be mid-level.

The DoDI is available in the Appendix of this Participant Guide and can also be found online.

Note: We anticipate two more DoDIs that will make minor changes that incorporate New 
Beginnings policies to awards (Vol. 451) and civilian leadership development (Vol. 412).
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Over the course of New Beginnings’ development, management came to realize we were there to 
help, and the problems management had were similar to the problems unions had, allowing for 
productive collaboration.
This collaboration occurred at a high-level – between high-up management and union 
representatives. Problems as New Beginnings implements, however, are likely to be mid-level.
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Unfortunately, we were not able to get two important recommendations the design teams 
thought were central to the performance management system:
• Pass/Fail rating system

Instead, DoD authorized a 3-tier system (unsuccessful, fully successful, outstanding). 
• National Oversight Committee

The design teams wanted a committee that would monitor implementation and its effects. 
This recommendation was denied based on concerns about the word “oversight” and 
potential legal ramifications of that.

HOWEVER – Locals should think about how to build in monitoring and evaluating implementation; 
there are national tools to monitor implementation.
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AFGE’s position on New Beginnings has been evolving since the day we became involved. At 
points, we were not happy about the changes and at times have felt that DoD did not listen to the 
union partners while designing the system. 

In August 2015, a proposal to change personnel practices at DoD called “Force of the Future” was 
initiated by Secretary Carter. The Force of the Future policies would have had negative effects on 
DoD employers and would have likely removed collective bargaining rights from most employees. 
To combat the Force of the Future policies, AFGE took a more positive and vocal position on New 
Beginnings and has endorsed the performance management system even though we believe 
it is far from perfect.  While the Force of the Future reforms were significantly changed due to 
AFGE involvement and the more problematic initiatives removed, we remain committed to the 
successful implementation of New Beginnings because its failure would open the doors for DoD 
and Congress to adopt performance management policies that hurt workers. 

Since this policy was not negotiated nationally (only pre-decisional involvement), AFGE is hoping 
that Locals will learn the policies and what is negotiable in order to to make the system as worker-
friendly as possible. Even without negotiation the policies should improve the performance 
management system, but negotiations are key to helping DoD roll out this policy successfully. 
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The full anticipated rollout schedule (sent out July 11, 2016) is located in the Appendix of this 
Participant Guide.

Please check in with AFGE to let us know what you’re experiencing - 
Candace Archer (candace.archer@afge.org, 202-639-4120) is the point of contact at the 
National office.
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We will point out and suggest Local responsibilities throughout this training. These suggestions will 
evolve as New Beginnings rolls out and we are able to see what is successful at the Local level.

Individual employees must know what is required under the new system so that they are able to 
perform successfully, and work with their Local to hold management accountable if they are not 
performing their duties.
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Supervisors should receive significant training in their first year in management in “soft” 
management skills – e.g. how to communicate, how to motivate, how to recognize achievement. 
Ongoing supervisory skills training combined with oversight of the implementation of New 
Beginnings and stepping up to hold management accountable when they are not following proper 
procedure will help us move DoD towards a culture that is more collaborative, efficient, and 
supportive of employees.
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This training will focus on the performance management aspects of New Beginnings. 
The system encourages active and open communication between employee and supervisor. 
Employees are empowered by having input into how they are evaluated, and are encouraged to 
discuss problems in the workplace and structure and potential solutions with their supervisors. 
By fostering this kind of dialog, New Beginnings hopes to create a more efficient workplace where 
managers better understand what employees need in order to do their jobs well. Employees are 
also encouraged to communicate their achievements and accomplishments to their supervisor, 
both formally and informally. 
“Continuous feedback” means that there should be no surprises when employees receive their 
rating at the end of the appraisal period – managers should be letting employees know throughout 
the year what they’re doing well and how they could improve. If a problem is observed, 
management needs to immediately let the employee know that expectations are not being met.
 If used correctly, this system’s management obligations and documentation requirements help 
to assure transparency and fairness in employee expectations and ratings. Management must be 
held accountable if the system is not followed correctly.
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5 CFR § 430.102 
(a) Performance management is the systematic process by which an agency involves its employees, 
as individuals and members of a group, in improving organizational effectiveness in the 
accomplishment of agency mission and goals. 
(b) Performance management integrates the processes an agency uses to— 
• Communicate and clarify organizational goals to employees; 
• Identify individual and, where applicable, team accountability for accomplishing organizational 
goals; 
• Identify and address developmental needs for individuals and, where applicable, teams; 
• Assess and improve individual, team, and organizational performance; 
• Use appropriate measures of performance as the basis for recognizing and rewarding 
accomplishments; and 
• Use the results of performance appraisal as a basis for appropriate personnel actions. 

Performance management is more than just your performance review; it also includes planning 
work and setting expectations, monitoring performance, developing employees’ abilities to 
perform well (e.g., through training opportunities), and rewarding good performance. This means 
you should be able to use this system to your advantage by discussing career goals and skills you’d 
like to work on, and taking opportunities for professional development and training. 
A well run performance management system not only involves planning individual employees’ 
work and evaluating their performance, but also incorporates organizational goals and values, 
relating group and individual work to the overall vision and plan of the organization.
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Under New Beginnings, your performance should only be appraised based on the performance 
elements and standards specified at the beginning of the appraisal period.
Generally, conduct issues (e.g. tardiness, uniform violations, inappropriate language, etc.) should 
not factor into your performance rating.
This does not mean that conduct issues are completely separate from performance appraisal, 
however. 
There are two chapters of Title 5 (Administrative Procedure) of the U.S. Code that can be used 
for personnel actions: Chapter 43 and Chapter 75. Chapter 43 may only be used to address poor 
performance, whereas Chapter 75 may be used to address poor performance, issues of conduct, 
or both. Both chapters allow employees to be demoted or removed, though the burden of proof 
is higher for Chapter 75 than for Chapter 43. Several agencies, including DoD, use Chapter 75 
significantly more often when addressing problems with employees.
Generally, working to improve an employee’s conduct or punish inappropriate conduct should be 
handled via other means than Performance Appraisal.
For more detailed information, you may access the U.S. Code at uscode.house.gov or refer to 
the U.S. Merit Systems Protection Board’s Addressing Poor Performers and the Law, available via 
http://www.mspb.gov. 
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No performance management system will ever be perfect, but this is likely the closest we’re going 
to get. It is our job as union leaders to ensure that New Beginnings is implemented correctly 
and followed appropriately by management; in cases where it is not, we need to work to hold 
management accountable. 
This is a system that empowers employees to have a say in how they are assessed, and also in 
how things are run. Open communication between management and employees is critical to 
organizational success, and this system should lead to that kind of honest dialogue, which will in 
turn lead to a better working environment and better delivery of services. The processes put in 
place with New Beginnings will also hopefully expose bad supervisors and hold them accountable 
– or assure that supervisors receive better training in order to be suitable supervisors. 
If this system doesn’t work, another new system is unlikely to incorporate Labor interests to such a 
high level, and would likely take us back to less fair methods with fewer rights for employees. 
If this program is successful, it also represents an opportunity to grow the Labor movement: 
knowing that this system was produced jointly with Labor, for the benefit of employees, will likely 
lead to more positive attitudes towards unions and increased union membership within DoD.
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For almost all employees, the appraisal cycle will run from April 1st – March 31st. 
Phasing in will continue to take place over the next 2 ½ years; you may hear New Beginnings 
discussed by management or receive training long before you actually roll into the system.
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New Beginnings uses a three-tiered rating system: 5, 3, or 1. Most employees will likely receive 3s, 
but it must be possible to exceed a 3 for work that truly goes above and beyond. 

At a bare minimum, you must have at least three documented performance discussions with your 
supervisor, including an initial discussion to determine a performance plan, a progress review 
about mid-way through the appraisal period, and a final discussion in which your rating of record 
is reviewed. These must be documented and recorded in the MyPerformance website. More 
discussions – formal or informal – are highly encouraged and should be taking place whenever you 
or your supervisor needs clarification or when a problem arises. 

Overall, employees are responsible for actively communicating with their supervisor throughout 
the appraisal period and assuring that they clearly understand what is expected of them and how 
they will be rated. That will probably mean verifying that your supervisor knows what your work 
entails and helping to facilitate the creation of a performance plan that is relevant to you and 
your work. Supervisors are responsible for developing employee performance plans and assuring 
that expectations are clearly understood, and then providing feedback throughout the appraisal 
cycle. If a problem or issue is detected, your supervisor must notify you immediately and provide 
assistance and time to correct the problem. At the end of the appraisal cycle, your supervisor will 
assign you a rating of record based on how well the performance plan has been met.
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DoDI 1400.25 Volume 431 dated 04/02/2016:
g. MyPerformance Appraisal Tool. The MyPerformance appraisal tool provides an 
automated system to create, review, and approve performance plans; document modifications 
to performance plans; document progress reviews; document employee input on his or her 
individual performance; and document performance appraisals.
(1) The MyPerformance appraisal tool is the only automated appraisal tool that has been 
authorized for use in administering and documenting activities under the DoD Performance 
Management and Appraisal Program, and MyPerformance generates a completed DD Form 
2906, “Department of Defense Performance Plan, Progress Review, and Appraisal.” 
(2) When supervisors or employees do not have access to the electronic MyPerformance 
appraisal tool, they must use the paper copy of DD Form 2906 to document the performance 
plan, progress review(s), and rating of record. The DoD Components will develop any needed 
processes for completing appraisals using a blank DD Form 2906. 

MyPerformance is DoD’s online, fully automated appraisal tool created in conjunction with the 
New Beginnings performance management system. It allows supervisors and employees to input 
items (e.g. Performance Plan, work achievements) and for review and approval. The paper form 
(DD 2906) will remain available for employees who do not have access to a computer as part of 
their daily duties. It is the supervisor’s duty to input the paper version into the electronic system.
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The public New Beginnings website is available at https://www.cpms.osd.mil/Subpage/
NewBeginnings/NBHome.

From the CPMS home page (https://www.cpms.osd.mil), click on the New Beginnings word cloud 
image to get to the New Beginnings home page.
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This page functions as a centralized repository of information, guidance, training materials, and 
resources regarding New Beginnings initiatives and the new DoD Performance Management & 
Appraisal Program (DPMAP). 

The New Beginnings home page includes information and links on:
• Resources and References
• Frequently Asked Questions
• the background of New Beginnings
• Hiring Manager’s Toolkit
• Awards

Click on “Resources and References” to access additional materials on the MyPerformance 
system.
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The “Resources and References” page includes links to:
• New Beginnings Informational Briefing
• MyPerformance Tool Employee User Guide (38-page PDF)
• My Performance Tool Training Videos
• Performance Management and Appraisal Program Toolkit
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From the MyBiz page, click on “MyPerformance” under the Key Services tab to access the 
MyPerformance site.
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MyPerformance and the paper form – DD 2906 – are relatively similar in that they contain the 
same information. The full DD 2906 (updated March 2016) is in the Appendix of this Participant 
Guide.
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A strong and effective Local as defined by the convention delegates is a Local that:
1. Has strong leaders – Leaders who are well-trained, who are Political Action Committee 

(PAC) contributors, and who are inclusive and representative of the bargaining units in all its 
diversity.

2. Has active membership – The Local has a minimum of 50% of the bargaining unit employees 
as members, has organizing and retention plans in place and has a significant number of 
members who are active and involved in union activities. The Local also has a minimum of 2% 
of members contributing to PAC with an annual increase of 0.5% and a goal of 10% by 2018.

3. Represents its members well – The Local represents its members well through a collective 
bargaining agreement and third parties such as the Federal Labor Relations Authority and the 
Merit Systems Protection Board.

4. Meets its financial responsibility – The Local has an adequate dues structure with sound 
financial reporting and practices.

5. Participates in our activities – The Local engages in mobilization activiites, lobbying, and 
political action. The Local also participates in trainings, meetings at all levels, state federations 
and local central labor councils, and the community.

6. Communicates and educates – The Local communicates and educates to and from its 
members. It communicates to all bargaining unit employees, allies, the community, and with 
AFGE National including through MYLocal and Personify.

For more information on AFGE’s Big Enough to Win initiative and building a stronger Local, visit the 
website at https://www.afge.org/Win.
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At this stage, we would expect Locals to be developing a plan for rolling into the new system, 
including:
• How/what to bargain
• Reaching out to membership, as well as providing resources and assistance to non-member 

bargaining unit members who may become members
• How to manage the system, including receiving feedback from members and feeding that 

information up the chain at AFGE
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Best practices for reaching out to non-AFGE-members may include:
• Promoting New Beginnings trainings and resources in the workplace

• Bulletin boards, flyers, etc.
• Lunch and Learns
• Encouraging members to talk to their coworkers
• Open up Local office to show users how to use the MyPerformance system
• Relating failures of DoD to train staff on New Beginnings → what the Local has available
• Think creatively about providing services for your population (members and non-members)
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“Labor-management partnerships”, also called councils or committees, became required during 
the Clinton presidency. Executive Order 12871 created the National Partnership Council and 
also required agencies to establish councils/committees in order to increase Union input and 
involvement in decision making. The intended result of such partnerships between Labor 
and Agency management is improved efficiency, greater productivity, and higher quality 
services for the American people. By representing workers at all levels of the bargaining unit, 
Union representatives are likely to have stronger insight into problems and their sources than 
management; by working together with management, true solutions to these problems can be 
crafted – solutions that help shape government agencies “into organizations capable of delivering 
the highest quality services to the American people.” 
Unfortunately, in early 2001 President Bush dissolved Executive Order 12871, despite the success 
that had been achieved. 
President Obama reestablished these partnerships in 2009 with Executive Order 13522, now called 
“Labor-Management Forums”, stating that: 

Federal employees and their union representatives are an essential source of front-line ideas 
and information about the realities of delivering Government services to the American people. A 
nonadversarial forum for managers, employees, and employees’ union representatives to discuss 
Government operations will promote satisfactory labor relations and improve the productivity 
and effectiveness of the Federal Government. Labor-management forums, as complements to 
the existing collective bargaining process, will allow managers and employees to collaborate in 
continuing to deliver the highest quality services to the American people. Management should 
discuss workplace challenges and problems with labor and endeavor to develop solutions jointly, 
rather than advise union representatives of predetermined solutions to problems and then 
engage in bargaining over the impact and implementation of the predetermined solutions. 
The purpose of this order is to establish a cooperative and productive form of labor-management 
relations throughout the executive branch. 

Labor management forums discuss issues related to the workplace, but do not engage in 
negotiations. Anything that could be contentious or problematic should be conveyed to the labor 
management forum.
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Committees convened for the purpose of assessing New Beginnings may be referred as labor 
management forums, oversight committees, evaluation committees, or something similar.

In DoD, there is no master council, and labor management forums work at the “level of 
recognition’ (i.e. Base level, DLA, etc.). 

We need to be utilizing labor management forums to ensure that New Beginnings is implemented 
appropriately and carefully from the start. Information and feedback should be examined by labor 
management forums to see what’s working and what’s not – in order to work together to solve 
problems that will arise locally and for the Agency as a whole.

Locals must “report up and report often” to enable oversight committees to truly see what’s 
happening across the organization. This involves not just looking at what’s going wrong, but also 
what’s going right – what are good managers doing?
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We have included a sample labor management forum charter in the Appendix of the Participant 
Guide.

*Note that we recommend you do not mention Executive Order 13522 by name, since an 
incoming president may again choose to dissolve the existing Executive Order. Please use “this 
agreement” instead in any and all labor management forum documents.
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Only pre-decisional – there have been no negotiations so far. 
In DoD, negotiations only occur at the level of recognition, not Agency-wide.



4646

The full AFGE Field Services and Education Department (FSED) Bargaining Guidance document 
for DoD New Beginnings Performance Management is available online at www.afge.org/
NewBeginnings. 
For the purposes of this training, aspects of AFGE bargaining guidance will be discussed in 
whichever module they most closely align. 

New Beginnings represents an opportunity in making management perform and meet their 
responsibilities in evaluating employee performance, correcting poor performing employees 
and helping them achieve a satisfactory level of performance, recognizing and rewarding high 
performing employees, and investing in employee development. 
While all this was possible in the old system, decades of excuses and complaints about the 
difficulties and impossibilities of firing poor performers was an easier route than holding 
supervisors accountable for doing their jobs. Unfortunately, Congress heard their complaints and 
believed that a new performance management system was necessary. 
If we recognize that we must help change the culture within DoD, and change the perspective 
of Congress that federal employees and their unions are not the problem, we can create an 
environment that is more receptive to honoring our work rather than blaming the rank and file. 
This guidance will change as the phase in of New Beginnings occurs. It is our intention to adjust 
bargaining based on our successes and failures as this system is implemented. Our roll out focus 
and efforts will mirror those used by DoD as they move organizations into the system by offering 
training, adjusting bargaining guidance, and providing organizational support that will help build 
our union around the implementation of the new system.
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This sample Demand to Bargain is also located in the Appendix of this Participant Guide. 
The purpose of a Demand to Bargain is to serve notice to the agency that the union fully expects 
to exercise its rights under the statute. 

As such, a DTB should contain what subject/matter is the focus of the negotiations. 
• Reference any applicable CBA/MLA provisions associated with the bargaining. 
• Any contractually required information (proposals, ground rules, etc.) 
• A request for information (RFI) for information the union finds necessary in order to prepare 

its proposals. 
• Any proposed matters the union seeks to include as part of the bargaining. 

There exist two possible reasons why the union would invoke its right to bargain: 
• The agency has provided specific notice to the union with a known implementation date. 
• The agency is merely providing the union a copy of the changed regulation in advance. 

In either case, the union needs to preserve its right to bargain by submitting a demand to bargain. 

We recommend submitting a demand to bargain as soon as you receive notice that you’ll be 
rolling into New Beginnings.
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INFORMATION TO SUPPORT PROPOSAL (full text):

The law requires that the results of performance appraisals be used as “a basis for … removing 
employees.” 5 U.S.C. 4302 (a) (3).  Similarly, OPM’s regulations state that agencies are to “use the 
results of performance appraisal as a basis for appropriate personnel actions.”  5 CFR 430.102 (a) 
(6).  However, neither the law nor the regulation calls for the performance management system to 
be used as a disciplinary tool.  
 The law requires that performance appraisals be based on evaluating employees based on the 
performance standards that are established for their jobs.  5 U.S.C. 4302 (b) (3).  Therefore, 
it would not be appropriate to use the performance appraisal system to foster individual 
competition.  
 The FLRA and the courts have found proposals that attempt to dictate the content of performance 
standards to be outside the scope of bargaining as an infringement on management’s rights.  See 
NTEU and Bureau of Public Debt, 3 FLRA 768 (1980); NTEU v. FLRA, 691 F.2d 553 (D.C. Cir. 1982).  
We cannot prevent management from establishing a standard such as “achieves 90% accuracy” 
or “completes 90% of assignments within five workdays.”  However, reducing an employee’s 
performance appraisal because the organization did not achieve some numerical goal would 
be inappropriate, unless the employee had particular performance standards that include that 
numerical requirement.
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FSED NOTE:  The introduction of a new performance management system provides an opportunity 
for unions to capitalize on the premises contained in E.O 13522 and the reasons DoD expressed 
to Congress when they authorized the development of a new performance management system.  
Creating or utilization of an existing labor-management forum or committee to provide a joint 
level of review and the ability to make recommendations about the performance management 
system and its connection to the performance of the organization in meeting its missions is not 
only supported by the E.O., but carries on a framework similar to the one used to actually create 
the new system.
In making such a proposal, the union must first assess if it is willing to engage in such an effort 
for an extended period of time.  If the local opts to negotiate an agreement then administer that 
agreement exclusively through grievance/arbitration procedures, this set of proposals will not be 
necessary.  
If the union wants to ensure that employee performance is monitored and connected to 
organizational performance and have a mechanism that provides for the union’s involvement in 
monitoring the performance management system, then these proposals should be considered.

An important cautionary note in making proposals that combine the purpose and function of 
a labor-management forum under the E.O. is to not mention E.O. 13522 by specific reference.  
In doing so, the possibility of the negotiated language not having the weight of 3rd party 
enforcement or the ability to survive if the E.O. is canceled is increased as the E.O. specifically 
denies any 3rd party enforcement opportunity.  Without such a reference to the E.O, but carrying 
forth the ideals of the E.O, then provisions in a negotiable agreement are subject to the bounds of 
the agreement and administration using a negotiated grievance procedure.
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Module 2
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This training consists of four learning modules: 
• Module 1: Overview and History 
• Module 2: The Performance Appraisal Process 
• Module 3: Improving and Awarding Performance 
• Module 4: Anticipating the System 

This Participant Guide includes all slides for each module, as well as an Appendix with other useful 
documents and a glossary.
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Go to www.afge.org/newbeginnings to access all of our New Beginnings documents, including 
this Participant Guide. We will update and add new items as the process progresses, so please 
check back regularly.

Upon completion of this module, you will be able to:
• Define the “performance plan” and recognize what it needs to include.
• Differentiate between “performance elements” and “performance standards.”
• Recognize and employ multiple methods for capturing and communicating success over the 

course of the appraisal period.
• Develop an effective self-assessment.
• Explain how the rating of record is determined and how it affects the employee.
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This section describes the initial part of the appraisal period, including the development of the 
employee’s performance plan.

A written performance plan is required for all employees under New Beginnings. Performance 
plans enable supervisors to lay out what is expected of an employee, letting him/her know exactly 
what will be evaluated and how.
This is the first step in the appraisal process.
Performance plans help employees understand why their job exists, where it fits in the 
organization, and how their job duties support DoD and organizational goals. 
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DoDI 1400.25 Volume 431 dated 04/02/2016: 
Section 3.3, PLANNING PERFORMANCE. Employee and supervisor engagement 
that provides opportunity for employee input is the first step in establishing ongoing 
communication and understanding of performance expectations and organizational goals 
throughout the appraisal cycle. This results in effective performance planning. Specific 
performance measures will be used to determine whether expectations and goals are being 
met. Each employee must have a written performance plan established and approved normally 
within 30 calendar days of the beginning of the appraisal cycle or the employee’s assignment 
to a new position or set of duties. The supervisor will communicate the performance plan to 
the employee after it has been approved in accordance with DoD Component procedures. 

a. Employee Performance Plan. The performance plan will clearly document for each 
employee how the expected outcomes and results are linked to the organization’s goals and 
objectives and how his or her performance will be measured throughout the appraisal cycle. 
The performance plan includes the employee’s performance elements and performance 
standards for the appraisal cycle. Changes to mission, organizational goals, work unit 
priorities, or assigned duties that occur during the appraisal cycle may necessitate revisions 
to the performance plan. 

Performance plans are developed by the supervisor, ideally with active input from the employee, 
and must be officially approved by the employee. An employee’s performance plan should 
be established, approved, and communicated to the employee within 30 calendar days of the 
beginning of the appraisal period (by April 30) in most circumstances. 
It is the supervisor’s responsibility to ensure that the employee’s performance expectations are 
clearly linked to the organization’s goals and objectives. One way this may be accomplished is 
through an IDP (Individual Development Plan), listing the learning and experience needed for 
short-term and long-term career goals. An employee’s IDP may be linked to the Component’s 
PAP (Performance Assistance Plan) – an organizational performance plan that systematically 
documents learning and development opportunities. Typically developed by the Training, 
Education, and Professional Development (TE&PD) within a component, your organization’s Office 
of Strategic Planning likely has a PAP or something similar that can be incorporated into your 
career planning process. 
For example, if a shortage of employees with acquisitions expertise is identified, a PAP might 
document training or on-the-job learning opportunities that an employee might utilize towards 
the goal of building experience and knowledge in contracting acquisitions.
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Generally, this is how the process for developing a performance plan should run:
1. Supervisor lists employee’s tasks and duties. Preferably, the employee has already had 

a chance to talk with their supervisor about what they actually do and what their most 
important tasks are.

2. Tasks are converted into elements and standards, on which the employee will be rated. 
Elements focus on activities; standards focus on results. Most employees will have 3 to 5 
performance elements and standards. Elements and standards should be written so that they 
are easily understood by the employee; they should also be written at the “fully successful” 
level.

3. The performance plan is discussed with the employee during an initial, documented 
performance discussion. Supervisors explain why those elements and standards were picked, 
and employee can provide input as to their relevancy and feasibility. Hopefully, the supervisor 
and employee will agree on the performance elements and standards, but this is not required.

4. The supervisor makes sure the employee understands how his/her work contributes to the 
larger organizational goals.

5. Employee concurs with his/her performance plan. If the employee needs anything from the 
performance plan clarified, he/she should discuss it with the supervisor as soon as possible.
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The performance plan is communicated to the employee during the first (of three required) 
formal, documented discussion of the appraisal period. The supervisor must make sure the 
expectations are clearly understood and answer any questions the employee may have.

Your supervisor should also explain the reasoning behind the elements and standards selected for 
your performance plan. 
• What is expected, and how will performance be measured against those expectations?
• How do they relate to the organization’s mission and goals and to DoD’s mission, goals, and 

values?
• What professional development options are included (either required or optional)?

One important function of performance management, aside from performance appraisal, is the 
inclusion of professional development opportunities. Professional development might help you 
improve skills you need to be better at your current job. Or, training and development might 
be geared toward acquiring new skills that will enable you to progress in your career at DoD. 
Professional development might include formal training, informal training, on-the-job training, or 
mentoring. An IDP (Individual Development Plan) might be used to document the competencies, 
knowledge, skills, and abilities needed to improve performance, as well as listing the training and 
education needed to get there.
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A performance plan includes both performance elements and performance standards. 
Performance elements tell employees what to do; they “describe the expectations related to the 
work being performed. ” Each performance plan must have at least 1 and at most 10 performance 
elements; most employees will have 3 – 5. 

There are two types of performance elements:
1. A critical element is “a work assignment or responsibility of such importance that unacceptable 

performance on the element would result in a determination that an employee’s overall 
performance is rated as ‘Unacceptable.’ ”
• Critical elements are only used to measure individual performance; supervisors must not 

establish critical elements for team performance. 
2. A supervisory element relates to supervision or management duties. All performance elements 

related to supervisory duties are considered critical elements. The number of supervisory 
performance elements on performance plans for supervisors will equal or exceed the number 
of non-supervisory (technical) performance elements. 

All performance elements must be critical elements and must align to organizational goals. A 
critical element is a task that is so important that failing it means failing the Mission.

DCIPS’ Guide to Writing Effective Performance Objectives, Self Accomplishments, and Evaluations 
is an excellent additional source of information, available at dcips.dtic.mil/documents/Guide_
Writing_Effective_Objectives.pdf.

Your rating of record is calculated based on ratings for each ratable element (each critical 
element).
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DoDI 1400.25 Volume 431 dated 04/02/2016: 
c. Performance Standards. Performance standards describe how the requirements and 
expectations provided in the performance elements are to be evaluated. Performance 
standards must be provided for each performance element in the performance plan and must 
be written at the “Fully Successful” level. The standards should include specific, measureable, 
achievable, relevant, and timely (SMART) criteria, which provide the framework for developing 
effective results and expectations. SMART standards objectively express how well an employee 
must perform his or her job to achieve performance at the “Fully Successful” level by providing 
standards that are: 

(1) Specific. Goals are sufficiently detailed in describing what needs to be accomplished. 
(2) Measurable. The accomplishment of the performance element is clear and can be 
quantified or substantiated using objective criteria. 
(3) Achievable. Goals are realistic, yet challenging and can be accomplished with the 
resources, personnel, and time available. 
(4) Relevant. The critical element aligns with or links to organizational mission and success.
(5) Timely. Goals will be completed within a realistic timeframe.

Performance standards explicitly describe how the expectations and requirements conveyed in the 
performance elements will be evaluated. Each performance element must have a corresponding 
performance standard which explicitly state what this behavior looks like at the “Fully successful” 
level.
Employing SMART criteria helps to assure that performance standards are written thoroughly and 
can be objectively followed.
Performance standards are non-negotiable, but they are grievable. Make sure that every 
performance standard is written using SMART criteria.
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Specific:
The what, why, who, where, and how of what needs to happen
Detailed enough to leave no room for misinterpretation

Measurable:
Can the fulfillment of the standard can be quantified?
How much? How many?

• % 
• Success rate or failure rate 
• By when?
• Date, time, or period of time
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Achievable:
Can this realistically be accomplished? 

• Given the resources, personnel, and time available?
• What constraints exist that may hamper or impede it?
• Is it all within the employee’s control?

Relevant:
Why does the standard matter?
How is it applicable to:

• The employee’s work/position? 
• To the employee or organization’s development?
• To the Mission?
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Timely:
Set a clear timeframe or end date – performed or completed by when?
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DoDI 1400.25 Volume 431 dated 04/02/2016: 
f. DoD Core Values. In order to develop common awareness of and reinforce a high-
performance culture, DoD core values will be discussed with employees at the beginning of 
the appraisal cycle and will be annotated on all performance plans. The DoD core values, 
which form the foundation of the DoD performance culture are: leadership, professionalism, 
and technical knowledge through dedication to duty, integrity, ethics, honor, courage, and 
loyalty. In addition to the DoD core values that will be annotated on performance plans and 
discussed with employees, DoD Components may include organizational values and may 
include organizational mission statements or goals which apply to the employee’s performance 
elements. This aids in developing a common awareness and to reinforcing the individual 
contribution to the overall success of both the DoD and organization’s mission. Employees will 
only be assessed on the DoD core values or organizational values to the extent applicable to 
the assessment of a performance element. 

At the heart of performance elements and standards should be a clear connection to the DoD’s 
core values: “Leadership, Professionalism, and Technical Knowledge through dedication to duty, 
integrity, ethics, honor, courage, and loyalty.”
Understanding core values and organizational goals helps employees to see where their job fits 
in and why their work is important; core values also serve to prioritize work goals and inform 
performance elements and standards.
It is your supervisor’s job to clearly link your performance elements and standards to the 
organization mission and to the values of DoD. Establishing this “line of sight” to your 
organization’s mission and to the DoD’s mission and values connects the importance of 
accomplishing your duties to supporting the organization.
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A huge advantage of continuous monitoring is that performance plans can be quickly revised when 
it becomes clear that performance standards can’t be met or when duties changed. This may 
happen when:
• There is a change in assignment, position, or duties
• A new supervisor has different priorities
• Organizational goals shift or change
• Influences/forces outside of the employee’s control have made the goal(s) unachievable

Revisions might also be necessary if the original elements or standards just weren’t a good fit for 
the work or the department/location.

Just like your original performance elements and standards, revisions (and the reasons behind 
them) must be clearly articulated by your supervisor, and you are encouraged to provide feedback 
and to ask questions to make sure you thoroughly understand them. Of course, the revisions may 
well have come about due to your or your team’s feedback – but it’s still vital that you and your 
supervisor are on the same page when it comes to how you’ll be rated. The revisions are made in 
MyPerformance by your supervisor, and must be acknowledged in the online system.

*If there are fewer than 90 calendar days remaining, employee should not be rated based on new 
standards.
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According to OPM.gov, “a position description or ‘PD’ is a statement of the major duties, 
responsibilities, and supervisory relationships of a position. In its simplest form, a PD indicates the 
work to be performed by the position. The purpose of a PD is to document the major duties and 
responsibilities of a position, not to spell out in detail every possible activity during the work day.”

Position classification standards and guidance covering most Federal positions are accessible on 
the internet at: http://www.opm.gov/fedclass/index.asp for white collar positions, and http://
www.opm.gov/fedclass/html/fwsdocs.asp for trades, craft, and labor positions.

“If the position or job description is significantly inaccurate, you should try to resolve the problem 
by discussing it with your supervisor and perhaps a representative of your human resources office. 
If you are unable to resolve the problem at this level, you should use your agency’s negotiated or 
administrative grievance procedure. If you are unable to obtain an accurate position description 
through the grievance procedure, we may accept your appeal and determine the proper 
classification based on the duties assigned by management and performed by you. Information 
on what OPM expects an employee to do to resolve PD accuracy before filing a GS appeal can be 
found in section 511.607(a)(1) if title 5, Code of Federal Regulations and the Introduction to the 
Position Classification Standards, Appendix 4.G.4.a.”

Part of the process of implementing New Beginnings MAY involve review and updating of most 
current PDs. 
If not, we recommend getting help through your shop steward or other local union person to help 
navigate the process of getting your PD updated.
If updating your PD is not possible or not in your best interest at this time, then you need to be 
sure that your supervisor knows what you actually do. Depending upon your position and your 
supervisor’s level of knowledge of your day-to-day tasks, we recommend keeping a running list 
of your daily duties for several days, then presenting it to your supervisor (during your initial 
performance discussion or prior), emphasizing the most critical duties and how they contribute to 
your team’s work and your location’s work.
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Before your performance plan goes into effect, your supervisor must sit down with you to review 
your performance plan and make sure both parties clearly understand. This the first of the three 
required documented performance discussions. 
The main purpose of this meeting is to make sure that both you and your supervisor have a clear 
understanding of what is expected of you and how you will be appraised, as well as why these 
elements and standards were selected. Hopefully, you’ve already had the chance to communicate 
with your supervisor regarding your performance plan. Either way, make sure you can answer all 
of the following questions after this discussion:
• Are the standards achievable? Are the expectations reasonable: they must not be impossible 

or nearly impossible to achieve.
• Are the standards fair? 

• Do they reflect the work that you have direct control over? Remember, standards must 
only apply to individuals, not to team performance, per DoDI 1400.25 Volume 431 dated 
04/02/2016, Section 3.3 b. (1). 

• Standards should also be fair in that they are similar to the standards by which your peers 
in the same or similar positions will be rated.

• Do they allow for some margin of error? 100% perfection is not fair in most 
circumstances.

• Are the standards applicable – do they directly relate to your most important duties and 
tasks? Does performing well on the standards translate to doing your job well?

• Can the expectations – as described in the elements and standards – be measured 
objectively? Is there concrete data or evidence your supervisor can collect (quantity, 
measurements of quality, timeframes, cost-effectiveness) in order to rate you impartially?

• Are the elements and standards flexible enough to manage performance both day-to-day and 
also longer term? Can they be adapted when resources or objectives change?

• Can the “Fully Successful” level be surpassed? It must be possible to be rated “Outstanding” 
in cases of extremely outstanding performance. 
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The Performance Plan is entered into MyPerformance by the supervisor; the employee can then 
view and approve it online.

From the MyPerformance landing page, you should see your name and appraisal. Under “Actions” 
on the far right, you should be able to view or update (make changes or approve your plan).
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Once you choose to view or update your plan, you will come to this screen.

Here, you can review:
• Step 1: Plan Details
• Step 2: Mission Goals
• Step 3: Performance Elements and Standards
• Step 4: Approvals and Acknowledgements
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We would expect Locals to help their members throughout the appraisal period in whatever 
capacity they can, particularly:
• Helping members know what should be in their Performance Plan

o  What kinds of things should be in the performance plan
o  Are their performance elements and standards fair? Achievable? Similar to peers in the    
    same position?
o  Elements and standards can be revised if necessary

• Can any extra assistance be provided to members: 
o  For whom English is a second language?
o  Who come from lower educational backgrounds?
o  Whose culture background might make promoting one’s achievements more difficult?
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There are several situations in which a full-time DoD employee will not receive a typical rating of 
record. 
This is detailed in DoDI 1400.25 Volume 431 dated 04/02/2016, Section 3.8, SPECIALLY 
SITUATED EMPLOYEES:

a. Employees on Detail or Matrixed Employees. When an employee is detailed or 
matrixed, it remains the responsibility of the supervisor of record to seek input from the detail 
or matrix supervisor for use in developing the performance plan, conducting progress reviews, 
and completing the rating of record. 

b. Employees Performing Union Representational Responsibilities. When an 
employee is engaged in union representational responsibilities, the time spent performing 
union representation does not constitute work of the agency and does not count toward the 
minimum period of performance of 90 calendar days under an approved performance plan. 
If an employee performs agency work to meet the 90-calendar day requirement under an 
approved performance plan, that employee is eligible to receive a rating of record. 

c. Employees Absent for Military Service. Employees who are absent for military service 
(Absent-US) will be rated provided they have performed work under an approved performance 
plan for a minimum of 90 calendar days. If employees performing military service do not meet 
the 90 calendar day requirement supervisors will assign their most recent rating of record as 
the new rating of record for the appraisal cycle. 

d. Employees on Leave Without Pay or Extended Paid Leave. If an employee is absent 
during the appraisal cycle because he or she was on leave without pay or extended paid leave 
(including disabled veterans seeking medical treatment), the employee is eligible to receive 
a rating of record if he or she has performed work under an approved performance plan for 
a minimum of 90 calendar days. However, if an employee does not meet the 90 calendar day 
requirement, then he or she is not eligible to receive a rating of record. 

e. Employees on Long-Term Full-Time Training. Employees attending a program of long-
term full-time training greater than 90 calendar days may have a performance plan developed 
related to the training. The plan could include elements related to the achievement of specific 
training objectives. In this situation, supervisors may wish to contact the respective training 
activity for assistance and recommended input to the performance plan. 
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f. Employees Who Transfer or Supervisors Who Leave During the Appraisal Cycle. The 
length of time an employee serves under an approved performance plan determines what is 
required when an employee or supervisor leaves the organization. 

(1) If a supervisor leaves the organization, a performance narrative statement is required  
when an employee has performed under an approved performance plan for 90 calendar 
days and there are more than 90 calendar days left in the appraisal cycle. This narrative 
statement will be considered by the incoming supervisor. 
(2) A rating of record is required when an employee has performed under an approved 
performance plan for 90 calendar days and the employee or supervisor leaves the 
organization with fewer than 90 calendar days remaining in the appraisal cycle. If 
circumstances preclude the departing supervisor from carrying out this responsibility, the 
higher level management official may serve as the rating official, subject to Component 
policy. 

If an employee’s position or duties change during the appraisal cycle, DoDI 1400.25 Volume 431 
dated 04/02/2016, Section 3.3 outlines the options supervisors have:
e. Modifying the Plan During the Appraisal Cycle. A performance plan is a flexible, living 
document and should be reviewed and discussed throughout each appraisal cycle. Plans may 
be modified as organizational goals and priorities or employee responsibilities change. All 
approved modifications to performance elements or standards must be discussed with and 
communicated to the employee, and the employee should acknowledge the revisions in the 
MyPerformance appraisal tool or on the DD Form 2906. If considering a change to an element 
or standard within 90 calendar days of the end of the appraisal cycle when work requirements 
change or new duties are assigned, the supervisor may: 

(1) Revise the element or standard at the beginning of the next appraisal cycle; 
(2) Update the plan. If the employee does not have an opportunity to perform the new 
element(s) for the minimum 90-calendar-day period, do not rate the revised element(s); 
or 
(3) Extend the appraisal cycle by the amount of time necessary to allow 90 calendar days 
of observed performance under the revised element or standard. Extending the appraisal 
cycle will affect the start date of the employee’s subsequent appraisal cycle; however, the 
subsequent appraisal cycle should still end March 31 of the following calendar year. 

Those on 100% union duty (official time) receive a “modal” rating (the most frequent/common 
rating of record). This will work the same as it does now for 100% union duty folks, except that for 
those under a five-tier system who generally receive a “4” will now receive a “3.”
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As New Beginnings is rolled out, some of the first data available to us will be the % of performance 
plans created and approved by the deadline (within 30 days of April 1 = by April 30).

Who is doing this well? Who is not? If inconsistent, what conclusions can we come to about why 
this has not been done well everywhere? How can we help locations that are struggling, or how 
can we hold them accountable?
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We also need to look at the kinds of elements and standards being implemented in performance 
plans. Are the elements and standards appropriate for the type of work performed? Are they fair? 
Are they objective? Do they follow S.M.A.R.T. criteria? 

What are we hearing from our members? Are supervisors taking employee input into 
consideration?
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DoDI 1400.25 Volume 431, Section 3.2 (full text):

 f. DoD Core Values. In order to develop common awareness of and reinforce a high-
performance culture, DoD core values will be discussed with employees at the beginning of the 
appraisal cycle and will be annotated on all performance plans. The DoD core values, which 
form the foundation of the DoD performance culture are: leadership, professionalism, and 
technical knowledge through dedication to duty, integrity, ethics, honor, courage, and loyalty. 
In addition to the DoD core values that will be annotated on performance plans and discussed 
with employees, DoD Components may include organizational values and may include 
organizational mission statements, or goals which apply to the employee’s performance 
elements. This aids in developing a common awareness and to reinforcing the individual 
contribution to the overall success of both the DoD and organization’s mission. Employees will 
only be assessed on the DoD core values or organizational values to the extent applicable to 
the assessment of a performance element.
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Relating to DoDI 1400.25 Volume 431: Section 3.3 PLANNING PERFORMANCE.

b. Performance Elements. Performance elements describe the expectations related to the work being 
performed. All performance elements must be critical elements and clearly align with organizational 
goals. For ratings of record, each ratable element will be assigned a performance element rating. For 
assistance with alignment of performance elements to organizational goals, supervisors should review 
organizational plans and may consult with their performance improvement officer, or equivalent, as 
necessary. The USD(P&R) must approve DoD-wide performance elements for groups of employees, as 
needed.  The two types of performance elements are: 

  (1) Critical Element. Performance plans must have a minimum of one critical performance 
element, and each element must have associated performance standards that define expectations. 
A critical element is a work assignment or responsibility of such importance that unacceptable 
performance on the element would result in a determination that an employee’s overall 
performance is rated as “Unacceptable.” Critical elements are only used to measure individual 
performance; supervisors must not establish critical elements for team performance.
  (2) Supervisory Element. All performance elements related to supervisory duties are critical 
elements. The number of supervisory performance elements on performance plans for supervisors 
will equal or exceed the number of non-supervisory (technical) performance elements. The 
requirement for the number of supervisory performance elements to exceed the number of non-
supervisory elements does not apply to employees coded as Supervisor Civil Service Reform Act 
(CSRA) code “4” in the Defense Civilian Personnel Data System. 

FSED NOTE: full text:
Often position descriptions do not keep up with changes in the duties assigned to an employee.  
The intent of this section is that critical elements be directly related to the employee’s position 
description, and that the position description itself must be determined to be a complete and 
accurate reflection of the duties assigned to that employee.  This is important as it will prevent 
employees from being rated on grade controlling duties that they may not be getting credit for in 
their position descriptions. 
A proposal requiring the agency, at the beginning of the rating period, to provide employees with a 
written explanation of performance requirements at all rating levels did not dictate the number of 
rating levels and was ruled negotiable. Naval Submarine Support Facility, 100 FLRR 1-1078, 56 FLRA 
268 (FLRA 2000).
An FSIP member ordered adoption of the union position requiring the agency to define the 
standards for a performance rating of “Exceeds Fully Successful.” Department of Agriculture, Farm 
Service Agency, Kansas City, Mo., 112 LRP 26961, 11 FSIP 102 (FSIP 2011).
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Full DODI section text:

DoDI 1400.25 Volume 431, Section 3.3, PLANNING PERFORMANCE:

c. Performance Standards. Performance standards describe how the requirements and 
expectations provided in the performance elements are to be evaluated. Performance 
standards must be provided for each performance element in the performance plan and must 
be written at the “Fully Successful” level. The standards should include specific, measureable, 
achievable, relevant, and timely (SMART) criteria, which provide the framework for developing 
effective results and expectations. SMART standards objectively express how well an employee 
must perform his or her job to achieve performance at the “Fully Successful” level by providing 
standards that are:

1)  Specific. Goals are sufficiently detailed in describing what needs to be accomplished. 
2)  Measurable. The accomplishment of the performance element is clear and can be        
  quantified or substantiated using objective criteria.
3)  Achievable. Goals are realistic, yet challenging and can be accomplished with the   
  resources, personnel, and time available. 
4)  Relevant. The critical element aligns with or links to organizational mission and   
  success. 
5)  Timely. Goals will be completed within a realistic timeframe. 
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INFORMATION TO SUPPORT PROPOSAL full text:

A distinction must be made between a proposal that the standards be based on criteria that 
are objective, reasonable, and measurable, and a proposal that the standards themselves have 
these qualities.  This difference may seem petty and semantic, but it matters for negotiability 
purposes.  Proposals that standards be ”objective” or “reasonable” or “measurable” were found 
to be outside the scope of bargaining because they directly interfere with management’s right to 
direct employees and assign work.  See NTEU and Department of Agriculture, 42 FLRA 964, 984-
985 (1991).  Because the establishment of performance standards does not by itself adversely 
affect employees, such proposals cannot be considered negotiable as “appropriate arrangements,” 
either.  POPA and Patent and Trademark Office, 25 FLRA 384, 396 (1987).  Wording the proposal in 
the way that we do here would allow arbitrators to review the application of standards, which the 
Authority maintains is a mandatory subject of bargaining, as opposed to reviewing the standards 
themselves.  AFGE Local 32 and OPM, 3 FLRA 784, 791-793 (1980).
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INFORMATION TO SUPPORT PROPOSAL full text:

The two proposals above provide a methodology for measuring employee performance.  These 
proposals are mandatory subjects of bargaining as procedures under 5 U.S.C. 7106 (b)(2).  They 
allow the Agency to determine the allowable error rate.  The proposals only concern how the 
employee’s performance will be measured to determine whether that error rate was met.  The 
proposal was found to be negotiable in NFFE Local 1974 and VA Regional Office, Portland, 46 FLRA 
1170, 1177 (1993), aff’d, VA v. FLRA, 33 F.3d 1391, 1393-95 (D.C. Cir. 1994)]
Performance standards shall be fairly, equitably, objectively, and uniformly applied for like duties 
in like circumstances and shall be reasonably related to the duties set forth in the position 
description. (UPTO, 44 FLRA 1145 (1992))
Performance standards will be developed in accordance with Federal law and this agreement.  
To the maximum extent feasible, performance standards shall permit “the accurate appraisal 
of performance based on objective criteria, and are reasonable, realistic, attainable, and clearly 
stated in writing.”  (5 USC 4302(b) (1)) (AFGE, 67 FLRA 67 (2012)), NTEU, Chapter 229, 32 FLRA 826, 
830 (1988) (NTEU) (citing Walker v. Dep’t of the Treasury, 28 M.S.P.R. 227, 229 (1985)); Newark Air 
Force Station, 30 FLRA 616, 628-29 (1987) (Newark).



90

Relating to DoDI 1400.25 Volume 431, Section 3.3, PLANNING PERFORMANCE:

e. Modifying the Plan during the Appraisal Cycle. A performance plan is a flexible, living 
document and should be reviewed and discussed throughout each appraisal cycle. Plans may 
be modified as organizational goals and priorities or employee responsibilities change. All 
approved modifications to performance elements or standards must be discussed with and 
communicated to the employee, and the employee should acknowledge the revisions in the 
MyPerformance appraisal tool or on the DD Form 2906. If considering a change to an element 
or standard within 90 calendar days of the end of the appraisal cycle when work requirements 
change or new duties are assigned, the supervisor may: 

1)  Revise the element or standard at the beginning of the next appraisal cycle; 
2)  Update the plan and, if the employee does not have an opportunity to perform the new  
   element(s) for the minimum 90-calendar-day period, do not rate the revised element(s);  
   or 
3) Extend the appraisal cycle by the amount of time necessary to allow 90 calendar days  
   of observed performance under the revised element or standard.  Extending the   
   appraisal cycle will affect the start date of the employee’s subsequent appraisal cycle;         
   however, the subsequent appraisal cycle should still end March 31 of the following       
   calendar year.
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Full DODI section text:
DoDI 1400.25 Volume 431, Section 3.4. 

MONITORING PERFORMANCE. Monitoring performance consists of ongoing assessment of 
performance compared to the stated expectations and ongoing feedback to employees on their 
progress toward reaching their goals. 

a. Continuous Monitoring of Performance. By monitoring performance throughout 
the appraisal cycle, supervisors can provide timely feedback on meeting expectations and 
identify unacceptable performance during the appraisal cycle in order to provide assistance 
to improve performance, rather than waiting until the end of the cycle when a rating of 
record is assigned. Additionally, while monitoring performance, supervisors may identify 
an employee’s need for training or developmental opportunities in order to enhance the 
knowledge, skills, or abilities related to the employee’s job performance in his or her 
current position. 

b. Performance Discussions. The supervisor and employee will discuss the employee’s 
work performance and its link to organizational effectiveness. The discussions may consist 
of verbal feedback sessions, regular one-on-one meetings, or impromptu recognition or 
acknowledgement of performance. Supervisors or employees may initiate performance 
discussions at any time during the appraisal cycle to foster ongoing engagement and 
understanding. Performance discussions help ensure that the performance plans accurately 
reflect the work being evaluated. Effective communications include ongoing, constructive 
feedback to contribute to overall employee and organizational success. 
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This section describes the ongoing communication that needs to take place throughout the 
appraisal period, as well as the progress review supervisors must conduct.
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DoDI 1400.25 Volume 431 dated 04/02/2016: Section 3.4 MONITORING PERFORMANCE. 
Monitoring performance consists of ongoing assessment of performance compared to the 
stated expectations and ongoing feedback to employees on their progress toward reaching 
their goals. 

a. Continuous Monitoring of Performance. By monitoring performance throughout 
the appraisal cycle, supervisors can provide timely feedback on meeting expectations and 
identify unacceptable performance during the appraisal cycle in order to provide assistance 
to improve performance, rather than waiting until the end of the cycle when a rating of 
record is assigned. Additionally, while monitoring performance, supervisors may identify 
an employee’s need for training or developmental opportunities in order to enhance the 
knowledge, skills, or abilities related to the employee’s job performance in his or her 
current position. 

New Beginnings emphasizes the importance of ongoing communication throughout the 
performance appraisal period. This reflects the shift towards performance management as a way 
to improve employee and organizational effectiveness, rather than just a way to rate employees 
and decide promotions and punishment. Supervisors should be providing both positive and 
negative feedback when appropriate. When a problem does arise, it is the supervisor’s duty to 
discuss it with the employee immediately.
The emphasis on two-way communication means employees share the responsibility of 
communicating to ensure that expectations are understood and that they are sharing successes 
and issues with their supervisor. This two-way communication should start with the development 
of the performance plan, when the employee communicates his or her most important tasks, and 
continue throughout the appraisal cycle. Anytime you are confused as to your expectations or how 
you should be accomplishing a task, or anytime you foresee a potential problem, it’s important for 
you to get clarity from your supervisor as soon as possible.
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It might feel like bragging to be touting your achievements regularly, but how else will your boss 
know what you’ve accomplished? Keep in mind that for bosses who may be used to hearing only bad 
news or problems, it might be a welcome change to start hearing so much positive news from their 
employees. 
One way to avoid sounding overly boastful is to frame accomplishments in terms of your team or 
coworkers. Psychologically, listeners tend to feel more positively about people who use inclusive 
terms like “we” and “team”. Bringing team efforts and accomplishments to your boss’s attention not 
only makes you look good, but also highlights the efforts of your peers and helps to create a positive, 
inclusive environment where the focus is on teamwork, rather than competiveness. Also, keep in mind 
that some of your coworkers, due to personality or cultural traits, may feel very uncomfortable talking 
about their accomplishments at all. You might even want to communicate individual accomplishments 
of your coworkers to your supervisor when you see the opportunity, depending on your own 
relationship with him/her. 
If you (or your team) have overcome any barriers, that in itself is an accomplishment. Let your 
supervisor know what the problem was (or remind him or her), and describe how you or your team 
were able to work around it. 
There are many methods to keep your supervisor abreast of you and your team’s accomplishments, 
including:

• Emailing quick updates 
• Verbally informing your supervisor 
• Discussing accomplishments during group meetings
• Completing entries in MyJournal in MyPerformance that you can refer to later
• Notes in a calendar or spreadsheet
• Keeping a written or electronic log to write down and organize accomplishments  

Frequent comments to your supervisor regarding achievement – whatever form or medium you 
choose – are also less likely to sound arrogant if you keep your remarks clear, concise, and to the point. 
Briefly relate the accomplishment(s) to your performance elements/standards, to your organizational 
mission or goals, or to both. How have you met or exceeded goals? Let your supervisor know not just 
what you’ve achieved, but why it’s important to the mission. 

*Be careful about anything you write down that is accessible by management
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Aside from the opportunity to share successes with your supervisor, you should also be compiling 
evidence to reflect your achievements throughout the year. This might be an electronic file, a 
physical file, or maybe a designated email account where you can send items you collect. Evidence 
might take the form of:

• Emails or letters from peers, clients, your supervisor/management, or others detailing your hard 
work and thanking you 

• Notes – maybe you have a habit of jotting down your week’s tasks and accomplishments as you 
go

• Calendar or log in which you can enter important tasks and accomplishments for the week or 
month, either on paper or in electronic form

• Quotes – if a client or fellow employee says something to you about your hard work, you can 
write it down exactly along with the name, date, and what prompted the remark (or thank them 
and ask them to send it to you via email).

• Survey data or questionnaires – this might reflect overall quantitative data, such as the % of 
customers who rated you at “Very good” or higher on customer service surveys, or you may pull 
specific comments from surveys or questionnaires.

• Training or professional development: have you participated in any training, courses, or 
professional development? Are you scored or graded at all? Incorporating grades, scores, or 
instructor/mentor feedback will be a much more concrete achievement than just telling your 
supervisor that you completed a training.

• Photos – if you’re permitted to use your camera phone at work, think about using it to document 
physical work accomplishments (such as reorganizing the mechanical tools storage) or events 
(such as a large training event you organized).

It is a best practice to organize this documentation by critical element, so that when it comes time 
to write your self-assessment at the end of the appraisal period, you can clearly link the evidence 
of your success to the critical elements in your performance plan.

Again, make sure you back up this data on a regular basis. If your file is electronic, try to store it 
online or in a back-up email; if you’re using a physical file, you can take photos or scan the items 
regularly. 
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DoDI 1400.25 Volume 431 dated 04/02/2016: Section 3.4. MONITORING PERFORMANCE. 
b. Performance Discussions. The supervisor and employee will discuss the employee’s 
work performance and its link to organizational effectiveness. The discussions may consist 
of verbal feedback sessions, regular one-on-one meetings, or impromptu recognition or 
acknowledgement of performance. Supervisors or employees may initiate performance 
discussions at any time during the appraisal cycle to foster ongoing engagement and 
understanding. Performance discussions help ensure that the performance plans accurately 
reflect the work being evaluated. Effective communications include ongoing, constructive 
feedback to contribute to overall employee and organizational success. 

There must be at least three formal, documented performance discussions between the 
supervisor and employee during the appraisal period. This includes the initial performance 
discussion, when the performance plan and performance elements and standards are 
communicated to the employee; a progress review to look at how the employee is meeting 
expectations so far; and a final performance appraisal discussion when the rating of record is 
communicated to the employee.  

The three formal discussions are initiated by supervisors, but employees or supervisors may 
initiate additional performance discussions any time. You are encouraged to hold additional 
discussions any time you need guidance, encounter a problem or issue, feel that your performance 
elements or standards may not be accurately measuring your performance. You can also take 
advantage of discussions with your supervisor to highlight your achievements or the success of 
your team.
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1400.25 Volume 431 dated 04/02/2016: Section 3.4. MONITORING PERFORMANCE. 
c. Progress Reviews. Progress reviews may only be initiated by supervisors. They are 
performance discussions that must be documented in the MyPerformance appraisal tool. 
While employees must have at least one documented progress review, providing additional 
progress reviews throughout the appraisal cycle is encouraged. Employees are not 
given a performance narrative or performance element ratings on progress reviews. The 
supervisor and employee should engage in meaningful communications throughout the 
appraisal cycle to review and convey: 

1)  Organizational goals and priorities. 
2)  Performance elements and standards, including ensuring the performance plan   
     accurately reflects the work being evaluated. 
3)  Supervisor’s expectations. 
4)  Employee’s accomplishments and contributions. 
5)  Employee’s level of performance, including any areas that need improvement. 
6)  Barriers to success. 
7)  Employee’s developmental needs and career goals. 

The formal progress review is initiated by your supervisor. The purpose is engagement between 
the supervisor and employee regarding progress on the employee’s performance plan, including:

1)  Organizational goals and priorities: Your supervisor should reiterate how your work supports 
the mission, and may need to clarify or update mission objectives. Perhaps you or your supervisor 
has new ideas for projects or methods that would further serve the mission?

2)  Performance elements and standards: How well does your supervisor feel you are meeting 
the performance elements and standards in your performance plan? How well do you feel you’re 
meeting them? Do they still seem like appropriate measures for your work?

3)  Supervisor’s expectations: Does your understanding of what’s expected of your work 
match that of your supervisor? Check in and make sure that you clearly understand all of these 
expectations, especially as deadlines and projects loom.

4)  Accomplishments and contributions: What are some of your major accomplishments so far? 
Your supervisor should have an idea, but be prepared to list and describe what you feel are your 
most important contributions and how they connect to the mission.
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5)  Level of performance: Though no rating is assigned during the progress review, how well does 
your supervisor think you are doing currently? At least “Fully Successful”? Is there anything that he 
or she feels may warrant an “Unacceptable”, or anything in the remainder of the appraisal period 
that would warrant an “Unacceptable”? Is there anything your supervisor feels you can improve 
on?

6)  Barriers to success: Is there anything outside of your immediate control that is hampering 
your performance, or that may be an upcoming problem? If so, what can your supervisor do to 
minimize the impact? Might your performance elements/standards have to shift?

7)  Developmental needs/Career goals: if assigned or asked to complete training, how has your 
progress been? Are there any developmental or training opportunities you can begin now? If 
you’ve completed or are currently training, how can your supervisor support you in practicing new 
skills and knowledge?

Although no rating or narrative is assigned during progress reviews, you should walk away with 
a general understanding of how you would be rated today, if today was the end of the appraisal 
period.
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You should plan for and take your progress review seriously, but if you and your supervisor have 
been communicating regularly, there shouldn’t be any surprises.

Make sure you know what’s in your performance plan thoroughly – how are expectations of your 
performance spelled out in the elements and standards? How do they relate to the organization 
mission and DoD values? Honestly examine the performance elements and standards: where 
are you doing well? List specific examples or evidence of your high performance. How have you 
communicated your achievements to your supervisor? 

Is there an area that you are not performing as well in? Why? Maybe you have already received 
feedback on an issue or two, maybe you haven’t, but most employees have some room for 
improvement or development. By anticipating criticism you are likely to receive from your 
supervisor, you can be prepared to discuss potential solutions. Being able to hear and accept 
constructive criticism also demonstrates a positive, collaborative attitude and a willingness to 
improve. 

You may also need to use this time to discuss barriers to your or your team’s success. You 
might discuss a barrier that has already been resolved, providing more evidence of successful 
performance. You may have a current or anticipated issue that you need to discuss with your boss, 
enabling you to give ideas for solving the issue or collaborating with your supervisor to come up 
with solutions. Barriers might also mean that you feel your current performance elements and 
standards are no longer achievable in the given timeframe, and should be adjusted.

Discussing the future means looking ahead, to the rest of the appraisal period or towards more 
long-term goals and plans. What additional accomplishments do you hope to achieve this year? In 
the next few years? Will you need additional training or education, now or in the future?
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The MyJournal function allows you to log accomplishments, achievements, events, etc. in a 
journal-like format.
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Progress review information will be entered in this tab.

The MyJournal function is accessible from the MyPerformance home page.
Click “Save” to save your entry.
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In between the beginning of the appraisal period and the final performance review, Locals can 
help their members by:
• Reminding members to continue documenting achievements throughout the appraisal period
• Reminding members of upcoming performance-related events (e.g. their Progress Review) 

and how to prepare
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As New Beginnings rolls out, are supervisors fulfilling their monitoring duties by meeting with each 
employee at least three times per appraisal cycle? Why or why not? What are the consequences 
when supervisors do not fulfill this duty?

There should be clear guidelines for what supervisor documentation looks like. How are 
performance discussions documented? How is other, non-formal communication documented 
throughout the year?
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Relating to DoDI 1400.25 Volume 431: Section 3.2. BASIC REQUIREMENTS OF THE 
PROGRAM.

e. Performance Discussions. To foster a culture of high performance, supervisors and 
employees should engage in two-way performance feedback throughout the appraisal cycle.  
Supervisors are required to hold a minimum of three formal documented performance 
discussions during the appraisal cycle. These required discussions will include the initial 
performance plan meeting to discuss performance expectations, one progress review, and 
the final performance appraisal discussion to communicate the rating of record. Additional 
progress reviews are highly encouraged throughout the appraisal cycle.
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Relating to DoDI 1400.25 Volume 431, Section 3.3, PLANNING PERFORMANCE:

d. Developing and Communicating Performance Expectations. Written performance 
plans must be developed and approved by supervisors, clearly communicated to employees, 
and acknowledged by employees. 

1) Normally within 30 days of the beginning of each appraisal cycle, supervisors and   
    employees should discuss performance goals for the upcoming cycle. Supervisors must  
    allow employees the opportunity to provide input into their performance elements and  
    standards. 
2) While employees have the opportunity to provide input into their performance plans,   
 supervisors must develop and approve the performance elements and standards. 
3) Supervisors must communicate each approved performance plan and how the    
    performance expectations link to any organizational goals with their employees.   
    This also provides an opportunity for the supervisor and employee to achieve a common  
    understanding of the performance required for mission success. 
4) The date of the meeting or communication will be documented in the MyPerformance      
    appraisal tool or on the DD Form 2906 and acknowledged by the employee. 
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Full DODI section text:

DoDI 1400.25 Volume 431: Section 3.3. PLANNING PERFORMANCE.
c. Progress Reviews. Progress reviews may only be initiated by supervisors. They are 
performance discussions that must be documented in the MyPerformance appraisal tool,. While 
employees must have at least one documented progress review, providing additional progress 
reviews throughout the appraisal cycle is encouraged. Employees are not given a performance 
narrative or performance element ratings on progress reviews. The supervisor and employee 
should engage in meaningful communications throughout the appraisal cycle to review and 
convey: 

1)  Organizational goals and priorities. 
2)  Performance elements and standards, including ensuring the performance plan      
  accurately reflects the work being evaluated. 
3)  Supervisor’s expectations. 
4)  Employee’s accomplishments and contributions. 
5)  Employee’s level of performance, including any areas that need improvement. 
6)  Barriers to success. 
7)  Employee’s developmental needs and career goals. 
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This section describes the end of the performance appraisal period, including how the rating of 
record is calculated.

DoDI 1400.25 Volume 431 dated 04/02/2016: Section 3.5. EVALUATING PERFORMANCE. 
The supervisor will evaluate employee performance by assessing performance against the 
elements and standards in the employee’s approved performance plan and assigning a rating 
of record based on work performed during the appraisal cycle. A written rating of record 
must be provided at the end of the appraisal cycle for each employee who has been under an 
approved performance plan for 90 calendar days during the cycle. 

Each employee’s performance is to be evaluated based solely on the elements and standards 
contained in the performance plan. 
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Throughout the appraisal cycle, it is important to know your Performance Plan thoroughly. If 
you are evaluated or criticized for something that does not directly relate to your performance 
elements, make sure your supervisor knows what is in your performance plan.
You have the right to be evaluated fairly throughout the appraisal period. Your performance 
elements and standards must directly relate to your core duties and be under your individual 
control.
It’s also important to keep in mind that employees may only be evaluated based on their individual 
work, not on the work of their team.
If issues such as these arise with your supervisor, clarify what is appropriate to be officially rated 
on. If the issue is not easily resolved, speak to your Local.
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DoDI 1400.25 Volume 431 dated 04/02/2016: Section 3.5. EVALUATING PERFORMANCE. 
(1) Employee Input. Employees can provide written input about their performance 
accomplishments for supervisors to consider in evaluating each of the performance 
elements and overall performance accomplishments. 

a) Employee input, while not mandatory, is highly encouraged and valuable for 
progress reviews during and at the end of the appraisal cycle where the employee input 
becomes a part of the employee performance file. 

Writing a self-assessment is optional, but is highly encouraged (by both AFGE and DoD) as an 
efficient way to clearly convey your accomplishments and achievements. We recommend Locals 
provide reminders and pointers to members about when and how to write a self-assessment.

Since writing a self-assessment is optional, we must look at the data to make sure that those 
who choose not to write one are not punished or treated unfairly (e.g. by a lower rating, by not 
receiving awards).
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Organize your self-assessment by critical elements, making it as clear as possible how you’ve 
met or exceeded expectations for your work. Your supervisor may have to read a lot of self-
assessments, so make it easy for him or her to see what you’ve accomplished. Do not assume that 
your supervisor is familiar with every aspect of your job; keep it as concise as possible, but also be 
sure to explicitly detail your duties as they relate to your achievements.

Focus on the results that your work achieved: how did the accomplishment impact your team? 
How does it help to advance the component/agency goals or mission?
• I was re-assigned to lead the customer services department, who were suffering from morale 

issues and continuously missing targets by 40%. I reorganized them into product teams, 
placing mentors in each team, which resulted in a complete turnaround – the department 
exceeded targets by 6% and reduced complaints by 15% within 2 months. 

• I researched and implemented a new tracking system to log engine repairs among our team 
members and communicate timelines to supervisors. As a result, less time is now spent in one-
on-one communications and my team’s efficiency improved by 18% over 6 months.

Choose specific examples that directly relate to your performance elements and standards, 
focusing on your most significant accomplishments. You should describe at least one 
accomplishment for each critical element; a single accomplishment might apply to more than one 
element.
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You can follow the “STAR” method to write convincingly about your achievements:
• Situation: describe the situation or conditions
• Task: what you did to create the results/achievements
• Action: the action you took to accomplish your results
• Result: describe the results or impact and why it’s important
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• Be concise – remember, your supervisor will have to read many self-assessments; make yours short 
enough that he/she will read the whole thing rather than just skim through it.

• Use numbers or metrics if possible – can you cite data or statistics? 
o  E.g. “Customer satisfaction improved by 24% as measured by customer surveys.”

• Use the word “I”
o  Keep the focus on what you did, even within a team framework. Your self-assessment is your     
    chance to write out what you accomplished over the appraisal period.

• Use action verbs

• Cite instances when you exceeded the performance standards
o  Make it clear what you did and how your actions exceeded the standards assigned to you

• Note challenges faced and how you overcame them
o  E.g. When a coworker suddenly fell ill, I distributed her work as evenly as possible amongst our  
    team, and made sure all team members had sufficient instructions to complete the extra duties  
    until she returned. Although it required more work on all of our parts, the team effort and      
    concern for our colleague contributed to a positive attitude towards the challenge.

• Do not exaggerate or lie
o  Obviously, it is in no one’s best interest to be dishonest in any way. One important reason to   
    document your success throughout the year is so that you can cite as specifically and truthfully  
    as possible what you accomplished at the end of the appraisal period.

o Applied
o Adapted
o Anticipated
o Assessed
o Averted
o Built
o Chaired
o Collaborated
o Compiled
o Conducted

o Delegated
o Developed
o Enforced
o Established
o Expanded
o Expedited
o Facilitated
o Focused
o Identified
o Implemented

o Initiated
o Launched
o Maintained
o Overcame
o Oversaw
o Planned
o Produced
o Quantified
o Recognized
o Refined

o Reformed
o Reorganized
o Resolved
o Spearheaded
o Stimulated
o Strengthened
o Supported
o Transformed
o Utilized
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For example, if one of your critical elements is:
Critical Element #1: Special Projects – Action Officer for the Annual Regional Director’s 
Conference, scheduled 15 August 2009. Responsible for planning and organizing the annual 
Regional Director’s conference for 100 executives. Responsible for independently researching 
and coordinating with internal and external agencies to procure lodging, conference facilities, 
IT audio/media support, an administrative team, and transportation; ensuring requirements 
do not exceed planned 15K budget. Develops a conference planner to bimonthly (Oct – Mar 
09); biweekly (May – Jul 09); daily 1-14 Aug 09, update supervisor of progress. Report or refer 
complex situations or problems to supervisor within 2 days of incident, and daily email updates 
until resolved. Prepares and submits a written project after-action report within 5 workdays after 
the end of conference, and contract close-outs. 

You might address that in your self-assessment with:
Critical Element #1: Special Projects – Action Officer for Annual Regional Director’s Conference. 
I led the team which planned the annual regional directors’ conference. I negotiated with the 
hotel for a reduced room rate and free meeting room. I drafted the meeting agenda which was 
approved by the Director. I arranged for guest speakers and assigned sponsors for each of them. 
I reviewed all materials prior to printing to ensure accuracy and proper format and arranged 
for reproduction despite reduced funding and a shortened deadline. I was publicly recognized 
during the conference and by a personal note from the Deputy Director for the outstanding 
administrative and logistical support provided by my team which contributed to the overall 
success of annual regional director’s conference. 
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DoDI 1400.25 Volume 431 dated 04/02/2016: Section 3.5. EVALUATING PERFORMANCE. 

(2) Performance Narrative. Supervisors will write a performance narrative that succinctly 
addresses the employee’s performance measured against the performance standards for the 
appraisal cycle. 

a) The performance narrative justifies how an employee’s ratings are determined and 
provides support for recognition and rewards (or any administrative or adverse action, if 
necessary). 
b) Performance narratives are required for each element rated “Outstanding” 
and “Unacceptable.” Additionally, performance narratives are highly encouraged 
for each element rated “Fully Successful” as a means of recognizing all levels of 
accomplishments and contributions to mission success. 

b. Descriptions of Performance Rating Levels. The performance rating assigned should 
reflect the level of the employee’s performance as compared to the standards established. 
Some samples that may be useful in developing standards for an employee are provided in the 
following subparagraphs. These samples are intended to be illustrative only, do not apply to all 
work situations, and must be tailored to each particular situation. 

(1) Level 5 – Outstanding:
a) Produces exceptional results or exceeds expectations well beyond specified outcomes. 
b) Sets targeted metrics high and far exceeds them (e.g., quality, budget, quantity). 
c) Handles roadblocks or issues exceptionally well and makes a long-term difference in  
    doing so. 
d) Is widely seen as an expert, valued role model, or mentor for this work. 
e) Exhibits the highest standards of professionalism. 

(2) Level 3 – Fully Successful:
a) Effectively produces the specified outcomes, and sometimes exceeds them. 
b) Consistently achieves targeted metrics. 
c) Proactively informs supervisor of potential issues or roadblocks and offers suggestions  
    to address or prevent them. 
d) Achieves goals with appropriate level of supervision. 

(3) Level 1 – Unacceptable:
a) Does not meet expectations for quality of work; fails to meet many of the required      
    results for the goal. 
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b) Is unreliable; makes poor decisions; misses targeted metrics (e.g., commitments,    
    deadlines, quality). 
c) Lacks or fails to use skills required for the job. 
d) Requires much more supervision than expected for an employee at this level. 

A rating of record of 1, 3, or 5 is then assigned to each critical performance element. Ratings 
should be assigned after the narratives have been written. These ratings are then used to 
calculate the overall rating of record for the appraisal period [please see the next page for how the 
rating of record is calculated.]
The rating of record must then be communicated to the employee during the final performance 
appraisal discussion. This discussion – like the initial discussion and progress review – must be 
documented by the supervisor.
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DoDI 1400.25 Volume 431 dated 04/02/2016, Section 3.5 EVALUATING PERFORMANCE. 
c. Rating Employee Performance 

(1) The supervisor will assign an individual performance element rating of either 5, 3, or 1     
    to each critical element. All performance element ratings are averaged to calculate the         
    rating of record, which reflects the employee’s overall job performance during the appraisal  
    cycle based on the rating criteria outlined in Table 2. 
(2) In accordance with Section 430.208(c) of Title 5, CFR, the DoD Performance Management  
    and Appraisal Program does not establish a forced distribution of performance rating levels. 
(3) A rating of record of “Unacceptable” (Level 1) must be reviewed and approved by a HLR. 
(4) If an employee does not have an opportunity to perform work associated with a        
    performance element for 90 calendar days during the appraisal cycle, no performance  
    element rating will be assigned for that performance element. An unratable performance  
    element cannot be used as a factor in deriving a rating of record. 
(5) The rating of record or individual performance element rating assigned to a critical   
    element for a disabled veteran will not be lowered because the veteran has been absent  
    from work to seek medical treatment, as provided in Section 430.208(f) of Title 5, CFR. 

For example, if an employee has five critical elements that the supervisor assigns of rating of 3, 4, 3, 
4, 4, the rating of record would be:

(3 + 4 + 3 + 4 + 4) ÷ 5 = 3.6  →  Rating of Record = 3
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Sometimes, changes in duties, assignment, job, or supervisor occur too close to the end of the 
appraisal cycle for the employee to be rated fairly in the new circumstances. When this happens, 
supervisors have three options to choose from:
• Wait to revise the element or standard until the next appraisal period 
• Update the performance plan, but not rate the revised element at this time
• Extend the appraisal cycle to allow the employee sufficient time to demonstrate they have 

met the new element and standards
 
Normally, a supervisor who leaves or transfers is expected to leave written narrative statements 
regarding employee performance before their departure.

You must have at least 90 calendar days under your performance plan to be evaluated under it.
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The rating of record is communicated to each employee during the final of the three required 
formal, documented performance reviews.

Since this is a discussion, the supervisor may choose to change the rating of record after talking to 
the employee.
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It is your supervisor’s responsibility to coordinate and schedule your final performance review. 
Before the meeting, take the time to:
• Make sure you thoroughly know your performance elements and standards from your 

Performance Plan 
• Look over past performance assessments – particularly if you have the same supervisor now
• List any professional development or training you have completed and how it relates to your 

performance elements/standards and/or the unit or component’s mission/goals
• Gather documentation of your achievements that you’ve collected throughout the year, into 

a format you can take with you to the meeting (e.g. a folder containing hard copies, files you 
can open on a tablet)

• Be able to cite your achievements and how they relate to your performance elements and 
standards and to the mission and goals of the agency/component/unit

• Quantify if possible – using data or statistics
• Can you tell a compelling story about times you went above and beyond? (e.g that all-nighter 

you pulled in order to meet a revised deadline)
• Try to make sure your supervisor has already had the chance to review your self-assessment 

prior to the meeting



125

M
O

D
 2

Ideally, the performance review discussion will steer in the direction of your self-assessment. 
If not, make sure you have a chance to discuss the points made in your self-assessment, and 
whether your supervisor agrees with what you’ve written. 
Throughout your performance review, be sure to listen carefully to what your supervisor has to 
say, take notes, and ask for clarification if you need it. 
You should also try to anticipate potential critiques and prepare counterpoints – e.g. outside 
constraints that may have hindered your work. You might also address critiques in light of how 
you’ve worked to improve or how you can improve for the next appraisal period. If you can think 
of training or professional development that would help you do a better job, now might also be a 
good time to mention it to your supervisor so he or she can plan for it in your next performance 
plan.
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DoDI 1400.25 Volume 431 dated 04/02/2016: Section 3.5. EVALUATING PERFORMANCE. 
d. Reconsideration of a Performance Appraisal. Employees may seek reconsideration 
of issues related to the performance appraisal process (e.g., individual performance element 
ratings and ratings of record) through the administrative grievance system or, where 
applicable, negotiated grievance procedures. Employees may not challenge contents (e.g., 
performance elements or standards) of an employee performance plan and decisions to grant 
or not grant a performance award or quality step increase (QSI) through the administrative 
grievance system or, where applicable, negotiated grievance procedures. 

Remember, the goal of New Beginnings is no surprises at the end of the appraisal cycle – if your 
supervisor brings up a problem with your work that you were not made aware of, that is grievable 
and should be reported to the Union immediately. Ask the supervisor why this was not brought 
to your attention previously, and take notes of his or her response. It is your supervisor’s job to 
communicate with you throughout the appraisal period and to let you know immediately when 
there is a problem, and to give you time to correct it before you are rated. If the process has not 
been followed, that is grievable. The specifics depend on the contract.

Prior to the implementation of New Beginnings, some employees may have come to expect 
receiving the highest ratings possible, consistently and across the board. Receiving a “3” may be an 
adjustment for those folks. Keep in mind that under New Beginnings, the majority of employees 
will be rated a 3 – but that is not a bad thing! Level 5 ratings should be relatively rare and 
distributed more or less evenly throughout job types, locations, and components.
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Supervisors are responsible for many of the tasks in monitoring performance; while some of the 
employee responsibilities are somewhat optional, it is imperative that employees complete these 
tasks to ensure that they get a fair rating at the end of the appraisal period.

To recap, as an employee, you are mostly responsible for working to meet expectations and 
communicating regularly with your supervisor:
• Asking questions whenever something is unclear
• Keeping your supervisor informed and updated (on projects, issues, accomplishments)
• Documenting your achievements and success throughout the appraisal period and communicating 

them to your supervisor
• Determining if your performance elements and standards are still a good fit for your work
• Alerting your supervisor to barriers or possible barriers and finding solutions
• Engaging in self-development, including professional development and training
• Submitting a self-assessment at the end of the appraisal period
• Assuring that your rating of record is accurate and fair
• Alerting your Local if the required procedures are not being followed appropriately by management 

– in order for the system to work, management must know they will be held accountable!

Your supervisor is responsible for following the requirements of New Beginnings, including:
• Providing frequent feedback to employees, including praise and constructive criticism
• Immediately notifying an employee when a problem is detected, and giving the time and assistance 

needed to improve
• Providing opportunities for employees to share their successes and accomplishments, and keeping 

track of them
• Praising and rewarding excellent performance throughout the year, not just at appraisal time
• Initiating, planning, and documenting all formal performance discussions
• Working with employees to solve problems and overcome barriers
• Knowing your current and long-term career goals and suggesting appropriate development and 

training opportunities
• Writing performance narratives and assigning a rating to each performance element
• Calculating an overall rating of record and communicating it to the employee
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DoDI 1400.25 Volume 431 dated 04/02/2016: Section 3.3. PLANNING PERFORMANCE. 
b. Performance Elements. Performance elements describe the expectations related to 
the work being performed. All performance elements must be critical elements and clearly 
align with organizational goals. For ratings of record, each ratable element will be assigned 
a performance element rating. For assistance with alignment of performance elements to 
organizational goals, supervisors should review organizational plans and may consult with 
their performance improvement officer, or equivalent, as necessary. The USD(P&R) must 
approve DoD-wide performance elements for groups of employees, as needed. The two types 
of performance elements are: 

(1) Critical Element. Performance plans must have a minimum of one critical 
performance element, and each element must have associated performance standards 
that define expectations. A critical element is a work assignment or responsibility of such 
importance that unacceptable performance on the element would result in a determination 
that an employee’s overall performance is rated as “Unacceptable.” Critical elements are 
only used to measure individual performance; supervisors must not establish critical 
elements for team performance. 
(2) Supervisory Element. All performance elements related to supervisory duties are 
critical elements. The number of supervisory performance elements on performance 
plans for supervisors will equal or exceed the number of non-supervisory (technical) 
performance elements. The requirement for the number of supervisory performance 
elements to exceed the number of non-supervisory elements does not apply to employees 
coded as Supervisor Civil Service Reform Act (CSRA) code “4” in the Defense Civilian 
Personnel Data System. 

Supervisors’ critical elements include following the performance management system 
appropriately (e.g. meeting with each employee at least three times, alerting employees know as 
soon as they realize there’s a problem, etc.) If a supervisor is not following the system, then they 
will receive a rating of record of “1”.
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To approve your performance plan, choose “Update” under “Actions” on the far right, then click 
“Go.”

1. Click on the “Step 4: Approvals and Acknowledgements” tab.
2. Then click on “Acknowledge Receipt.” The date will be entered.
3. Then click “Save and Go Back” to save your acknowledgement.
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Towards the end of the appraisal period, Locals can help member by:
• Providing tips for writing a self-assessment – and strongly encouraging all members to write 

one.
• Providing suggestions for how to prepare for their Performance Review – such as what to 

bring with them.
• Providing assistance to members who feel they have been rated unfairly – if procedures have 

not been properly followed, Locals should be prepared to help employees fight unfair ratings.

• Can any extra assistance be provided to members: 
• For whom English is a second language?
• Who come from lower educational backgrounds?
• Whose culture background might make promoting one’s achievements more difficult?
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What kind of standards or expectations should be put in place to assure that:
• Supervisors are reading and taking into account employee input and self-assessments
• Ratings are based solely on employee performance elements and standards
• Narratives are relevant, and that narratives are written before a rating is assigned (the rating 

should fit the narrative, not vice versa)
There should be clear guidelines for what performance narratives should contain and how 
supervisors shall distinguish between a rating of 3 and a rating of 5. What kind of direction will 
supervisors be given regarding the implementation of narratives and ratings?
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Full DODI section text:

DoDI 1400.25 Volume 431: Section 3.5. EVALUATING PERFORMANCE. The supervisor will 
evaluate employee performance by assessing performance against the elements and standards 
in the employee’s approved performance plan and assigning a rating of record based on work 
performed during the appraisal cycle. A written rating of record must be provided at the end of 
the appraisal cycle for each employee who has been under an approved performance plan for 
90 calendar days during the cycle. 
a. Preparation and Submission of Performance Appraisals. Performance appraisals will 
be prepared consistent with this volume and documented in the MyPerformance appraisal tool. 

(1) Employee Input. Employees can provide written input about their performance 
accomplishments for supervisors to consider in evaluating each of the performance 
elements and overall performance accomplishments. 

a) Employee input, while not mandatory, is highly encouraged and valuable for 
progress reviews during and at the end of the appraisal cycle where the employee input 
becomes a part of the employee performance file.
b) The absence of employee input does not relieve the supervisor of the responsibility 
for writing a narrative statement assessing the employee’s performance standards and 
contributions.



137

M
O

D
 2



138

Full DODI section text:

DoDI 1400.25 Volume 431: Section 3.5. EVALUATING PERFORMANCE. The supervisor will 
evaluate employee performance by assessing performance against the elements and standards 
in the employee’s approved performance plan and assigning a rating of record based on work 
performed during the appraisal cycle. A written rating of record must be provided at the end of 
the appraisal cycle for each employee who has been under an approved performance plan for 
90 calendar days during the cycle. 
a. Preparation and Submission of Performance Appraisals. Performance appraisals will 
be prepared consistent with this volume and documented in the MyPerformance appraisal tool. 

(1) Employee Input. Employees can provide written input about their performance 
accomplishments for supervisors to consider in evaluating each of the performance 
elements and overall performance accomplishments. 

a) Employee input, while not mandatory, is highly encouraged and valuable for 
progress reviews during and at the end of the appraisal cycle where the employee input 
becomes a part of the employee performance file. 
b) The absence of employee input does not relieve the supervisor of the responsibility 
for writing a narrative statement assessing the employee’s performance standards and 
contributions. 

(2) Performance Narrative. Supervisors will write a performance narrative that 
succinctly addresses the employee’s performance measured against the performance 
standards for the appraisal cycle. 

a) The performance narrative justifies how an employee’s ratings are determined and 
provides support for recognition and rewards (or any administrative or adverse action, 
if necessary). 
b) Performance narratives are required for each element rated “Outstanding” 
and “Unacceptable.” Additionally, performance narratives are highly encouraged 
for each element rated “Fully Successful” as a means of recognizing all levels of 
accomplishments and contributions to mission success. 
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Communicating with membership is a vital function of the Local, especially with a large agency-
wide change like New Beginnings heading our way. 

Here are some basic steps to developing a communications plan for your Local:
1. Determine your goals

• What is most important to communicate to bargaining unit members regarding New 
Beginnings?

2. Develop a message
• What is the most important thing for your audience to know?

3. Evaluate where you are now
• Tools?

• Print
• Digital
• Face-to-face

• Past topics/issues?
• Resources?
• Are you reaching your audience?

4. Evaluate success
• How many people are you reaching?
• How many of those people are engaging with your content?
• How do you measure success?

Visit AFGE’s Communications Department website (www.afge.org/leaders-activists/education/
communications-training) for more information and online trainings on topics such as:
• Storytelling/Messaging
• Social Media 
• Effective Newsletters
• Writing Tips



140



141

M
O

D
 2

You should now be able to:
• Define the “performance plan” and recognize what it needs to include.
• Differentiate between “performance elements” and “performance standards.”
• Recognize and employ multiple methods for capturing and communicating success over the 

course of the appraisal period.
• Develop an effective self-assessment.
• Explain how the rating of record is determined and how it affects the employee.
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Module 3
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This training consists of four learning modules: 
• Module 1: Overview and History 
• Module 2: The Performance Appraisal Process 
• Module 3: Improving and Awarding Performance 
• Module 4: Anticipating the System 

This Participant Guide includes all slides for each module, as well as an Appendix with other useful 
documents and a glossary.
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Go to www.afge.org/newbeginnings to access all of our New Beginnings documents, including 
this Participant Guide. We will update and add new items as the process progresses, so please 
check back regularly.

Upon completion of this module, you will be able to:
• Recognize why feedback should be continuous and part of a supervisor’s regular duties.
• List the steps a supervisor must follow when a performance issue becomes apparent.
• Describe the supervisor and employee responsibilities once a “problem” is communicated.
• List the types of recognition and awards available to employees.
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DoDI 1400.25 Volume 431 dated 04/02/2016: Section 3.9. IDENTIFYING AND 
IMPROVING UNACCEPTABLE PERFORMANCE. Supervisors who communicate their 
expectations and provide constructive, timely, and meaningful feedback to their employees 
on a regular basis about performance may more readily identify and reduce instances of 
performance deficiencies and prevent issues from becoming serious performance problems.

a. Addressing Performance Issues Early. At any point during the appraisal cycle, when 
a supervisor detects a decline in performance, early intervention is imperative. Assistance 
should be provided to the employees early on, whenever there is a need for improvement or 
any time there is a decline in performance. The supervisor should take the following actions, 
as appropriate: 

(1) Clearly communicate to the employee that current performance fails to meet the   
    performance standards described in the performance plan; provide clear guidance as  
    to what is needed in order for the employee to improve; and provide specific examples  
    of what and how work has not met expectations, as well as examples  of work that      
    would meet expectations. 
(2) Offer appropriate assistance. 
(3) Provide ideas of where the employee may go to obtain additional assistance or     
    training, if applicable. 
(4) Provide closer supervision and feedback. This might include more frequent reporting,  
    special assignments, or on-the-job training. 
(5) If performance issues persist, use a more formal approach to help employees improve  
    and seek assistance from the human resources office. 

At the heart of New Beginnings is the implementation of continuous feedback from supervisors to 
employees. This means supervisors must make a habit of regularly letting employees know how 
their performance stacks up against expectations – whether that feedback is positive or negative. 
This also serves to ensure that there is less misunderstanding as to what is expected of employees 
and how their work is appraised.

Supervisors must have a clear understanding of what constitutes successful performance, and 
inform employees regularly. Employees should have a good understanding of how their boss views 
their performance, whether they are excelling, meeting expectations, or underperforming.

Early intervention whenever a performance problem is detected is key to allowing employees the 
opportunity to improve, along with any tools they need in order to succeed.
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Feedback regarding deficiencies in performance should be communicated to the employee 
immediately – as soon as the problem is detected by the supervisor. 

“Immediately” might differ based on the employee’s role and work:
Example 1: Amanda has spent most of her shift at the commissary operating the checkout 
system. She closed the checkout station at the end of her shift. The next morning, her supervisor 
notices that she was short $20 in cash.
When looking at the previous day’s paperwork, this issue was brought to the supervisor’s 
attention; the supervisor must talk to Amanda today (or near the beginning of her next shift) to 
discuss cash drawer accuracy expectations and ensure this is not a pattern that will continue.

Example 2: Part of Gabe’s duties as a dialysis nurse include keeping daily progress logs for his 
patients, and submitting them at the end of the week to his supervisor. One week, his supervisor 
is looking through last week’s weekly reports and notices that Gabe has not consistently been 
including the exact times of medication delivery.
Although it has been several days or even a week since Gabe’s mistake, the supervisor has just 
now become aware of the problem. The supervisor must alert Gabe to the problem now and 
make sure he understands how and where to enter this data.

In both cases, the supervisor must discuss the issue with the employee as soon as they notice 
there is (or there may be) a problem with the employee’s work.
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DoDI 1400.25 Volume 431 dated 04/02/2016: Section 3.9. IDENTIFYING AND 
IMPROVING UNACCEPTABLE PERFORMANCE. 
b. Addressing Unacceptable Performance. If the employee’s performance declines to less 
than “Fully Successful” in one or more performance elements, the supervisor, in consultation 
with the servicing human resources office will determine whether action is more appropriate 
under Section 432.105 or Part 752 of Title 5, CFR, and must provide notice of the performance 
deficiencies. The supervisor must also provide assistance designed to help the employee 
improve his or her performance during an opportunity period to demonstrate acceptable 
performance. The procedures contained in Sections 432.104 and 432.105 of Title 5, CFR must 
be followed if action is being taken under Sections 432.105 of Title 5, CFR. The procedures 
are: 

(1) The supervisor must identify in writing (e.g., in a PIP): 
a) Element(s) in which performance is “Unacceptable” and a description of the        
    unacceptable performance. 
b) What standards the employee must attain in order to demonstrate “Fully Successful”  
    performance. 
c) The time allowed for the opportunity to improve. The time allowed must be          
    reasonable and commensurate with the duties and responsibilities of the position,     
    typically 30-90 calendar days. 
d) Statement of the possible consequences of failure to raise performance to the “Fully  
    Successful” level during the opportunity period. 

(2) If the employee fails to demonstrate performance at the “Fully Successful” level despite 
the PIP, the employee may be reduced in grade or removed from federal service pursuant 
to Section 432.105 of Title 5, CFR. The employee may also be subject to reassignment at 
the DoD Component’s discretion. 

The first step in addressing a performance problem or issue should be informal feedback. The 
supervisor should privately discuss with the employee:
• What was observed vs. what is expected

o Specifically, what is the perceived problem? Why is this a problem (what is the   
   impact)? Does the employee clearly understand what is expected of them for this task/  
   performance element? 
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• Assistance available
o The employee will be informed of the resources available to help them overcome the  
   problem or correct the issue. This may include peer or supervisor assistance, printed or  
   online guides or assistance, on-the-job training, or other training.

• Opportunity to improve
o The supervisor will continue to monitor the situation to make sure the employee has  
   the opportunity to improve and is taking that opportunity seriously. Depending on the  
   situation, a timeframe might be discussed with the employee, letting him or her know  
   how much time they have to improve before the situation becomes more formal.

Addressing the issue first in an informal manner may also open discussion for other factors the 
supervisor may not be aware of – such as external barriers to success that are not under the 
employee’s control. In such a case, revising the employee’s Performance Plan may be in order.
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If informal feedback is ineffective, the next step is formal feedback. This is likely to take the 
form of a PIP – Performance Improvement Plan. This plan is documented in writing and with the 
consultation of the human resources office and communicated to the employee.

 

The PIP must identify and include:
• Element(s) in which the employee’s performance is “Unacceptable” and a specific description  

of what is unacceptable about the current performance
• Standards employee must attain to demonstrate “Fully Successful”
• Time allowed to improve; typically, 30 – 90 calendar days
• Statement of the possible consequences of failure to improve, such as reduction in grade, 

reassignment, or removal from federal service.
The PIP should also note the resources being made available to the employee to help them 
improve – such as training or other professional development, mentorship, or direct aid by a peer 
or supervisor.

Involving the employee in the creation of the PIP (if possible) sends the message that the PIP is not 
a punishment, but a genuine effort to help the employee.
This process should be about rehabilitation of the employee, not expedited removal.

*The supervisor must be sure this is truly a performance issue, and not a conduct issue.

→  Please see page 33 – 34 of AFGE’s Bargaining Guidance for further recommendations.
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DoDI 1400.25 Volume 431 dated 04/02/2016: Section 3.7. LINKAGE OF PERFORMANCE 
MANAGEMENT TO OTHER PERSONNEL ACTIONS. 
d. Reassignment, Reduction in Grade, or Removal Based on Unacceptable 
Performance. Consistent with the requirements in Section 432.105 of Title 5, CFR, employees 
who fail to demonstrate performance at the “Fully Successful” level may be reduced in grade 
or removed from federal service. The employee may also be subject to reassignment at the 
DoD Component’s discretion. 

(All adverse actions remain the same under New Beginnings as they were before.)

The Local’s role when this happens is to ensure that all procedures were properly followed and to 
assist the employee should he or she appeal the decision.

→  Please see page 34 of AFGE’s Bargaining Guidance for further recommendations.
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An employee should never be shocked by the introduction of a PIP or other formal performance 
improvement document; throughout the appraisal period, their supervisor must be keeping them 
informed of the quality of their work – whether that’s good or bad. If a problem does arise, both 
the employee and supervisor should be working together to improve performance.
 
The employee is responsible for assuring they understand what is expected of them, and listening 
to and acting on feedback from their supervisor. They also need to let the supervisor know when 
there are problems or obstacles that may hinder their work, allowing collaborative efforts to 
overcome the problem or perhaps retooling of performance elements or standards. Employees 
should also use available resources and training to meet – and perhaps exceed – expectations of 
work quality.
Supervisors must communicate and collaborate with their employees throughout the rating cycle. 
This means assuring that performance elements and standards are understood, immediately 
alerting the employee if there is a problem, and working with the employee to resolve the 
performance issue.
Overall, this process is meant to be a collaboration between the employee and the supervisor. The 
assumption should not be “this is a bad employee”, but that this is an employee who needs a little 
help to do their best work.
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Hopefully, the use of PIPs and other formal performance improvement notifications will decline 
under New Beginnings (if supervisors are doing what they’re supposed to do). But employees also 
have to clearly understand what is expected of them and meet those expectations.

Members should know that their Local is available to help them if they are assigned a formal 
performance improvement plan. 
• If a PIP or disciplinary action is fair, Locals should do their best to suggest ways to help the 

member improve – perhaps by reviewing their Performance Plan with them or assigning a 
member in a similar position to mentor them.

• If a PIP or disciplinary action is unfair, Locals must assist the employee in challenging the 
procedure and making sure they know their rights. If an unfair rating of record is put in place 
for an employee, the Local must be willing to challenge it and take the matter up the chain of 
authority. 
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DoDI 1400.25 Volume 431 dated 04/02/2016: Section 3.6. RECOGNIZING AND 
REWARDING PERFORMANCE. Supervisors recognize and reward performance by providing 
incentives to and recognition of employees for individual and team achievement and for 
their contributions to the organization’s mission. DoD Components will develop recognition 
and rewards programs that embody strong business principles through the development of 
policies and rules. Supervisors can strengthen the performance culture and influence employee 
engagement by using recognition throughout the appraisal cycle. It is important to recognize 
performance and achievements as they occur, preferably as close as possible to the act(s) 
being recognized. Policy and procedures for awarding performance are covered in Volume 451 
of this instruction as well as in Component-specific policy and guidance. 

a. When a supervisor publicly recognizes employee or team efforts, he or she           
    communicates the types of activities and accomplishments the organization values  
    in a meaningful way. Recognition and reward programs are valuable tools to increase  
    employee performance, morale, and commitment to support the organization’s mission. 
b. Recognition and rewards are not entitlements. Achievements or contributions should be  
    related to organizational mission and goals and to exceeding expectations. 
c. Rewards should be an integral part of performance management. 

Supervisors should receive training on the proper use of awards/rewards/recognition in order to 
increase staff motivation, what rewards are available to employees, and the proper procedure for 
allocating awards.
If money is not a current option for awards, supervisors should employ other methods to 
recognize employees for a job well done.  
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Examples of awards include: 
• a one-time cash reward
• salary increase (QSI)
• promotion in eligible positions
• time-off award
• token such as a plaque/challenge coin/public acknowledgement 
• regular meetings for public recognition of achievements 
• a simple “thank you”
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Awards and recognition are meant to improve morale and drive commitment to high performance 
– but this only happens if awards are perceived to be given fairly and without favoritism. 

When the end of the appraisal period comes, it can be difficult for supervisors to clearly remember 
instances when employees went above and beyond. New Beginnings emphasizes a commitment 
to giving awards throughout the year – not just at the end of the appraisal cycle – so that 
distribution of rewards is more likely to reflect recent and worthy high-level work. 

Our ability to look at the data of when and how awards are given should increase accountability 
that awards are being deployed in a fair manner.

Employees should keep in mind, however, that receiving a reward does not necessarily equate to 
receiving an “Outstanding” rating at the end of the appraisal cycle.



160



161

M
O

D
 3

DoDI 1400.25 Volume 431 dated 04/02/2016: Section 3.7. LINKAGE OF PERFORMANCE 
MANAGEMENT TO OTHER PERSONNEL ACTIONS. Employee performance may impact 
other personnel actions, and the DoD Performance Management and Appraisal Program links 
the following employee personnel actions to performance appraisals for employees: 

a. Promotion. To be eligible for a promotion under a merit promotion plan pursuant to 
Section 335.103 of Title 5, CFR, an employee must meet minimum qualification standards 
and other promotion criteria. Due weight will be given to performance appraisals and 
incentive awards. To be eligible for a career ladder promotion under a merit promotion plan 
pursuant to Section 335.104 of Title 5, CFR, an employee must be performing at the “Fully 
Successful” level, or higher. However, the fact that employees are rated “Fully Successful” or 
higher at the time they are eligible for promotion does not mean promotions are automatic. 
b. Within-Grade Increase (WGI). A WGI or periodic step increase is an increase in an 
employee’s rate of basic pay from one step of the grade of his or her position to the next 
higher step of that grade pursuant to Sections 531.404 and 532.417 of Title 5, CFR and 
5335 of Title 5, U.S.C.

(1) As part of ongoing communication with employees, the supervisor will discuss an   
    upcoming WGI with the employee and may document the date of this conversation in  
    the section designated for progress reviews in the MyPerformance Appraisal Tool. 
(2) The decision to grant or deny a WGI is based on the employee’s most recent rating  
    of record issued within the WGI waiting period. To receive a WGI, the employee  
    must be performing at the “Fully Successful” level or higher with a rating of record of  
    “3” or higher. When a WGI decision is not consistent with the employee’s most recent  
    rating of record a more current rating of record must be prepared. When considering  
    denying a WGI, supervisors should contact their servicing human resources office for  
    further information and assistance in following the requirements in Sections 531.409  
    and 531.411 of Title 5, CFR. 

c. QSI. The purpose of a QSI is to recognize excellence in performance by granting an 
accelerated step increase. A QSI is a permanent salary increase for General Schedule 
employees only, and careful consideration should be given before granting a QSI. QSIs must 
be limited to those cases where exceptional performance has extended over a significant 
period of time and is expected to continue into the future. To be eligible for a QSI, an 
employee must: 

(1) Currently be paid below step 10 of his or her grade. 
(2) Have a most recent rating of record of Level 5 (“Outstanding”). 
(3) Have demonstrated sustained performance of high quality for a significant period of  
     time. 
(4) Have not received a QSI (or QSI-equivalent under a personnel system other than the  
     General Schedule) within the preceding 52 consecutive calendar weeks. 
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…
e. Performance-Based Awards. See Volume 451 of this instruction and DoD Component 
policy and collective bargaining agreements, if applicable, for more information on 
performance-based awards. 

Employees may be rewarded for good performance with:
• Promotions (in eligible positions) – either to a higher grade or to a position with a higher rate 

of pay
• Within grade increase (WGI) – an increase in pay from one step to the next higher step within 

the same grade
• Quality step increase (QSI) – an increase in pay from one step or rate to the next higher step 

or next higher rate within the grade (only available to employees who receive a rating of 
“Outstanding”).
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Locals should be asking for information from their members regarding awards and promotions. 
Are awards being given more frequently and throughout the year? How do promotions align with 
performance and with awards? Do members feel that awards and promotions are given fairly? If 
not, management needs to be held accountable for this failure.

Locals should get as much data as they can on the allocation of awards; hopefully this 
transparency will also contribute to more equitable dsitribution.
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Data available through the New Beginnings system will allow us to examine documented 
performance problems, how they’re addressed, and the amount of time employees are given to 
improve. 
The focus on early intervention – and informal feedback as the first step – will probably mean 
fewer PIPs (or other formal methods) if supervisors are communicating frequently with their 
employees. 
There should be clear guidelines for how performance improvement is communicated and the 
timelines given for employees to improve, as well as the types of support made available.
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Supervisors and managers should have clear guidelines for when and how awards and rewards 
ought to be distributed. As New Beginnings rolls out, we can look at the data to see how and how 
frequently rewards and awards are given.
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Related to DoDI 1400.25 Volume 431 dated 04/02/2016: Section 3.9. IDENTIFYING AND 
IMPROVING UNACCEPTABLE PERFORMANCE. Supervisors who communicate their expectations 
and provide constructive, timely, and meaningful feedback to their employees on a regular basis 
about performance may more readily identify and reduce instances of performance deficiencies and 
prevent issues from becoming serious performance problems. 
a. Addressing Performance Issues Early. At any point during the appraisal cycle, when a 
supervisor detects a decline in performance, early intervention is imperative. Assistance should be 
provided to the employees early on, whenever there is a need for improvement or any time there is 
a decline in performance. The supervisor should take the following actions, as appropriate: 

1) Clearly communicate to the employee that current performance fails to meet the performance 
standards described in the performance plan; provide clear guidance as to what is needed in order 
for the employee to improve; and provide specific examples of what and how work has not met 
expectations, as well as examples of work that would meet expectations. 
2) Offer appropriate assistance. 
3) Provide ideas of where the employee may go to obtain additional assistance or training, if 
applicable. 
4) Provide closer supervision and feedback. This might include more frequent reporting, special 
assignments, or on-the-job training. 
5) If performance issues persist, use a more formal approach to help employees improve and 
seek assistance from the human resources office. 

b. Addressing Unacceptable Performance. If the employee’s performance declines to less than 
“Fully Successful” in one or more performance elements, the supervisor, in consultation with the 
servicing human resources office to determine whether action is more appropriate under section 
432.105 or part 752 of title 5, CFR, and must provide notice of the performance deficiencies. 
The supervisor must also provide assistance designed to help the employee improve his or her 
performance during an opportunity period to demonstrate acceptable performance. The procedures 
contained in sections 432.104 and 432.105 of title 5, CFR must be followed if action is being taken 
under section 432.105 of title 5, CFR. The procedures are: 

1) The supervisor must identify in writing (e.g., in a PIP): 
a) Element(s) in which performance is “Unacceptable” and a description of the unacceptable 
performance. 
b) What standards the employee must attain in order to demonstrate “Fully Successful” 
performance. 
c) The time allowed for the opportunity to improve. The time allowed must be reasonable, 
commensurate with the duties and responsibilities of the position, typically 30-90 calendar days. 
d) Statement of the possible consequences of failure to raise performance to the “Fully 
Successful” level during the opportunity period. 

2) If the employee fails to demonstrate performance at the “Fully Successful” level despite 
the PIP, the employee may be reduced in grade or removed from federal service pursuant to 
section 432.105 of title 5, CFR. The employee may also be subject to reassignment at the DoD 
Component’s discretion.
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Full text:
UNION PROPOSAL _____
1. The improvement plan will identify the critical element(s) for which performance is 
unacceptable and inform the employee of the performance requirement(s) or standard(s) 
that must be attained in order to demonstrate acceptable performance.  It will state which 
assigned tasks demonstrate the unacceptable performance and how they relate to an identified 
job requirement(s), element(s), and standard(s), as applicable.  The plan will state that unless 
performance in a critical element(s) improves to and is sustained at an acceptable level for a 
minimum period of one year, the employee may be reduced in grade, reassigned or removed from 
Federal service.   
 2. The improvement plan will afford the employee a reasonable opportunity of at least 90 days to 
resolve the identified performance-related problem.  For seasonal employees, this period will be 
no less than 90 days in a non-furlough status.  During this period, the employee will be deemed 
to be performing at a “Fully Successful” level for purposes of any performance-related personnel 
actions and will not be subject to any adverse personnel action based on performance-related 
problems. This “deemed Fully Successful” level will not constitute a rating of record. 
 3. The improvement plan will be tailored to the specific needs of the employee and may include 
formal training, on-the-job training, counseling, assignment of a journeyman mentor, or other 
assistance as appropriate. 
 4. The improvement plan will state which supervisor or management officials will be available to 
guide, coach, and otherwise assist the employee in reaching “Fully Successful” performance, what 
specific assistance will be provided and when.  Employees may request additional assistance. 
 5. The employee will be informed in writing that personnel-related actions (WIGIs, awards) may 
be withheld while this level of performance continues.
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DoDI 1400.25 Volume 431: Section 3.6. RECOGNIZING AND REWARDING 
PERFORMANCE. Supervisors recognize and reward performance by providing incentives to 
and recognition of employees for individual and team achievement and for their contributions 
to the organization’s mission. DoD Components will develop recognition and rewards programs 
that embody strong business principles through the development of policies and rules. 
Supervisors can strengthen the performance culture and influence employee engagement by 
using recognition throughout the appraisal cycle. It is important to recognize performance and 
achievements as they occur, preferably as close as possible to the act(s) being recognized. 
Policy and procedures for awarding performance are covered in Volume 451 of this instruction 
as well as in Component-specific policy and guidance.

a. When a supervisor publicly recognizes employee or team efforts, he or she 
communicates the types of activities and accomplishments the organization values in a 
meaningful way.  Recognition and reward programs are valuable tools to increase employee 
performance, morale, and commitment to support the organization’s mission. 
b. Recognition and rewards are not entitlements. Achievements or contributions should be 
related to organizational mission and goals and to exceeding expectations. 
c. Rewards should be an integral part of performance management.
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FSED NOTE full text:
In 1997, the Office of Personnel Management revised its regulation governing awards and removed 
the requirement that awards had to be approved at a higher level than the level at which they are 
recommended. This had the effect of opening the door to negotiate aspects of agency programs that 
had previously been declared nonnegotiable. In addition, the Federal Labor Relations Authority has 
consistently ruled that while the assignment of work and evaluation of employee performance are 
management rights, award decisions are not an exercise of rights protected by the statute. As a result, 
the opportunity for unions to bargain over who should receive awards and award amounts as well as 
other aspects of awards policies and programs is rather broad.
Below are several case citations which bargainers may find of interest and useful in making its 
determination if it will open its Awards article in the CBA.  
Joint labor-management awards committees that make recommendations regarding the granting 
of awards do not affect management rights under Section 7106 of the statute. Customs and Border 
Protection, 109 LRP 41365 , 63 FLRA 505 (FLRA 2009).
A determination as to the amount of a performance award is not an exercise of management’s rights to 
direct employees and assign work. NTEU v. FLRA, 86 FLRR 1-8055 , 793 F.2d 371 (D.C. Cir. 1986).
A proposal to allow employees to select the type of award they would receive when more than one 
type is appropriate is not inconsistent with law. Fish and Wildlife Service, Hadley, Mass., 100 FLRR 
1-1007 , 55 FLRA 1081 (FLRA 1999).
A proposal to allocate a percentage of funds for a specific awards program interfered with the agency’s 
right to determine its budget. However, a proposal to split the money allocated for awards into two 
pools was within the duty to bargain. Naval Underwater Systems Center, Newport, R.I., 90 FLRR 1-1603 , 
38 FLRA 456 (FLRA 1990).
After OPM issued rules deregulating performance management and incentive awards and eliminating 
the requirement for higher level review of awards, the FLRA found a proposal to create a scale for 
determining performance awards based on levels of performance and rates of production within the 
duty to bargain. Patent and Trademark Office, 97 FLRR 1-1036 , 52 FLRA 1265 (FLRA 1997).
The improper denial of a performance award to an employee is an unjustified “personnel action” 
supporting a remedy under the Back Pay Act. Social Security Administration, New York Region, 93 FLRR 
1-1215 , 48 FLRA 370 (FLRA 1993).
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Other Personnel Actions: negative WGI determination (slides 37, 38, 39)

DoDI 1400.25 Volume 431: Section 3.7. LINKAGE OF PERFORMANCE MANAGEMENT 
TO OTHER PERSONNEL ACTIONS.   Employee performance may impact other personnel 
actions, and the DoD Performance Management and Appraisal Program links the following 
employee personnel actions to performance appraisals for employees: 

a. Promotion. To be eligible for a promotion under a merit promotion plan pursuant to 
section 335.103 of title 5, CFR, an employee must meet minimum qualification standards 
and other promotion criteria. Due weight will be given to performance appraisals and 
incentive awards. To be eligible for a career ladder promotion under a merit promotion plan 
pursuant to section 335.104 of title 5, CFR, an employee must be performing at the “Fully 
Successful” level, or higher. However, the fact that employees are rated “Fully Successful” or 
higher at the time they are eligible for promotion does not mean promotions are automatic. 
b. Within-Grade Increase (WGI). A WGI or periodic step increase is an increase in an 
employee’s rate of basic pay from one step of the grade of his or her position to the next 
higher step of that grade pursuant to sections 531.404 and 532.417 of title 5, CFR and 5335 
of title 5, U.S.C. 

(1) As part of ongoing communication with employees, the supervisor will discuss an        
    upcoming WGI with the employee and may document the date of this conversation in  
    the section designated for progress reviews in the MyPerformance Appraisal Tool. 
(2) The decision to grant or deny a WGI is based on the employee’s most recent rating        
    of record issued within the WGI waiting period. To receive a WGI, the employee must  
    be performing at the “Fully Successful” level or higher with a rating of record of “3” or  
    higher.  When a WGI decision is not consistent with the employee’s most recent rating  
    of record a more current rating of record must be prepared. When considering denying  
    a WGI, supervisors should contact their servicing human resources office for further   
    information and assistance in following the requirements in section 531.409 and   
    531.411 of title 5, CFR. 
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Other Personnel Actions: negative WGI determination (slides 37, 38, 39)
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Other Personnel Actions: negative WGI determination (slides 37, 38, 39)

INFORMATION TO SUPPORT THE PROPOSAL full text:
§ 531.410 Reconsideration of a negative determination. 
(a) When an agency head, or his or her designee, issues a negative determination the following procedures are 
established in accordance with section 5335(c) of title 5, United States Code for reconsideration of the negative 
determination: 

(1) An employee or an employee’s personal representative may request reconsideration of a negative 
determination by filing, not more than 15 days after receiving notice of determination, a written response to 
the negative determination setting forth the reasons the agency shall reconsider the determination; 
(2) When an employee files a request for reconsideration, the agency shall establish an employee 
reconsideration file which shall contain all pertinent documents relating to the negative determination and the 
request for reconsideration, including copies of the following: 

(i) The written negative determination and the basis therefore; 
(ii) The employee’s written request for reconsideration; 
(iii) The report of investigation when an investigation is made; 
(iv) The written summary or transcript of any personal presentation made; and 
(v) The agency’s decision on the request for reconsideration. 

The file shall not contain any document that has not been made available to the employee or his or her 
personal representative with an opportunity to submit a written exception to any summary of the employee’s 
personal presentation;
(3) An employee in a duty status shall be granted a reasonable amount of official time to review the material 
relied upon to support the negative determination and to prepare a response to the determination; and 
(4) The agency shall provide the employee with a prompt written final decision. 

(b) The time limit to request a reconsideration may be extended when the employee shows he or she was 
not notified of the time limit and was not otherwise aware of it, or that the employee was prevented by 
circumstances beyond his or her control from requesting reconsideration within the time limit. 
(c) An agency may disallow as an employee’s personal representative an individual whose activities as a 
representative would cause a conflict of interest of position, an employee whose release from his or her 
official duties and responsibilities would give rise to unreasonable costs to the Government, or an employee 
whose priority work assignment precludes his or her release from official duties and responsibilities. Section 
7114 of title 5, United States Code, and the terms of any applicable collective bargaining agreement govern 
representation for employees in an exclusive bargaining unit. 
(d) When a negative determination is sustained after reconsideration, an employee shall be informed in writing of 
the reasons for the decision and of his or her right to appeal the decision to the Merit Systems Protection Board. 
However, for an employee covered by a collective bargaining agreement a reconsideration decision that sustains 
a negative determination is only reviewable in accordance with the terms of the agreement. 
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DoDI 1400.25 Volume 431: Section 3.7: LINKAGE OF PERFORMANCE MANAGEMENT TO 
OTHER PERSONNEL ACTIONS.
c. QSI. The purpose of a QSI is to recognize excellence in performance by granting an 
accelerated step increase. A QSI is a permanent salary increase for General Schedule 
employees only, and careful consideration should be given before granting a QSI. QSIs must 
be limited to those cases where exceptional performance has extended over a significant 
period of time and is expected to continue into the future. To be eligible for a QSI, an 
employee must: 

(1) Currently be paid below step 10 of his or her grade. 
(2) Have a most recent rating of record of Level 5 (“Outstanding”). 
(3) Have demonstrated sustained performance of high quality for a significant period of    
     time. 
(4) Have not received a QSI (or QSI-equivalent under a personnel system other than the    
     General Schedule) within the preceding 52 consecutive calendar weeks. 

d. Reassignment, Reduction in Grade, or Removal Based on Unacceptable 
Performance.  Consistent with the requirements in section 432.105 of title 5, CFR, employees 
who fail to demonstrate performance at the “Fully Successful” level may be reduced in grade 
or removed from federal service. The employee may also be subject to reassignment at the 
DoD Component’s discretion. 
e. Performance-Based Awards. See Volume 451 of this instruction and DoD Component 
policy and collective bargaining agreements, if applicable, for more information on 
performance- based awards.
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You should now be able to:
• Recognize why feedback should be continuous and part of a supervisor’s regular duties.
• List the steps a supervisor must follow when a performance issue becomes apparent.
• Describe the supervisor and employee responsibilities once a “problem” is communicated.
• List the types of recognition and awards available to employees.
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Module 4
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This training consists of four learning modules: 
• Module 1: Overview and History 
• Module 2: The Performance Appraisal Process 
• Module 3: Improving and Awarding Performance 
• Module 4: Anticipating the System 

This Participant Guide includes all slides for each module, as well as an Appendix with other useful 
documents and a glossary.
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Go to www.afge.org/newbeginnings to access all of our New Beginnings documents, including 
this Participant Guide. We will update and add new items as the process progresses, so please 
check back regularly.

Upon completion of this module, you will be able to:
• Apply various strategies to assure that a fair rating of record is received.
• List the types of documentation that should be kept by employees in case a rating of record 

must be challenged or a grievance filed.
• Identify potential issues and problems to keep an eye on as your Local rolls into New 

Beginnings.
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This section discusses some problems/issues that employees might encounter and how to address 
them.

If you already know your supervisor might be problematic when it comes to implementing New 
Beginnings, you should start planning ahead as soon as possible to ensure you’re countering their 
poor management with techniques to help you get a fair rating. Here are some common types of 
poor supervisors and ways to deal with them:
• Disorganized: This supervisor may mean well, but his/her disorganization and poor planning 

makes it unlikely that they will follow all required aspects of New Beginnings without 
reminders. Make sure you know what is required and remind your supervisor early and often 
of their supervision duties. Verify that your supervisor knows what you actually do, and that 
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your performance elements and standards are directly related to the important aspects of 
your job. Proactively reach out to schedule formal and informal performance discussions, 
trying your best to work around your supervisor’s schedule. Be sure to submit a detailed, 
thorough self-assessment for your supervisor’s consideration – he/she may just be unaware of 
your accomplishments, and would likely be influenced by this information.

• Playing favorites: Whether or not your supervisor is aware that he/she seems to play 
favorites with subordinates, you’ll need to be especially vigilant if you’re not one of the 
favorites. Be sure you’re getting as fair a shot as possible by meeting often to discuss your 
progress and getting specific feedback as to what you’re doing well and what you can 
improve on. Coworkers can help each other out by making sure the boss knows about team 
accomplishments and the accomplishments of peers. If possible, you can compare notes with 
peers with similar job duties regarding performance elements and standards and examine 
how fairly you’re being assessed.

• Unapproachable: Your supervisor may be too aloof or unfriendly for you feel comfortable 
chatting up all your accomplishments and achievements.  In this case, making sure you get in 
at least three performance discussions is key in order to make sure your boss is aware of your 
work and there aren’t any problems looming. Emailing your boss semi-regularly with notes 
on your or your team’s accomplishments is also a non-confrontational way to keep him or her 
updated throughout the appraisal period.

• Too nice: Although it sounds nice on paper, having a boss who is “too nice” can also be 
problematic when it comes to performance appraisals: what if he or she is not overly fond 
of your performance throughout the year, but was too “nice” to say anything about it until 
it comes to your rating of record? Constructive criticism is more difficult for some people 
than for others, or there may be cultural issues at play. Whatever the source, do your best 
to gently encourage feedback from your boss throughout the year. Ask what you could 
stand to improve on; try to suggest a skill or task you already know you’re not great at and 
ask for suggestions on how to improve. If your supervisor is still hesitant to give you any 
negative feedback, make sure you’re verifying this at each performance discussion: “So you’re 
completely happy with my current performance then?” or “There’s nothing you’d like to see 
me change?”

No matter what sort of difficult supervisor you’re facing, it’s imperative to get anything and 
everything you can in writing! Email is usually the easiest way to accomplish this. From reminders 
about scheduling a performance discussion to asking for clarification regarding how you’ll be 
rated, emails collected over the appraisal period serve as substantial evidence in case you need to 
appeal your rating or file a grievance. Notes from peers and customers are also important to keep 
track of in case you need them later on.
When faced with what seems to be unfair criticism or unreasonable ratings, it’s important to keep 
your cool. Remain calm and ask for clarification, in writing. If your rating is unfair and you’ve been 
collecting evidence, your union rep will help you start the next steps for getting your appraisal 
appealed or for filing a grievance. 
Keep in mind that it’s likely your supervisor tries to be a good supervisor, but just lacks the skill set. 
Often, employees are promoted to supervisory positions without thorough training on supervisory 
and management skills. Hopefully, one result of New Beginnings will be more extensive training for 
supervisors on how to management techniques.
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DoD’s training on New Beginnings – available as “DoD Performance Management Participant 
Guide” on www.afge.org/NewBeginnings includes instruction/advice for managers on: 
• The importance of trust between supervisors and employees in building a high-performance 

workplace culture (pages 55 – 56)
• Examples of effective feedback techniques (page 64 – 65)
• Considerations when giving feedback (page 76)
• Developing a performance plan (pages 121 – 129)
• Continuous monitoring, taking time to communicate with employees, and performance 

accountability (page 166)
• Steps for providing informal feedback (page 181 – 184)
• Taking action to prevent performance problems before they occur (page 185 – 186)
• Tips for writing performance narratives (pages 212 – 213)
• Using a transparent award process to increase performance and motivation (page 235)
• Tips for providing formal feedback (pages 269 – 273)

This training has been modified by each component, but in all cases supervisors should be 
receiving explicit instruction in management principles and techniques. Of course, this doesn’t 
mean that all supervisors will heed the training, but it will hopefully help those that just don’t have 
the skills to be good managers.
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If you have a supervisor who will not act in a way that ensures you a fair rating, make sure you are 
protecting yourself throughout the appraisal period. 
• Document everything you can.
• Make sure your Local or steward is aware of the situation. They may be able to help 

communicate higher up in management to resolve the problem. If a rating of record is unfair 
and does not follow the New Beginnings procedures, Locals need to be willing and able to 
help their members challenge the rating and bring the matter up to higher levels of authority 
within DoD.
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Document everything you can:
• Emails (try to communicate with your supervisor via email as much as possible so that there is 

a written record)
• Conversations

o Write down what was said
o Was there a coworker who also heard it?

• Phone calls, text messages
• Notes, letters, etc.

Keep a log or file, and make sure you have backups (do not just keep it on your work computer!)
• You can forward emails/notes/screenshots to a personal email
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As discussed in Module 2, your official “position description” may vary from your actual important 
job duties.
According to OPM.gov, 
“a position description or ‘PD’ is a statement of the major duties, responsibilities, and supervisory 
relationships of a position. In its simplest form, a PD indicates the work to be performed by the 
position. The purpose of a PD is to document the major duties and responsibilities of a position, 
not to spell out in detail every possible activity during the work day.”

Position classification standards and guidance covering most Federal positions are accessible on 
the internet at: http://www.opm.gov/fedclass/index.asp for white collar positions, and http://
www.opm.gov/fedclass/html/fwsdocs.asp for trades, craft, and labor positions.

“If the position or job description is significantly inaccurate, you should try to resolve the problem 
by discussing it with your supervisor and perhaps a representative of your human resources office. 
If you are unable to resolve the problem at this level, you should use your agency’s negotiated or 
administrative grievance procedure. If you are unable to obtain an accurate position description 
through the grievance procedure, we may accept your appeal and determine the proper 
classification based on the duties assigned by management and performed by you. Information 
on what OPM expects an employee to do to resolve PD accuracy before filing a GS appeal can be 
found in section 511.607(a)(1) if title 5, Code of Federal Regulations and the Introduction to the 
Position Classification Standards, Appendix 4.G.4.a.”

Part of the process of implementing New Beginnings MAY involve review and updating of most 
current PDs. 

If not, we recommend getting help through your shop steward or other local union person to help 
navigate the process of getting your PD updated.

If updating your PD is not possible or not in your best interest at this time, then you need to be 
sure that your supervisor knows what you actually do. Depending upon your position and your 
supervisor’s level of knowledge of your day-to-day tasks, we recommend keeping a running list 
of your daily duties for several days, then presenting it to your supervisor (during your initial 
performance discussion or prior), emphasizing the most critical duties and how they contribute to 
your team’s work and your location’s work.
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What steps will be taken to assure that the following issues do not negatively impact an 
employee’s appraisal or rating of record?

What will Agency training look like for employees once the MyPerformance site rolls out? How can 
we assure that this is adequate? What can Locals do to supplement or provide additional training? 
There are materials available at https://www.cpms.osd.mil/Subpage/NewBeginnings/NBHome, 
but do they address every aspect of using the site?

For employees who are not able to utilize the MyPerformance site, what accommodations will 
be made to ensure they have alternative means of communicating their achievements to their 
supervisors?

• No computer access at work
• No CAC
• Computer illiterate
• Etc.

Also, will employees be given adequate duty time to use the MyPerformance site? 

→  Please refer to pages 12 – 13 of the Bargaining Guidance for bargaining suggestions regarding 
these issues
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There are bound to be problems as Locals roll into the system, whether due to organizational 
oversight or disorganization, lack of training, or poor supervisors. 

Locals should make themselves available to assist members who may start at a disadvantage due 
to:
• Problematic supervisor(s) – whether intentional or unintentional
• Lack of access to the MyPerformance online tool – whether due to lack of access to a 

computer or low computer skills
• Lack of literacy or English language skills

Locals should be providing additional information and assistance to the best of their ability. 

As a whole, we must also work to make sure we hold management accountable if/when the 
system is not being followed appropriately.
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As a union, we should always be thinking about how we can best serve our most vulnerable 
members. In order for New Beginnings to work, it needs to work for everybody. This means our 
members must be able to make sense of the system and get extra help if they need it.

Throughout the appraisal period, the Local needs to be sending the message that they are 
available for DoD employees as they roll into the system – members and nonmembers. Providing 
valuable assistance to nonmembers is likely to inspire them to become members. Locals can reach 
out to members via email and at meetings. Locals can reach out to non-members via message 
boards at the office, pamphlets or flyers, and encouraging members to discuss what the Local is 
doing in response to rolling into New Beginnings.

The assistance we are able to provide will vary by Local. As the process moves forward, we will 
develop more specific best practices and examples from Locals.

(We’d love for you to send us information about what your Local has done – including narratives 
of what you did/how you did it, and/or photos or recordings of events that we can feature in 
future trainings! Email megan.fissel@afge.org)
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We need to be utilizing labor management forums to ensure that New Beginnings is implemented 
appropriately and carefully from the start. Information and feedback should be examined by labor 
management forums to see what’s working and what’s not – in order to work together to solve 
problems that will arise locally and for the Agency as a whole.

Within our labor management forums, we should be assessing how well New Beginnings is 
working as it’s rolled out, looking at:

• Where has implementation been fully successful – e.g. where have all procedures been 
followed thoroughly and on time? Where are our members reporting the most satisfaction 
with the new system?

• Where is it working well? What is working best? What do the most successful 
implementations have in common?

• Why is it not working elsewhere? What aspects of the system are not working, or not being 
utilized correctly? Is this a management/supervisor issue or a location issue?

• How can we apply what we’ve learned from successful locations to help improve 
implementation elsewhere?
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Some items that we can consider – using data as New Beginnings is rolled out – include:
• The completion and timeliness of required documentation from the start of the appraisal 

period, starting with the performance plan. What % of employees received and approved a 
performance plan on time?

• What % of employees received at least 3 documented performance discussions? How many 
received more than 3? Did receiving more than three discussions correlate with any other 
affects – such as higher ratings of record or lower implementation of PIPs?

• Did PIPs increase or decrease?
• If implemented correctly, appeals and grievances should both decrease, since employees 

should be made aware of problem behavior well before it escalates to formal performance 
improvement methods, and employees should not be surprised with their rating at the end of 
the appraisal period. Are these in fact occurring?

• Overall, looking at the data, did performance and performance management processes 
improve where New Beginnings was satisfactorily implemented? What conclusions can we 
draw from successful implementation versus locations where implantation was poor?
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Measurements/metrics and necessary changes  (slides 20, 21, 22)

DoDI 1400.25 Volume 431: Section 3.1. GENERAL PROVISIONS. 
a. Purpose. The DoD Performance Management and Appraisal Program: 

(1) Provides a framework for supervisors and managers to communicate expectations and  
     job performance. 
(2) Links individual employee performance and organizational goals. 
(3) Facilitates a fair and meaningful assessment of employee performance. 
(4) Establishes a systematic process for planning, monitoring, evaluating, and recognizing  
     and rewarding employee performance that contributes to mission success. 
(5) Nurtures a high-performance culture that promotes meaningful and ongoing dialogue  
     between employees and supervisors and holds both accountable for performance. 
(6) Supports and is consistent with merit system principles in section 2301 of title 5, U.S.C. 

UNION PROPOSAL _______
The labor management committee/forum will develop the necessary measurements and metrics 
that will be used in its review of the performance management system and its relationship to 
the organization performance.  Within 30 days of the effective date of this agreement, the labor-
management committee/forum will meet to establish those measurements and metrics.  

OR   
The labor management committee/forum will develop the necessary measurements and metrics 
that will be used in its review of the performance management system and its relationship to the 
organization performance.  The following metrics will be used:

1. Performance evaluations by level for each work unit (by supervisor) and at the department  
     organizational level.
2. Number, type and reason of grievances filed by work unit and department level.  This will  
     include the outcome of the grievances.
3. Work unit and departmental organization assessments specific to accomplishing work/     
     mission contribution.
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4. Number, type, and amount (value) of performance based awards. 
5. Survey data that reports organization health, morale, productivity, and effectiveness.
6. Information concerning work unit or organizational department acknowledging      
     organizational performance (awards, citations, accommodations, etc.)
7. Identification of new or changed mission expectations that occurred during the evaluation  
     period.
8. Other information which may have had a positive or negative effect on organizational   
     performance (loss/addition of personnel, budget reduction or increase, system changes, etc.).
9. Number, work unit, and departmental QSI’s given.
10. Number, work unit, and departmental performance based promotions.
11. Number, work unit, and departmental performance based actions taken.
12. Timeliness of evaluations by work unit and departmental organization.

To the greatest extent practical, the labor management committee or forum will establish a 
benchmark reflective of these factors prior to the implementation of the new performance 
management system which will serve as basis for the examination of the system and determination 
of any necessary adjustments, changes, corrective actions and identification of areas where cultural 
change is not evident.
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Measurements/metrics and necessary changes – slides 20, 21, 22.

Measurements/metrics and necessary changes – slides 20, 21, 22.
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Related to DODI 1400.25 Volume 431 dated 04/02/2016, Section 3.2. BASIC 
REQUIREMENTS OF THE PROGRAM.
g. MyPerformance Appraisal Tool. The MyPerformance appraisal tool provides an 
automated system to create, review, and approve performance plans; document modifications 
to performance plans; document progress reviews; document employee input on his or her 
individual performance; and document performance appraisals.

 (1)  The MyPerformance appraisal tool is the only automated appraisal tool that has 
been authorized for use in administering and documenting activities under the DoD 
Performance Management and Appraisal Program, and MyPerformance generates a 
completed DD Form 2906, “Department of Defense Performance Plan, Progress review, 
and Appraisal.” 
 (2)  When supervisors or employees do not have access to the electronic 
MyPerformance appraisal tool, they must use the paper copy of DD Form 2906 to 
document the performance plan, progress review(s), and rating of record. The DoD 
Components will develop any needed processes for completing appraisals using a blank DD 
Form 2906.
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Related to DODI 1400.25 Volume 431 dated 04/02/2016: Section 3.8. SPECIALLY-
SITUATED EMPLOYEES.  There are a number of special circumstances that may affect an 
employee’s eligibility for a performance rating.

b. Employees Performing Union Representational Responsibilities. When an 
employee is engaged in union representational responsibilities, the time spent performing 
union representation does not constitute work of the agency and does not count toward the 
minimum period of performance of 90 calendar days under an approved performance plan. 
If an employee performs agency work to meet the 90-calendar day requirement under an 
approved performance plan, that employee is eligible to receive a rating of record.
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AFGE’s Organizing Model for recruiting new members and getting members more involved is 
to focus on an issue of high concern to Local members. The natural apprehension surrounding 
a brand new performance management system – and not knowing quite what it will entail – 
creates an opportunity to engage bargaining unit employees and to offer them assistance and 
reassurance.

A successful “issue organizing campaign” is one where:
• Workers identify the issue
• Workers are directly involved
• Organizing and recruitment takes place around the issue
• Workers are mobilized to take direct action

Organizing and recruitment activities might involve:
• Face-to-face and member-to-nonmember discussions
• Worksite union meetings
• Lunch and learns and other on-site events
• Town hall meetings
• Communication to members and the ability to communicate to non-members as well

Link the employee’s needs with AFGE benefits/resources – such as training on New Beginnings and 
Local support if the system is not being followed.

Visit AFGE’s Organizing website (www.afge.org/leaders-activists/organizing) for more resources 
and information on organizing, such as:
• Forms
• Flyers
• Videos
• Rebate campaigns
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You should now be able to:
• Apply various strategies to assure that a fair rating of record is received.
• List the types of documentation that should be kept by employees in case a rating of record 

must be challenged or a grievance filed.
• Identify potential issues and problems to keep an eye on as your Local rolls into New 

Beginnings.
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LABOR MANAGEMENT FORUM (LMF) CHARTER

BETWEEN

AGENCY

AND

AMERICAN FEDERATION OF GOVERNMENT EMPLOYEES LOCAL _____

INTRODUCTION
With this agreement, the parties recognize their joint responsibility and commitment to 
establish a cooperative and productive form of labor-management relations to improve 
the delivery of government services to the American people.  The creation of a non-ad-
versarial labor-management (LM) forum to discuss government operations will promote 
and contribute to satisfactory labor relations and improve productivity and efficiency.
This LM forum is intended to complement the existing collective bargaining process 
and allow the parties to work collaboratively in delivering the highest quality services 
to the American public.

SCOPE 
The activities of the Forum are governed by Title 5, United States Code, Chapter 71, 
the Federal Service Labor-Management Relations Statute, and this agreement.  (“this 
agreement” can be substituted with Executive Order 13522. This Forum will be non-ad-
versarial, collaborative, and unique and is intended to improve the management of the 
Agency as well as the delivery of Government Services. The parties agree to the con-
cept of the Guiding Principles for Labor and Management Forums established (“under 
E.O. 13522 and” can be inserted here) defined below: 

GUIDING PRINCIPLES 
The Parties agree to work together as a team with a common focus. In order to realize 
the full potential of this partnership, labor and management accept the premise that a 
sound relationship is built upon the following principles:
Communication during the Forum meetings should be open and honest, with mem-
bers able to freely express their opinions; 
Fully disclosing all relevant information as part of the problem solving process; 
Have a mutual understanding of what matters remain confidential;
Value and respect for all members, with everyone being treated as equals; 
Work in a collaborative manner to deal with decisions and issues concerning the work 
place based on interests rather than positions; and 

Appendix
Sample Labor Management Forum Charter
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Share a mutual interest to use pre-decisional involvement (PDI) to address workplace 
challenges, improvements and quality of life initiatives.  
Discuss matters and share information regardless if the matter is negotiable.
Allow employees and unions to have pre-decisional involvement in all workplace mat-
ters, without regard to whether subjects are negotiable under the Statute;
Expeditiously provide union with adequate information on such matters where not 
prohibited by law;
Make good-faith attempt to resolve issues concerning proposed changes to condi-
tions of employment, including 7106(b)(1) subjects, in LM forums;
Evaluate and document in consultation with union changes in employee satisfaction, 
manager satisfaction, and organizational performance.
Management should discuss workplace challenges and problems with labor and joint-
ly devise solutions rather than adhering to the traditional bargaining procedures.
A cooperative and productive form of labor-management relations;
Agency LM forums to identify problems and propose solutions to better serve the pub-
lic, improve employee work life and labor-management relations;
Pre-decisional involvement for employees and their union representatives in all work-
place matters to the fullest extent practicable. 

COMPOSITION 
The Forum will consist of ____ members: ____ from management and ____ from labor. 
The parties will identify which of its members will serve as the co-chairs of the Forum.   
By mutual agreement of the co-chairs, Subject Matter Experts (SMEs) and employees 
may be invited to participate. 

PROCEDURES 
The Forum will meet ______________ or as needed. A quorum of __________________
_______________ members are necessary to hold a meeting. Agenda topics will be for-
warded to the Facilitator within ______calendar days prior to each meeting.  A discus-
sion of key points or issues, and recommendations will be included with the proposed 
topic. Matters not on the agenda may be discussed upon the consent of the Forum. 
This Forum has decision-making authority. Forum participants will use consensus 
decision-making model in all of its activities; that is the parties will work extraordinarily 
hard to reach a decision all participants can live with. Each participant has a responsi-
bility to participate in the decision-making process and to support the Forum’s decision 
if consensus is reached. When consensus is reached, the Forum will execute MOA 
where necessary. Agreements reached by members of the Forum do not constitute a 
waiver of any right provided for by Title 5 USC Chapter 71. If no consensus is reached, 
the options for the Forum include seeking the services of a facilitator, forwarding the is-
sue to a delegated working group, or determining that consensus is not going to occur. 
In the absence of agreement, the parties retain their rights under 5 USC Chapter 71. 

This Charter is a living document and will be reviewed periodically to evaluate the ef-
fectiveness of the Forum, but no later than once a year, unless the parties agree other-
wise. 
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Demand To Bargain
The purpose of a Demand to Bargain is to serve notice to the agency that the 
union fully expects to exercise its rights under the statute.  

As such, a DTB should contain what subject/matter is the focus of the negoti-
ations.

•	 Reference any applicable CBA/MLA provisions associated with the bargaining.

•	 Any contractually required information (proposals, ground rules, etc.)

•	 A request for information (RFI) for information the union finds necessary in order to 
prepare its proposals.  

•	 Any proposed matters the union seeks to include as part of the bargaining.

There exists two possible reasons why the union would invoke its right to bargain.  First, 
the agency has provided specific notice to the union with a known implementation date.  
Secondly, the agency is merely providing the union a copy of the changed regulation in 
advance.

In either case, the union needs to preserve its right to bargain by submitting a demand to 
bargain.

SAMPLE DEMAND TO BARGAIN

Please find enclosed the American Federation of Government Employees’ (AFGE)
Local/Council _____ demand to bargain over the matter of the new DoD Instruc-
tion 1400.25, DoD Civilian Personnel Manual,  Volume 431, “DoD Civilian Personnel 
Management System: Performance Management and Appraisal Program” dated 
___________.

This demand is submitted as required under Article ___, Section _____ of the CBA/
MLA between the parties dated ________.

ADDITIONAL LANGUAGE IF NECESSARY:

          Inclusion of a request for a briefing and/or information.

Proposed ground rules for bargaining or request to meet to discuss pursuing 
thru the establishment of a LMR.

Sample Demand to Bargain
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DoDI 1400.25, Vol. 431
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Glossary
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DD Form 2906
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Defense Performance Management and Appraisal Program 
Implementation Schedule
October 2016 – October 2018

 Implementation, October 2016
• Navy (Office of Civilian Human Resources Operations Centers)
• Defense MicroElectronics Activity
• Defense Security Cooperation Agency (Non-WHS Serviced)
• Defense Technical Information Center

 Implementation, April 2017
• Army (AllGrades):

- West Point (Exclusive of Administratively Determined Employees) 
- US Army Europe
- US European Command (Inclusive of US Anny Element Shape) 
- US Army Test and Evaluation Command
- US Army Network Enterprise Technology Command 
- US Army Criminal Investigation Command

• Navy
- Bureau of Medicine and Surgery 
- Chief of Naval Operations
- Commander, Navy Installations Command
- Department of the Navy Assistant for Administration
- Manpower, Personnel, Training, and Education (OPNAVNI)

• Air Force (Except for Academic Faculty that is delayed until June 2017)
• National Guard Bureau
• Defense Contract Audit Agency
• Defense LogisticsAgency
• Defense MediaActivity
• Department of Defense Human Resources Activity
• Missile Defense Agency (Interns/Recent Graduates)
• Office of the Inspector General of the Department of Defense
• Joint Staff
• Uniformed Services University of the Health Sciences

 Implementation, May 2017
• Department of Defense Education Activity 

- Headquarters
- Americas Support Positions, Group I
- Americas Area/Regional Office and District Superintendents Office 
- Department of Defense Dependents Schools, Pacific Area/Regional Office and 

District Superintendents Office
- Department of Defense Dependents Schools, Europe Area/Regional Office and 

District Superintendents Office
- Administrators (Principals and Assistant Principals)

Implementation Schedule (released July 2016)
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 Implementation, June 2107
• Air Force (Academic Faculty)

- US Air Force Academy 
- Air University
- Air Force Institute of Technology

 Implementation, July 2017
• Army (ADs and WS/GS 13-15):

- West Point (Inclusive of only Administratively Dete1mined Employees)
- US Army War College (Exclusive of Administratively Determined Employees) 
- US Army Training and Doctrine Command
- US A1my Materiel Command (Exclusive of FWS)
- US Army North
- US Army Acquisition Support Center
- US Army Installation Management Command 
- US Military Entrance Processing Command 
- Headquarters, Department of the Army
- US Army Cyber Command 
- US Army Africa
- US Army Special Operations Command 
- Joint Activities
 US Southern Command and Elements
 US Africa Command and Element
 US Forces Korea
 US Army Element United Nations
 US Joint Center for Intl Security Force Assistance
 US Army Element US Special Operations Command

• Navy (Manpower, Personnel, Training, and Education/US Naval Academy)
• Defense Acquisition University
• Defense Health Agency

- Headquarters
- National Capital Region Medical Directorate

 Implementation, October 2017
• Navy

- Commander, Navy Installations Command 
- Naval Education and Training Command 
- Naval Special Warfare Command
- Naval Reserve Forces 
- United States Marine Corps 
- US Fleet Forces Command 
- US Pacific Fleet

• Defense Advanced Research Projects Agency
• Army (All Grades):

- US Army Central Command

 Implementation, November 2017
• Army (WS/GS 9-12):
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- US Army War College (Exclusive of Administratively Determined Employees) 
- Headquarters, Department of the Army
- US Army Training and Doctrine Command 
- US Army North
- US Army Acquisition Support Center
- US Army Installation Management Command
- US Military Entrance Processing Command 
- US Army Africa
- US Army Cyber Command
- US Army Special Operations Command 
- Joint Activities
 US Southern Command and Elements
 US Africa Command and Elements
 US Forces Korea
 US Army Element United Nations
 US Joint Center for Intl Security Force Assistance
 US Army Element US Special Operations Command

• Army (All Grades):
- US Army Medical Command 
- US Army South
- US Army Forces Command (Exclusive of Army Reserve Command)

• US Army Materiel Command (All Grades GS  12 and below, FWS Supervisors and Leaders)

 Implementation, December 2017
• Army:

- US Army War College (Inclusive of only Administratively Determined Employees)

 Implementation, April 2018
• Army (All Grades):

- US Army Corps of Engineers
• Navy

- Bureau of Medicine and Surgery 
- Bureau of Naval Personnel 
- Chief of Naval Operations
- Department of the Navy Assistant for Administration
- Manpower, Personnel, Training, and Education (Naval Postgraduate School) 
- Military Sealift Command
- Naval Air Systems Command (Headquarters and Program Executive Offices) 
- Naval Education and Training Command
- Naval Facilities Engineering Command 
- Naval Supply Systems Command 
- Naval Reserve Force
- Office of Naval Research 
- United States Marine Corps

• Defense Commissary Agency
• Defense Contract ManagementAgency
• Defense Finance and Accounting Service
• Defense Threat ReductionAgency
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 Implementation, May 2018
• Department of DefenseEducation Activity

- Overseas Educators, Europe 
- Overseas Educators, Pacific 
- Americas, Educators
- Europe -Support Positions
- Pacific -SupportPositions

 Implementation, June 2018
• Army (WG/WL and GS 8 and Below): 

- Headquarters, Department of theArmy
- US Anny War College (Exclusive of Administratively Determined Employees) 
- US Army North
- US Army Training and Doctrine Command 
- US Army Acquisition Support Center
- US Army Installation Management Command 
- US Military Entrance Processing Command 
- US Army Intelligence and Security Command 
- US Army Cyber Command
- US Army Special Operations Command 
- US Anny Africa
- Joint Activities
 US Southern Command and Elements
 US Africa Command and Elements
 US Forces Korea
 US Army Element United Nations
 US Joint Center for Intl Security Force Assistance
 US Army Element US Special Operations Command

• Army (All Grades)
- Army Reserve Command
- Joint Special Operations Command

• US Army Materiel Command (Allnon-supervisor FWS)

 Implementation, July 2018
• Navy (Manpower, Personnel, Training, and Education/Naval War College)

 Implementation, October 2018
• Navy

- US Fleet Forces Command 
- US Pacific Fleet
- Naval Sea SystemsCommand 
- Naval Air Systems Command 
- Strategic SystemsPrograms
- United States Marine Corps (Marine Corps University)

• Army (All Grades):
- US Army Pacific
- US Army Military District of Washington
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Notes:
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Notes:






