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Chapter 2

Stage B: Progress Review

Purpose
In this year‑long stage, you and the employee regularly talk about, and keep track of, job performance. You let the employee know how he or she is doing in the job.  You help the employee think about ways to meet the criteria you both discussed and wrote down in Stage A.

Summary
There are seven (potentially eight) steps in the Progress Review.  They are:

1.
Meet informally with the employee regularly during the year so that both of you know what he or she is doing right and where there may be problems.

2.
Begin the mid‑year review meeting by explaining what will happen in this Stage so that the employee knows what to expect.

3.
Discuss and rate performance for each duty so the employee knows exactly how well he or she is performing each duty.

4.
Discuss and write down ways to improve performance if necessary, so that the employee can do better on specific job duties.

5.
Discuss and rate overall job performance so that the employee knows exactly how he or she is performing the job overall.

6.
Update the duties and criteria so that they are useful for the rest of the year.

7.
Sign the form and get signatures to show that you and the employee and the reviewer understand the ratings and comments.

8. Prepare Remedial Development Plan for any employee who receives a

9.  “below” rating at the Stage B Progress Review, so that they have the opportunity to achieve a  “meets” rating.

Chapter Outline
This chapter describes each of the steps of Progress Review in detail.  It covers:

o
How to prepare for Stage B

o
The seven steps of Stage B

o
Ending Stage B and preparing for Stage C

o
Stage B check list

______________________________________________________________________________
Notes

How to Prepare for Stage B
The progress review stage has two parts.  The first part is made up of informal review sessions, which begin right after you, finish Stage A and continue until the end of the year.  The second part is the mid‑year progress review meeting, which is held about 6 months into the year.  There are several things you and the employee need to think about and do to get ready for these two parts of Stage B.

Preparation for Informal Reviews
1.
At the end of the Stage A meeting, set up a schedule of regular, informal review sessions with the employee.  This could be every two weeks or once a month.

2.
Tell the employee to feel free to ask for an informal review session anytime, especially if there is a problem.

3.
Keep track of what the employee has done on the job.  This might include keeping regular notes for yourself about what you see the employee doing well or poorly.  These notes are informal and not part of the employee's official record.  These notes help you remember things the employee did.  You should share these notes with the employee when they are written.

4.
Suggest that the employee also keep notes on things that are going particularly well or on any problem areas.  The employee should list things that are preventing him or her from doing the job right.  The employee should share these notes with you when they are written.

5. Ask the employee to review the job duties and criteria on his or her EPRS form before each review session.

6.
Find a quiet, private place to hold these sessions, if possible.

Preparation for the Mid‑Year Progress Review
1.
Make sure the employee has a copy of his or her EPRS form and the appropriate rating scale before the mid‑year meeting .

2.
Go over the employee's performance and any notes you may have to remind you of how the employee is doing the job (for the last 6 months).  Compare this to the duties and criteria on the EPRS form.

3.
Before the mid‑year progress review meeting, ask the employee to think about and rate his or her performance for each job duty listed on the EPRS form and for overall job performance.

4.
In Pencil, rate the employee on the EPRS form.  Do not make any final decisions on the ratings until you have met with the employee and discussed his or her performance.

5.
Talk to the reviewer about your thoughts on the ratings before you meet with the employee.

Now you are ready to begin Stage B.

______________________________________________________________________________
Notes

The 7 Steps of Stage B: Progress Review
Step 1. Meet informally with the employee regularly

You should hold short informal progress review sessions regularly with the employee.  At these sessions you should discuss how the employee is doing.

These sessions are a way of "keeping on top of things" for you and the employee.  You can handle small issues before they become large problems, and avoid any surprises at the mid‑year review.

Start holding these sessions shortly after agreeing on the main job duties and the performance criteria for each duty in Stage A.  You might hold them at the same time every 2 weeks or once a month.

1.
Talk about examples of job performance which you have seen, whenever possible.  For example, you might discuss:

o
Unusually good or poor job performance

o
Things blocking successful performance and possible solutions

o
Changes to the job duties or criteria

o
Progress towards work unit objectives

2.
During the sessions be specific about job performance for each duty:

o
Talk about what the employee did or did not do.

o
Talk about how the employee's performance was above or below expectations.

o
If needed, talk about ways to improve the employee's performance.

3.
Change the duties and criteria on the EPRS form only for good reason.  Often the form will change when the assignments or procedures of the work unit change.  If you change the form, date and initial the change.  Make copies of the updated form for the employee and the reviewer.

Be sure that the reviewer is told about any changes to the EPRS form, which you and the employee make during informal progress reviews.

         
4.
Let the reviewer know how things are going with the employee during the year.

Of course, you do not have to wait for these meetings.  Any time you see the employee doing something very well, let him or her know you have noticed.  And, if a problem comes up which needs attention, you or the employee should ask for a special session to discuss it.

______________________________________________________________________________
Notes

Step 2.  Begin the mid‑year review
You should start the mid‑year meeting by going over EPRS and reviewing what will happen in this Stage so that the employee knows what to expect.

1.
Here is what you might say to an employee:

o
The purpose of this meeting is to let you know how well you are doing, and to help you improve in certain areas, if needed.
o
So far this year we have been getting together to go over your job performance.

o
We are now in the middle of the year, and it is time for the mid‑year progress review. At this review we will do these things:
-
You and I will discuss your job performance so far this year.
-
After that we will fill out the EPRS form and I will rate your job performance so far.
-
We will discuss the duties and criteria we will use to evaluate your performance for the rest of the year.
-
Then we will both sign the EPRS form.
         


-
If you disagree with, or would like to comment on my progress review ratings, you may attach your comments to the EPRS form and check off the box which indicates your comments are attached.

o
After we are done and the reviewer has signed, I will give you a copy of the EPRS form.
         

o
Before we start, do you have the copy of your EPRS form and the EPRS rating scale which I gave you a little while ago?
2.
Before going on to Step 3 keep these things in mind:

o
You should listen carefully to what the employee has to say about his or her performance.  The employee knows most about the details of what he or she is doing day‑to‑day.

o
You should focus on what the employee is doing well.

o
You should try to help the employee notice and find ways to solve any problems he or she may have doing the job.

o
You may need to help the employee understand what successful job performance is.

o
Remember that the employee may not appeal the mid‑year advisory rating        

Step 3.  Discuss and rate performance for each duty

This is the main part of the mid‑year progress review meeting.  It is usually the hardest part for the supervisor.

When possible, you should talk about examples of job performance, which you have seen.  This step will be easier if you have had many informal progress review sessions with the employee.

To begin, you and the employee should take out your copies of the rating scale and the EPRS form.

1.
Go over the rating scale, which you gave the employee before the meeting.  Talk about the difference between meets/exceeds/excels/below expectation ratings, in general.  Ask the employee if he or she understands these ratings.

2.
Turn to the back of the EPRS form, which lists the duties.  Discuss each duty separately. For each duty:

o
Go over the job duty and the criteria for that duty.  Ask the employee how he or she has been doing.  Ask for details of job performance.  Ask if there are any problems in doing the job duty.

o
Explain how you see the employee performing that duty.  Be as specific as possible. If you need time to get more information, you may need another meeting.

o
Talk about specific job performance, not personalities.
Say this:
"The last 3 monthly summaries have been incomplete.  All parts have to be filled in."

Not this:
"You have handed in incomplete work because you are lazy and don't care about your work."

o
Focus on the positive.  If the employee is doing 90% of the job right, then spend 90% of the meeting talking about what is being done right.  This will encourage the employee to continue doing this right.

o
Talk about how you and the employee agree and disagree.  Keep to the important parts of the job not unimportant details.

o
If the duty or criteria have changed since the EPRS form was written, you should note the change and the reason for the change on the form.  Rate the employee's performance up until the change.  If this is not possible, explain why and comment on the employee's performance.  Then write this on back of the EPRS form.

3.
Make an advisory rating for each duty based on how well you think the employee has done so far this year.  Then record your advisory rating on the back of the EPRS form.

o
Choose the rating you think is best for the duty you are rating.  Re‑read the rating scale before making the rating.

o
Circle the “meets/exceeds/excels/below expectations” for the duty.  You will find these words next to the words ''Progress Review" near the bottom of each box on the back of the form.

o
While it is recommended that you write a comment to explain any rating, you must explain a rating of  “below” or “exceeds/excels”.

This is a sample of the back of the EPRS form:

Example of Advisory Ratings for Two Job Duties

	Duty :   2    Covers telephone for Langley Office by transferring calls, taking messages, providing information, maintaining lists of calls to that each staff member promptly receives telephone calls/messages.

Performance Criteria:  (Performance is successful if:)   a.  messages taken are accurate, clear and referred to the appropriate person.

                                                                                              b.  manner on telephone is courteous and helpful.

                                                                                              c.  telephone is answered promptly at all times.

                                                                                              d.  information provided is accurate and clear.

Actual Performance:
Progress Review:   Meets  Exceeds/Excels  Below            Annual Review:      Meets  Exceeds/Excels  Below                            

Progress Review Comments:                                              Annual Review Comments




	Duty:   3   Telephones information into central office/other field offices on a routine basis to provide daily/weekly updates on activities/assignments.

Performance Criteria:  (Performance is successful if:)  a.  information is provided accurately.

                                                                                          b.  information is telephoned promptly/on schedule.

Actual Performance:
Progress Review:     Meets  Exceeds/Excels  Below        Annual Review:   Meets  Exceeds/Excels  Below

Progress Review Comments:  Effective 8/8/95, Natalie took on       Annual Review Comments

this important new responsibility.  Based on initial reports from 

the CO and the Holyoke Office, this phone-in procedure has been

working out very well due to Natalie's initiative and reliability.



When you have discussed and rated all the duties, go on to Step 4 where you talk about ways to improve the employee's job performance, if needed.

Step 4.  Discuss and write down ways to improve performance

After you make the advisory rating for each job duty, talk about ways to improve job performance, when necessary.

1.
Ask if the employee is satisfied with his or her job performance.

2.
Tell the employee whether or not you are satisfied with performance on this duty.  If performance was not successful, try to find out why.

3.
Help the employee think about ways to do that job duty better, if necessary.

o
Is anything getting in the way of job performance which you can help correct?

o
Are there other problems keeping the employee from getting the work done right?

o
Was there more work to do than you and the employee expected?

o
Was the work harder than either of you expected?

o
Has the employee ever done the job duty right? If so, why isn't it done right more often?

o
Is there some skill or information the employee needs to learn to do the job better?

o
Ask the employee if there is anything you can do to help.

4.
If improved performance is needed, you might talk about how you and the employee will work to change performance on the duty over the next six months.

Write down ways you agree on to improve job performance.  This may be written in the comments space under the rating for the job duty, or on a separate piece of paper you attach to the form.

Now it is time to discuss and to rate the employee's overall job performance.

______________________________________________________________________________

Notes
Step 5.  Discuss and rate overall job performance
You and the employee have discussed how he or she is doing on each job duty and worked out ways to improve performance where needed.  It is time to rate how the employee has done overall.

1.
Ask the employee to think about how he or she performed all of the job duties for the position for the last 6 months.  Then ask how the employee would rate his or her job performance overall.

2.
Ask the employee if he or she did important work that may not yet be written on the EPRS form.

3.
Tell the employee how you feel he or she did overall.  Also tell the employee the advisory rating you plan to give for this duty.

4.
Discuss how you agree or disagree.  You may remind the employee that the mid‑year rating is only meant to be advisory.

5.
Make your advisory rating of the employee's overall job performance so far this year.

Re‑read the rating scale definitions before making this rating.  You should make the overall advisory rating for the employee based on all the duties assigned, even if they are not written on the EPRS form.  But, it is very unusual to give an employee a rating  based on duties not listed on the EPRS form.  The overall rating does not have to be an average of the ratings on all the duties.

You should make the overall rating for the employee even if some duties or criteria have changed during the year.

6.
Circle the word “meets/exceeds/excels/below” next to the words "Progress Review Summary Rating" in Section B on the front of the EPRS form.

Example of Overall Advisory Rating

	A   Performance Review:  Employee and supervisor meet to plan the work for the year.

          Discuss contributing role of employee in unit          Discuss and finalize the duties and criteria
Primary Job Duties and Performance Criteria:  On the reverse side list the employee's primary job duties from the most current position description and the performance criteria which will be used to evaluate the employee's performance of these duties during the performance period.  Copies of the reverse may be used if more space is needed.
Signatures:________________________________   _________________________________ ________________________________

                                    Employee/Date                                                 Supervisor/Date                              Reviewer/Date
Comments Attached:      yes        no                           yes        no                       yes        no

	B   Progress Review:  Employee and Supervisor meet to help the employee meet criteria

          Discuss progress for each duty                                  Assign Advisory rating for each duty
        Assign advisory rating for overall performance
Progress Review Summary Rating:    meets/exceeds/excels/below

Supervisor's Comments:  Natalie is adapting well to our procedures here at the Langley Office.
Signatures:______________________________           ______________________________          ______________________________

                                 Employee/Date                                             Supervisor/Date                                              Reviewer/Date
Comments Attached:      yes        no                                       yes        no                                            yes        no


7.  You must comment on a rating of “exceeds/excels” and create a Remedial Development Plan for the  “below”.   

______________________________________________________________________________
Notes

Step 6.  Update the duties and criteria
Now is the time to update the EPRS form, if needed.  You and the employee should both look at the duties and the criteria.  Together you should ask yourselves, "Have the duties or criteria changed?''

1.
Make sure the duties listed are still the most important for the rest of the year.

o
If a duty should be added, write it on the back page of the EPRS form, or on a blank copy of that page.

o
If a duty is no longer performed, or is no longer important, write on the form: "No longer part of EPRS" with your initials and date.

2.
Make sure the criteria for each duty are still the most useful.

o
The criteria may have to change during the year.  This is most true when first learning to use EPRS, when the duties are new or when people using EPRS have not worked together before.

o
Be careful not to lower the criteria just because the employee is not performing the job right.

o
Think about the performance of all your employees.  For example, if all the employees are having trouble doing something, they may need training or you may need to change the way the job is done.

o
If you change the criteria, initial and date the changes.

It is your responsibility as a supervisor to keep the EPRS form up‑to‑date with the duties and criteria for the job the employee is actually doing.  You should do this during the year rather than at the mid‑year meeting, whenever possible.

Changes to the EPRS form should not happen frequently.  Changes in duties are expected in some jobs, to meet the demands of the work unit.  Changes in criteria are expected less often, especially when the criteria for the job have been in use for several years.

Now you are ready to sign the form.

______________________________________________________________________________

Notes
Step 7.  Sign the form and get signatures
As in Stage A, you and the employee and the reviewer must sign the front of the EPRS form in Section B, Progress Review.

1.
There is a check list in Section B, (it has 3 small boxes).  Check off each box to show you finished that part.

2.
You and the employee and the reviewer have the right to attach comments to the EPRS form.

3.
Explain to the employee what signing this section means.

o
Your signature means that you have done the advisory ratings and discussed them with the employee.

o
The employee's signature means the employee understands the evaluation and the comments written on the EPRS form.  If the employee does not agree with your ratings, he or she should attach comments to the form, and then sign the form.  Then you should check the comments box on the front of the form, showing that the employee has attached comments.

o
The reviewer's signature means that the reviewer has read your advisory ratings and comments you or the employee wrote, and agrees with the ratings.  If the reviewer disagrees, he or she will attach comments to the form.

4.
Get the required signatures in Section B.

If the employee does not want to sign the form, try to find out why.  Make a note of this on the form.

5.
After the form is signed, give a copy to the employee and the reviewer and your personnel office.  You keep the original.

Anytime you make changes to the form, be sure to send a copy to your personnel office so they can attach it to the original form.

______________________________________________________________________________

Notes
Step 8.  Create a Remedial Development Plan (only necessary when overall rating is  “below”)

The purpose of the EPRS Remedial Development Plan (RDP) is to assist employees who have job performance problems. If an employee receives an overall rating of “below” at Stage B, or if the Supervisor anticipates that a “below” rating will be given at the Stage C Final Review, a RDP is to be formulated jointly by the supervisor and the employee. 

The guidelines for developing a RDP are as follows:

1. Any employee who receives an  “below” evaluation will be re-evaluated 30 days after the completion of Stage B and/or Stage C.  The agency will place in the employee’s file a RDP.  The employee will be re-evaluated every thirty (30) days until a  “meets/exceeds/excels” rating is achieved or six months pass, whichever is first.

2. Employees that may be nearing an  “below” rating will be counseled by his/her supervisor three (3) months in advance of their final stage of the evaluation as to the specific areas that must be improved and what they must do to attain a “meets/exceeds/excels” rating.

3. During the process of the re-review, the employee who continues to receive  “below” ratings can make a one-time appeal of that re-review rating to the Merit Arbitration Board. This appeal must be filed within ten (10) days of the last review rating.   Any decision in favor of the employee will be from the month of the appeal forward. Such appeal may not be filed if the employee has already filed an appeal at the time of the final unsatisfactory review.

4. Once the employee receives a   “meets/exceeds/excels” evaluation during the re-review process, he/she becomes eligible for the denied step and/or denied salary increases effective from the date of receiving the   “meets/exceeds/excels” rating.  The employee’s anniversary date for step purposes shall not be retarded upon receiving the “satisfactory “ or “meets/exceeds/excels” rating.

5. Any employee who may be adversely impacted by an untimely evaluation shall be made whole upon the completion of the performance review and upon achieving a final rating of   “meets/exceeds/excels”.

6. All financial considerations (i.e., merit increases, step rate increase) are based on the employee’s most recent, final annual evaluation.

7. When work-related circumstances occur over which the employee/agency has no control, the employee is not to be prevented from attaining an overall rating of  “meets/exceeds/excels”.

Example of Signed Advisory Rating

	A   Performance Review:  Employee and supervisor meet to plan the work for the year.

          Discuss contributing role of employee in unit          Discuss and finalize the duties and criteria
Primary Job Duties and Performance Criteria:  On the reverse side list the employee's primary job duties from the most current position description and the performance criteria which will be used to evaluate the employee's performance of these duties during the performance period.  Copies of the reverse may be used if more space is needed.
Signatures:_________________________________  _________________________________ ________________________________

                                     Employee/Date                                                 Supervisor/Date                          Reviewer/Date
Comments Attached:      yes        no                      yes        no                  yes        no



	B   Progress Review:  Employee and Supervisor meet to help the employee meet criteria

          Discuss progress for each duty                                  Assign Advisory rating for each duty
        Assign advisory rating for overall performance
Progress Review Summary Rating:    meets/exceeds/excels/below

Supervisor's Comments:  Natalie is adapting well to our procedures here at the Langley Office.
Signatures:______________________________           ______________________________          ______________________________

                                 Employee/Date                                             Supervisor/Date                                              Reviewer/Date
Comments Attached:      yes        no                                       yes        no                                            yes        no



Before you end your meeting, you should prepare the employee for Stage C, Annual Review.  This is described next.

______________________________________________________________________________

Notes

Ending Stage B and Preparing for Stage C
It is important for you to let the employee know that the informal progress review sessions will continue for the rest of the year.

Remember to keep track of how the employee is doing over the rest of the year so you can be specific when you discuss performance at the Annual Review.

This finishes Stage B.

Here is a check list of the steps in Stage B.  Use it to be sure you have done all of them.

Check List for Stage B
1.
Hold informal progress reviews as needed...........................................................          
2.
Prepare for the mid‑year Progress Review meeting..............................................          
3.
Review Stage B with the employee.......................................................................          

         
4.
Discuss and rate performance for each duty.........................................................          
5.
Discuss and write down ways to improve job performance..................................          
6. Update job duties and criteria, if needed..........................................……….. ….

7. Discuss and rate overall job performance.............................................................          
8.
Sign the form and get signatures..........................................................................          
9.
Give employee copy of signed EPRS form........................................................... 


10. Create Remedial Development Plan, if necessary................................................ 

11. Plan to continue to hold regular informal progress review meetings..................... 
Addition to Chapter Two:

 Role of the Reviewer for Stage B

At least a few times during the year, the reviewer should talk with the supervisor to see how each employee is doing.  If the reviewer changes the objectives, job assignments or work procedures of the unit, he or she should help the supervisors make any changes needed in the EPRS forms for their employees.  Changes to the EPRS forms should be dated and initialed.

Before the mid‑year progress review meeting, the reviewer should meet with the supervisor to discuss the employee and to help the supervisor get ready for the progress review meeting.  After the mid‑year meeting the reviewer goes over the results of the meeting.

Help the supervisor prepare for the formal Progress Review Meeting
The reviewer should:

         
1.
Explain how to use the EPRS rating scale and discuss the differences between “meets/exceeds/excels and below” ratings.

         
2.
Talk about how these ratings apply to the duties and criteria written on the employee's EPRS form.

Review the results of Stage B
Here the reviewer makes sure that the results of Stage B make sense.  When the EPRS form is given to the reviewer for review, he or she should answer these questions about Stage B.

1.
Do the information, rating and comments on the EPRS form make sense?

· Are the ratings consistent with job performance and with the performance criteria?

· Are the comments logical and related to job performance and the performance criteria?

2.
Is there consistency of ratings across supervisors?  Are employees who are doing equal quality work on similar duties being rated alike?  Joint meetings with all supervisors under you can assist in this review.

3.
Was the EPRS form filled out correctly?

· Was each duty rated and were comments made where called for on the EPRS form?

· Was the overall rating completed on the front of the form, and were comments made   where needed (for  “below” ratings)?

· Is the form signed by the employee and supervisor?


  4.
Was a Remedial Development Plan created for an employee whose overall rating was 


 “below” ?

· Was the RDP form completed with signatures from the employee, supervisor and reviewer?

· Was a time scheduled for the employee and supervisor to meet (within 30 days) to review the employee’s progress with the RDP?

Sign the EPRS Form and Comment on the Advisory Ratings

The reviewer does not make progress review ratings.  If the reviewer agrees with the ratings he or she signs the form, and may comment.  If the reviewer disagrees, he or she should write and attach comments and then sign the form.  Remember, a copy of the completed form must be given to the employee.            

