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FOREWORD

Ifficiency ratings are periodic evaluations of work performance
which indicate how eflectively employces are performing their
assigned dutics and discharging the responsibilitics delegated to them.
Records of these evaluations make it possible for administrators, super-
visors, and ecmployees to know what progress is being made in accom-
plishing desired work results. They serve as a periodic inventory
of the most important asset of an organization—its manpower.

Organizations are judged by their records of achicvement. Those
who are charged with the responsibility of planning programs and
directing projects must know what skills and abilitics must be applied
to accomplish the desired results. They must also know the perform-
ance that is necessary to achicve success in their undertakings. They
must be alert to the human characteristics of manpower, Praise must
be given to the worker who is leading in accomplishment, and those
who are weak must be encouraged and trained to do better. These
requirements are fundamental whether or not efficiency ratings are
used. Efficiency ratings are an aid in carrying out these requirements.

This efficiency rating system requires that a%iministrators and super-
visors apply the same inow]edge they use in administration and
supervision—a knowledge of the work to be done, of the way the work
should be done, and of the way the work is being done, by ecach person
in the organization. Requirements are different in d}i,ﬁefent jobs,
so different combinations of rating elements are provided, The worth
of performance is not difficult to determine because each employee’s
work is measured by the requirements of his own job. The method of
preparing and reviewing ratings is adapted to the administrative plan
of the organization. As the first-line supervisor is directly in charge
of the worker, he initiates the efficiency rating. Those responsible for
reviewing the efliciency ratings are the higher administrators who
control the supervisors in their regnlar work operations. The final
review is by a committee representing the head of the department or
agency.

gDir%,’ctors of personnel are responsible for providing the organiza-
tion with manpower, with proper qualifications, in appropriate assign-
« ments, and rendering effective service. They need the benefit of
current efliciency ratings to assist them in placement and training
activities and in passing upon promotions, demotions, salary advance-
ments, salary reductions, reductions in force, and dismissals for
inefficiency. ~Directors of personnel are therefore responsible for the
general administration of efficiency rating programs.

This efliciency rating system has been simplified, but no system will
operate itself. ~Its success or failire depends upon the care and atten-
tion given to its administration. If efficiency ratings are made fairly
on the basis of actual work requirements, and are discussed frankly
with employees they will bring about a better understanding between
workers and their supervisors and between supervisors and their
superiors. No one can justly complain about honest efficiency ratings,
promptly published and fairly appliecd. No one can defend ratings
which do not meet these tests.
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PART 1. THE EFFICIENCY RATING SYSTEM

SecrioN 1. Employees rated and form wsed.—The efliciency rating
system applies to all employees paid under the compensation scales in
Section 18 of the Classification Act of 1923, as amended. It also ap-
plies to employees whose rates of compensation are fixed under the
schedule in Executive Order No. 6746, dated June 21, 1934. Standard
Form No. 51, Revised, Report of Efficiency Rating, will be used to rate
the efficiency of all such employees.

SecrioN 2. Kinds of ratings—Efficiency ratings required under the
efliciency rating system are official ratings. Official ratings have the
~ tollowing sigmficance: (1) Xach employee must receive notice of his
rating and the rating form of each employee must be available to
him for inspection ; (2) they are subject to inspection by all employees;
(3) they are subject to appeal; (4) they are required fo be considered
in connection with periodic within-grade salary advancements; (5)
they require within-grade salary reductions in accordance with
regulations in cases of “Fair” ratings; (6) they require reassignment,
demotion, or dismissal in accordance with regulations in cases of
“Unsa.tisfactory” ratings; and (7) they are required to be considered
in reduction in force. None of these characteristics apply to admin-
istrative-unofficial ratings which, while permissible under the efficiency
rating system, are required only by administrative authority of the
department or agency. There are three kinds of official ratings—
regular, probational or trial period, and special ratings. Administra-
tive-unofficial ratings are made under instructions issued by a depart-
ment or agency to provide supplementary or other records of
performance in such cases as when supervision changes, when an em-
ployee leaves the service, or when ratings are desired more frequently
than once a year as during probational or trial periods.

i SECTION 3. Official ratings—regular ratings, when made, and periods

= of service considered.—TRegular ratings are to be made as of March 81

of each year for all employees who are not serving a probational or

trial period and who have worked in the department or agency at

least 90 calendar days in the grade of the position held on that date.

‘The period of service to be considered in the preparation of regular
ratings is as follows:

A. If employee has served in the same position for a whole year,
service from April 1 should be considered.

B. If employee has entered on duty after April 1 and no move-
ment between positions of different grades has occurred, service from
day of entrance on duty should be considered.

C. If employee has moved during the rating year from one posi-
tion to another position of the same grade, in the same agency, serv-
ice in both positions should be considered.

D. If employee has moved during the rating year from one posi-
tion to another position of a different grade, service from the date

1
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of entrance into the position of the grade held on March 31 should
be considered if that period is 90 days or more; except that

1. 1f employee was assigied on detail to the position and the
detail was followed by official action, moving the employee into
the position during the year ending March 31, service during the
raling year while the employce was on detail may also be
considered.

9. If the change in grade did not involve any current change in
duties or responsibilities but arose out of a reevaluation of the
position (as might oceur as a result. of a classification survey or
clussification appeal), service during the rating year while the
smployee was performing those duties and responsibilities should
e considered without regard to the date of the official change
in grade.

1. If employee is nol on active duty on March 31 due to leave
without pay or furlough, service to the date when active duty
stopped should be considered.

¥. If it is not practicable or feasible to consider the period of
corvice indicated in the sbove paragraphs, service rendered while the
employee was under the supervision of the rating official may be
considered, providing the period is at least 80 calendar days.

Suorion 4. (fficial ratings—probational or trial period ratings,
when made, and peviod of service considered.—Oficial probational or
frial period ratings are made primarily to assist in determining
whetlier employees serving probational or trial periods should be
retained, or distissed because of failure to meet requirements as a
part of the examnation process. "They are, therefore, to be made 60
days prior to the end of <uch periods. Regardless of the numnber of
prior adminis(rative-unoflicial ratings that a department or agency
may require to be made during such periods or the number of differ-
ent positions or grades in which an employee may have served during
anch a period. service rendered from the beginning of the probational
or trial period shall be considered.  The reasonable work requirements
of the position in which the empleyee 1s working on the rating date
chall be nsed in rating his performance.  No “Regnlar” (March 31)
rating shall be made during any probational or trial period.

SucrioN 5. Official ratings—special ratings, when made, and period
of service considered —A special rating is to be made when there is
no appropriate current official rating and one is needed for an official
action. A special rating shall not be made for the purpose of revising
a prior oficial rating.  Neither shall it be made to effect the summary
dismissal or salary reduction of an employee. A special rating is
official for all purposes even though it is for less than 90 days. The
service rendered by the employee while in the agency in the position
held on the date the special rating is made shall be congidered.

Sperton 6. The rating official—designation—Yhe rating official
shall be the person who is immediately responsible for the work of
the employee (first person in authority who has supervisory respon-
sibilities), who either daily oversecs, reviews, and checks the work of
that employee, or who is most closely acquainted with his daily per-
formance during the period of time for which the rating is made. In
the case where an employee 1s regularly working under more than
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one rating official, the rating officials shall confer and arrive at a report
of efficiency rating which shall represent their joint evaluation under
their joint signatures as rating official. If this procedure is not fea-
sible, one shall be designated as the rating oflicial and the others shall
independently prepare reports of efficiency ratings for the considera-
tion of the designated rating oflicial.

Srorion 7. The rating official—rating responsibilities—The general
responsibility of the rating official is to make the initial evaluation
of the employee’s performance. This is one of the most important
operations in the rating process. The success of the program depends
upon initial evaluations that are honest and unbinsed, fair alike to the
Government and the employee. The rating official is to follow the
specific instructions in the Rating Official’s Guide, Civil Service Com-
mission Form No. 3823A, which is to be considered a part of this
manual. Among supplementary instructions that may be issued by
the head of a department or agency may be the requirement for specific
ovidence of outstanding or weak performance. The requirement may,
of course, be restricted to the cases in which the adjective rating 18
“Fxcellent” or “Unsatisfactory.” If specific evidences are required
under departmental instructions, they may be written on a separate
shect and attached to the cfficiency rating form, or they may be written
on the back of the form.

Srorion 8. 7'he reviewing official—designation.—The reviewing offi-
cial shall be the supervisor highest in line of authority above the
rating oflicial who has personal knowledge of the general performance
of the cmployee to be rated and of the standards of performance of the
unit in which the employee is assigned as compared with standards in
other units. :

SuctioN 9. The reviewing official—reviewing responsibilities—The
general responsibility of the reviewing official is to review or to revise
ratings after conferring with rating officianls and any intermediate
supervisors. Reviewing officials may find it desirable to have ratings
routed through intermediate supervisors. The reviewing official 1s
the one on whom the efficiency rating committee must rely in making
certain that proper and uniform standards have been applied by all
=~ the rating officials under his jurisdiction. It is expected, thercfore,

that he will avail himself of all the advice and guidance he can get from
intermediate supervisors. e should read carcfully the instructions
in the Rating Official’s Guide, Civil Service Commission Form No.
3823A, and see that they are followed. ~Specific instructions and sug-
gestions, applicable to reviewing officials are as follows:

A. In order that rating officials may have a more uniform con-
ception of the rating standards and procedure, it is suggested that
the reviewing official discuss these matters with them before the
ratings are made. Such a meeting will help to clarify any questions
which may not be fully understood.

B. After receiving all completed forms from the rating officials,
the reviewing official should examine the ratings by grade and class.
Markings made by rating officials may be questione& for one of the
following reasons or for some other reason :

1. Disagreement with the rating official as to elements that are
pertinent to the position and therefore to be rated, or as to elements
that are especially important and therefore to be underlined.
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2. Based upon a personal knowledge of a particular emplovee’s
perflormance, disagreement with the cvaluations made, either
because of the evaluation itself, or because consistent perform-
ance requirements for that kind and level of work were not
applied.

3. Disagreement with the adjective rating arrived at by the
rating official because he has not followed the rating standard and
has not provided a satistactory explanation for deviating from
the stundard, or because he has not evaluated correctly and quali-
tatively the plus and minus marks in determining whether the
minus marks have been overcompensated by plus marks.

C. Whenever there are disagreements with the rating official, the
differences shonld be discussed with him and with the intermediate
stpervisors.  kKvery possibie effort should be made to arvive at a
rating satistactory to all. However, if an agreement wilh the
rating oificial cannot be reached, the reviewing official should record
bis changes on the form in red ink without erossing out or erasing the
marks of the initial rater.

D. When the review of the ratings is completed and the reviewing
official is confident that rating instructions and standards have been
followed, the adjective efficiency rating is to be written in the blank
space provided for him. Then the reviewing oflicial should write
legibly in ink his name, title, and the date of his signature in the
blank spaces at the bottom of the rating forms after the words
“reviewed bv,” and submit the efficiency ratings to the efficiency
rating coimmitice, )

Secrion 10, Efliciency rating conumitice—designation—Each de-
partment, independent establishment, and other agency shall create
one or more standing efficiency rating committees.  An’efliciency raf.-
ing committee shall consist of members, usually three or five in mimber,
designated by the head of the organization or other oficial aut horized
by him to act in such matters, such as the Director of Personnel.  Each
committee should be representative of divisions or units of the organ-
ization served and should include a member engared in personnel
administration. '

SeCTION L1 Afficiency  rating committee—responsibilities.—The
efliciency rating commitice operates in a staff eapacity for the head
of the agency and the Director of Personnel in applying rating stand-
ards uniformly to all employees in the ageney consistent with the
standards of the cfficiency rating system. Members of the efficiency
rating committee should study the instructions to rating officials
(Rating Official’s (}uide% and to reviewing oflicials (Section 9 above)
and see that they are followed.  Additional instructions and sugges-
tions for the efliciency rating committee arc riven below : °

A. Performance requivements: The efficiency rating cormmittee
should encourage administrative and supervisory officials, afier con-
sultation with employees, to determine, as far as practicable, the
performance that should reasonably be required in the various kinds
and levels of work for use in rating, and to report these determina-
tions to the efliciency rating committee for its use in the appiroving
of ratings.
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B. Training programs: The efficiency rating committee should en-
courage and participate in training programs for rating and review-
ing officials to establish a common understanding of their rating
duties and responsibilities. The committee will need the coopera-
tion of all rating and reviewing officials and should encourage and
participate in round-table conferences where both policy and pro-
oodure will be discussed freely and where opportunity will be
afforded for presenting questions and ideas regarding any phase of
the rating program. It will probably be worth while to discuss the
various elements of the rating form and their application to differ-
ent types of positions. Throughout the entire program of training
and preparing for actual rating, the primary objective—uniform
standards in rating—should be strongly emphasized both to rating
and reviewing officials.

.. Selection of pertinent and especially important elements: The
rating and reviewing officials are rimarily responsible for deter-

- mining the pertinent and especially important elements for each
kind and level of work. Klements to be rated should be the same -
for like positions. If, however, the cfficiency rating committee 1s
authorized to designate the elements, it shall determine the ele-
ments for each kind and level of work and have them indicated
either on the form by encircling the numbers of the pertinent ele-
ments and underlining the especially important elements in black
ink or in some other manner. However, if the rating official wants
to add or delete elements or underlinings, he shall be permitted to do
so, indicating his disagreements in red ink.

D. Advice and help: Before rating forms are distributed and
during the period of actual rating and review, the committee is to
be considered the source of information on questions of rating policy
and procedure, Mcembers of the committee individually and col-
Jectively must assume this responsibility, must keep currently in-
formed of all aspects of the program, and must assist rating and
reviewing officials in every ossible way to expedite the efliciency
rating program. 1f any pro lem or question arises which the com-
mittee is not able to answer, the matter should be referred to the
Director of Personnel for his decision as promptly as possible. The

gl committee shall not make evaluations for rating and reviewing offi-
cials, except in an appellate capacity if authorized, but shall serve
in an advisory capacity on questions of procedure, rating standards,
and meanings of terms. .

. Review and approval of ratings:

1. Instructions to rating and reviewing officials are also ap-
plicable to the efficiency rating committee. The efficiency rating
committee shall review each official rating to make certain that
the rating is the logical result of the markings on the elements.

9. Tt shall study the ratings submitted by rating officials and
reviewing officials to learn Shother the rating standards used
and performance requirements were uniform as far as practi-
cable. 1t is not desirable that the distribution of ratings 1n any

rade and class or group of grades and classes be made to con-
orm to any predetermined statistical scale. If the committee
feels that the rating standards or performance requirements have
not been applied uniformly as far as practicable, a conference
should be held between the committee, or its representative, and
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the rating and reviewinge officials concerned. Any questionable
rating shall be returned 10 the ating and reviewing officials for
review and possible revision in accordance with the generally
recognized standards.  Every effort should be made to obtain the
cooperation of the rating and reviewing officials.

3. 11 adjustments are clearly necessary to secure fairness and
justice, and the cooperation of rating and reviewing officials con-
cerned in making revisions cannot be secured after discussion in
conference, the commitiee is authorized to adjust ratings.

4. After all ratings have been reviewed and any necessary
revisions have been made, the committee shall have the date of
approval and the adjective rating to be reported to the employee
filled in on the form. The ating becomes an official record when
it is approved by the committee.

SecTION (2. 7'he Director of Personnel—res ponsibitities—The head
of the agency is required by Iaw to rate the performance of employees
in accordance with the uniform efficieney rating system.  To assist him
in carrying out this responsihility. Section 6 of Fxecutive Order
No. 7916 of June 24, 1938, provides that the Director of Personnel
should supervise the funciion of efficicncy rating. This involves the
following activities:

A Establishing efliciency rating policies within the framework
of the uniform efficiency rating system

B. Seeing that efficiency vating commitices ave established and
that they carry out their responsihilities;

C. Encouraging administrative and supervisory officials to deter-
mine, as far as practicable, the performance that should reasonably
be required in the various kinds and levels of work;

D. Coordinating the efficiency rating program with persontel
processes, and requiring appropriate action based on efficiency rut-
mgs according to rules and regulations;

t. Coordinating and advising efficiency rating committees in their
Instructional and training activitics, and in the formulation of pat-
terns of pertinent. and especially important efficiency rating ele-
ments for the various classes of positions: and providing or making
available the training and ofher facilities of the agency in the
exceution of «uch programs:

I¢. Establishing” controls for securing the several types of efli-
ciency ratings when due; sceing that instructions, manuals, and
other material ave issued and dist ributed; requisitioning efliciency
rating forms and asgistiug in the distribution to the proper officials:
and providing or arranging for adequate clevical assistance o effi-
ciency rating committees

(3. Secing that regulations regarding the recording of rutings,
notification to employees, mspection of ratings by employees, and
reporting of ratings to the Civil Serviee Commission are carried
out, and maintaining custody of the approved cfficiency ratings;

H. Administering any supplementary “administrative-unofficial”
efficiency rating program established under administrative authority
and regulation to provide records of perforinance in such cases ns
when supervision changes, when employee leaves, or when ratings
are desired more frequently than once year az during probational or
trial periods.
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PART II. AIDS IN EFFICIENCY RATING
ADMINISTRATION

Supplementary forms and procedures will be helpful in making
the efficiency rating program effective in some departments, agencies,
bureaus, and offices. Such aids should be employed to insure uni-
formity in the operation of the efficiency rating program and for the
purpose of making the efficiency rating a valuable tool in the field
of supervision. The aids outlined below have been developed by
different agencies and proved successful under conditions and circum-
stances existing at the time of their use. They may be found useful
to other agencies. Many other aids might be employed under other
conditions and circumstances. No supplemental forms or procedures
should be used unless they aid in the administration of the uniform
efficiency rating program,.

A. Suggested check list—A check list is useful in helping rating
and reviewing officials to make sure that rating forms are completely
filled in before their transmittal to the efliciency rating committee.
The committee may feel that questions similar to these should be
incorporated into a memorandum to be sent to all rating and review-
ing officials.

1. Do the classification symbols and office designation show the
employee’s current status?

2. Has the space at the top of the form been checked to show
whether the rating is administrative-unofficial or official, regular,
probational or trial period, or special?

3. Has the block on the right-hand side of the form been checked
to designate whether the position of the employee is or is not of
an administrative, supervisory, or planning nature ¢

4. Do the dates filled in at the top of the form show the exact
period of time congidered in the rating?

—-— 5. Have all the especially important elements in the position been
underlined ¢

6. Has the administrative, supervisory, or planning employee been
rated on all elements pertinent to his position whether in italics
or not?

7. Has the “all others” employee been rated on all pertinent ele-
ments not in italics?

8. Has the question in element 13 “Is mark based on production
records ?” been answered with “Yes” or “No”?

9. Has the form been completed in ink (not in pencil) ?

10. Doos the assigned adjective rating conform to the “Standard”
given on the form to be followed for consolidating the plus, minus,
and check marks?

11. Has any deviation from the “Standard” been explained on
the reverse side of the form under the signature of the official making
the deviation?

564554 —4d——2 7
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12. ave both the rating and reviewing officials signed and dated
the rating?

BB, Suqgested schedule for completing the regular rating prograim.—
It is contemplated that official regular ratings prepared as of March
31 should be completed and available for official use in connection
with administrative actions to be eflective during the fiscal year begin-
ning with July 1 of the same year. Since the ratings cannot be given
official recognition until approved by the efliciency rating committee,
a schedule similar to the one given below will be of material help in
completing the regular rating program on time:

OGN MARCH 1

Plans for conducting the program and supplemental instrue-
tions completed.

Rating forms requisitioned, assembled, and ready for distribu-
tion to rating officinls.

MARCIT 1 TO MARCIT 15

Rating material distributed and meetings with rating and re-
viewing officials held.

MARCIT 15 TO APRIL 7

Ratings made by rating officials and submitted to the review-
ing officials.
AI'RIL 7 TO APRIL 15

Review of ratings completed by reviewing officials and sub-
itied to the efficiency rating committoe,

APRIL 15 TO MAY 15

Review of ratings accomplished by the efficiency rating com-
mittee and rating notices distributed to employees, and provision
made for the inspection of ratings by employeces.

MAY 15 TO JUNE 1
Report of ratings submitted to the Civil Service Commission.

C. A plan for conducting o mecting with vating officials.—Fvery
department and independent establishment must realize the benefife
which acerue from a program of intensive training of rating and re-
viewing officials.  Direct benefits will be reaped in the form of betier
informed rating officials and closer adherence to rating standards,
both of which result in an inerease in the accuracy of the ratings.
There are many ways of effectively conducting highly informative
training mectings with rating officials. One plan which has been
found satistactory and which encourages discussion is given below :

1ave a blank rating form enlarged by the photostatie process to an
extent where it may be easily seen by everyone present at the mecting.
Generally, an enlargement of 12 to 16 times the normal size of the
form is suficient.  Mount this form on a large hlackboard or piece of
ardboard and place it in full view of the gronp.
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. Present to the group a hypothetical job deseription of a position
in a class familiar to all members of the group.  (Clerk-Stenographers
make good examples.) Then, using this job description as a basis for
rating, summarize the performance of two fictitious employees.

Now, direct the group’s attention to the process of filling in the form.
Indicate whether the ratings are Administrative-Unoflicial or Offi-
cial: Regular, Probational or Trial Period, or Special. Fill in the
name, title, service and grade, bureau, etc., and check whether the
position is or is not of an administrative, supervisory, or planning
nature. Fill in the date at the top of the form and emphasize the
necessity of showing the exact period considered in the rating. The
period can be affected by the entrance-on-duty date, a change in grade
or duties, an inter- or intra-departmental transfer, or a change in
supervisors. i

The next step, that of actually making the ratings, is, of course, the
most important part of the whole demonstration. Every phase of

~ the hypothetical performance of the two employees to be rated must

be determined in advance. When selecting the pertinent elements and

underlining those which are especially important, and marking the ele-

ments with plus, minus, and check marks, frequent reference should

be made to the Rating Official’s Guide, Civil Service Commission

s Form No. 8823A. Read and call attention to specific parts of the
i guide and the manual.

To stimulate discussion and maintain interest, encourage the group
to discuss the factors that enter into the rating of each element. In-
ject some violations to the rating instructions into the ratings and raise
some controversial questions in order to augment the discussion. (Take
particular care, however, to sec that each of these questions or viola-
tions is definitely cleared up before the meeting is over, and that no con-
fusion or misunderstanding remains in the mind of anyone present.)

In arriving at the adjective rating, refer the group to the “Standard”
on the rating form and determine which one most nearly fits the per-
formance of each hypothetical employee.

In concluding the discussion of the two ratings, check your hypo-
thetical ratings to be sure that the form is comp etely and accurately
filled in. The functions of the reviewing official and efficiency rating

- committee should also be briefly reviewed.

D. Suggested plan for discussion of ratings with employees—Since
efficiency ratings serve as an important factor in the consideration of
proposed personnel actions and will become a part of the permanent
records of employees, the importance of having each employee thor-
oughly understand his rating cannot be exaggerated. In fact, the
offectivencss of supervision and the success of the work program
depend upon a thorough understanding between the supervisor and
employee concerning the duties assigned, the performance require-
ments, and methods of attaining the desired erformance. Frank
discussions on these subjects should be held whenever necessary in
order to develop and maintain the efficiency of every member of a
working unit. Such discussions which include a consideration of
the actual rating form will go far in achieving and cementing har-
monious, cooperative relations in each unit and will result in more

efficient operation of the organization.
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In order to conduct effectively such an interview with the employee,
the supervisor must recognize certain fundamental concepts. There
is no need that the discussion be argumentative because at the outsct
there may be contlicting points of view. The supervisor should not
attempt to dominate the employee by reason of his position. The
approach should be on the basis of an open-minded discussion of the
requirements of the job and how the employee can best adjust himself
in meeting these requirements. Outlined below are some suggestions
which supervisors may find helpful in discussing efficiency ratings
with their employees :

Preparing for the interview.

I. Review the factors which entered into your evaluation of the
employee’s performance.

a. Review the rating form to recall why he was rated as he was.

b. Keep the important, aspects of his job in mind.

«. Review and have available for illustration any factual data
which helped to determine the rating.

2. Organize a simple straichtforward plan for conducting the
discussion.

. Adapt plan to personality of employec and to his point of view.

6. Consider any particular eiremmstances which affected the em-
ployee’s rating.

¢. 11 the rating has in any way changed from the employee’s last
one, be prepared to give an adequate explanation. In some eases.
it may be advisable to show the employee his previous rating for
comparison,

4. Select a time when both you and the employee are not. under
undue strain or pressure of wark.

4. Provide for privacy during interview.

T'he interview.

L. Put the employee at ease by some friendly remarks not necessar-
ily about the rating to be discussed.

2. Discuss first the values of the efficiency rating, emphasizing the
values to the employee himself. Then briefly review the definitions
of the plus, minus, and check marks.

3. Disenss the completed rating form with the employee.

. Go over with the employee the evaluations which you made
of his performance in each of the pertinent elements in his position.
6. Show him which elements were especinlly important in his
position and why he was given the rating he received with reference
to the standard.
4. Manner during interview.

., Maintain ealm and unemotional attituide.

&. Do not put the emplovee on the defensive,

o ‘Talld in terms of the employee’s experience,

. Face the facts but show a sincere inrerest in the employee’s
work and his problems.

¢. Be honest, frank, and judicial.
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f. Give praise where praise is warranted, and criticize straight-
forwardly and constructively so that the employee knows where he
stands.

Concluding the interview.

1. Give the employee an opportunity to speak freely, to ask ques-
tions, and to make suggestions.

a. I he has a problem and wants advice, suggest several possible
solutions.

5. Do not let the discussion become argumentative.

¢. Be sure the employee has a definite understanding of the per-
formance requirements of his position.

9. Outline various methods which the employee may utilize to at-
tain self-improvement. Work out a definite time-schedule with the
employee which he agrees to follow in order to improve his cfficiency.
(In cases where serious deficiencies are to be corrected, this time-

- schedule should be followed up to see that definite improvement is
made in accordance with the agrecment and that the matter 1s not per-
mitted to drift until the next regular rating date.z]

3. Do not try to force the employee to agree with your evaluation of
his performance.

4. Do not divulge the ratings of other employees or discuss their
performance.

5. It may be well to make a record of the interview for future refer-
ence or for use during the next rating period; if your impressions are
recorded immediately following the interview, the record will be more
accurate.
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APPENDIX A

Legislative and Executive Authority for the Efficiency Rating
Hystem

A. Bection 9 of the Classification Act, approved March 4, 1923, as
amended, provides:

“That the Board (now the Civil Service Commission, See. 505, Title
V, Part 11, of the ‘Keonomy Act,” approved June 30, 1932) shall re-
view and may revise uniform systems of efficiency ratings established
or to be established for the various grades or clusses thereof, which
shall sef, forth the degree of efficiency which shall constitute ground
for (a) ncrease in the rate of compensation for employees who have
not, attained the maximum rate of the class to which their positions
are ailocated, (h) continuance at the existing rate of compensation
withont increase or decrease, (¢) decrease in the rate of compensation
for employees who at the time are above the minimum rate for the
class to which their positions are allocated and («1) dismissal.

“The head of each department chall rate in accordance with such
systems the effictency of each employee under his control or direction.
The current ratings for each grade or class thercof shall be open to
mspection by the representatives of the Board and by the employees
of the department nader conditions to be determined by the Board
after consultation with the department heads.

“Reductions in compensation and dismissals for inefliciency shall
be made by heads of departiments in all eases whenever the efficieney
ratigs warrant. as provided herein, subject 1o the approval of the
Board.

“The Board miay require that one copy of such enrrent ratings shall
be transmitted 1o and kept on file with the Board.”

B. section 3 of the Mead-Ramspeek Act of August 1, 1941 (55 Stat.
814), provides:

“Section 9 of said Act (Clussification Act of 1923, as amended) is
fiereby amended by adding thereto the following paragraph:

“UThe Civil Service Commission and heads of departments are
anthorized and divected to take such action as will apply the provi-
sions of this section miformly to all employecs ocenpying positions
within the compensation schedules fixed by this Act as nearly as is
oracticable ?

C. Section 2 (e) of the Mead-Ramspeek Act of August 1, 1941
(55 Stat. 613), provides:

“Fhe term ‘good” as used herein shall be defined in accordance with
the sysiems of efficicncy rating established pursuant to Section 9 of
this Act (Classification Act of 1923, as amended).”

i2
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D. Section 1 (b) of Exceutive Order No. 8882, September 3, 1941,
provides:

“Positions within the scope of the compensation schedules fixed by
this Act (Classification Act of 1923, as amended) shall include all
permanent positions, including positions in the field services, in the
exccutive and legislative branches, in government-owned or govern-
ment-controlled corporations, and in the municipal government of
the Dis(rict of Columbia, compensation of which has been fixed on
a per-annum basis, pursuant to the allocation of such positions to
the appropriate grade cither by the Civil Service Commission or by
administrative action of the department or agency concerned, in
accordance with the compensation schedules of the Classification Act
of 1923, as amended, or the said schedules as adjusted by an authorized
differential.”

E. Section 2 of Iixceutive Order No. 8842, August 1, 1941, provides
in part:

“ .. all employees whose positions are classified in accordance
with the salary schedule contained in Executive Order No. 6746, who
have not attained the maximum rate of compensation . . . shall be
advanced in compensation . . . subject to the following conditions:

“(b) ... The term ‘good’ shall have the meaning attributed to it
in the system of efficiency rating approved by the Civil Service Com-
mission for the agency concerned, and each agency affected by this
order shall maintain such a system.”
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APPHNDIX B
{nrren SraTes Crvin Service ConMangsstioN
Wasmaoron, D, C.

ficcember 23, 1940,
{0 RAC ‘\(). NB

DEPARTMENT CIRCULAR NO. 458

{(Muaperseding DL[)dI‘i]ll(‘Ili&l Circalar No. 302, Revised.. and
Denartmental Circular No. 802, Supplement No. 1)

f%ub]'( (*t' Uniform Efficiency Rafing System, revision, effective Janu-
ary {, 1941,

Vo Heads of Departments and i ndependent Establishments:
. Developmeni and general nature of revisions—During the past
iwo vears, oliicials of the various departments and agencles and the
Civil Service Commission have had an opportunity to see how the effi-
siency rating system that has been in foree since March 31, 1942, and the
aptional modifications to the system have worked, its values, and 1ts
faults. As requested, sugeestions and criticisis have been submnitted
16 the Commission both from departmental and field service employees
and officiale. These have been given carelul consideration.  Possible
maodifications and Improvements have been: discussed by the Council of
farsonnel Administration and the Management-Labor Advisory Com-
mittee, and their recommmendations huve been received.,  Caonsidering
the different experiences with efficiency rating administration m the
various departinents and :»vrmu“( s of the Foder‘al government and the
different pomnts of view of individuals and groups, 1t is to be expected
that many of the suggestions and recommendations would be in conflict
and that those 4((0;)(((1 might not be fully acceptable to every de-
partment, agency, group, or individual, However, the suggestions
and recommendations that have been accepted represent general agree-
maent.  There is no feeling that, with its inprovements, “the Lﬁmumy
rating svstem as now revised is a perfect system. 1t will continue
under observation and study, wnd suggestions and criticisms arising
out of further experience will continte to be mns](leled in accordance
with the fundumental fact (hat the system must be adapted to existing
conditions and developments 1f it is to be useinl and effective.
(ieneral agreement has been reached on the following revisions which
arce now being pui into effect:

. Standardization of requirement for efement markings.
2 Klhimination of requm-nwut for less-than-Y0-day ratings.

4, Wlimination of numerical ratings.
14
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Elji?mination of the conduct report from the efficiency rating

orm.

Modification of requirements for interim, information and pro-
bationary or trial period ratings.

Restatement of language in the manual for greater clarity.

Clarification in the manual of the functions of the Director of
Personnel in efliciency rating administration.

. Preparation of a rating efficial’s guide for distribution to all

rating officials.

® e e o

Matters that were considered but did not receive general acceptance
at this time related to reduction in the number of adjective ratings,
restatement of elements on the rating form with a possible reduction
in the number of elements listed, grouping of elements under major
headings, elimination of the underlining of especially important
elements, and other less drastic suggestions. 'These matters require
more study, and it was decided that they should not prevent the making

- of the improvements in time for the next regular rating program.

2. Promulgation of revisions—Under legislative and executive
authority and direction, the uniform efliciency rating system, described
in the Efficiency Rating Manual, Form 8823, Revised, and the Rating
Official’s Guide, Form 8823A, covers all positions in the field and
departmental services which are allocated under the compensation
schedules of the Classification Act of 1923, as amended, and in accord-
ance with Executive Order No. 6746. (See Sec. 9 of the Classification
Act, as amended ; Sec. 8 of the Act of August 1, 1941, 55 Stat. 614;
Fxecutive Order No. 8882 of September 3, 1941 ; and Executive Order
No. 8842 of August 1, 1941.)

In order to carry out these authorizations and directions more effec-
tively, particularly in the light of experience, the Civil Service Com-
mission has revised the uni%orm cfficiency rating system and directs
that the administration of the efficiency rating program in depart-
ments and agencics shall be carried out in accordance with the system
as revised and set forth in the Efficiency Rating Manual, Form 3823,
Revised; the Report of Efficiency Rating, Standard Form No. 51,
Revised ; and the Rating Official’s Guide, Form 3823A. A copy of the
Rating Official’s Guide, Form 3823A, shall be given to every supervisor

— who acts as a rating official. Supplementary instructions prepared by
departments and agencies shall be consistent with the approved
uniform efficiency rating system and copies shall be submitted to the
Civil Service Commission.

8. Additional regqulations to be issued later.—Additional regulations
prescribing methods and procedures for (1) recording of efficiency
ratings for administrative use, (2) notification to employees of ratings,
(3) inspection of ratings by employees, and (4) reporting of ratings
to the Civil Service Commission, will be issued prior to March 31, 1944.
No supplementary instructions shall be issued by departments and
agencies concerning these matters until the uniform regulations are
promulgated.

4. Periodio sdlary advancements—Section 7 of the Classification
Act. as amended by the Act of August 1,1941, provides for successive
salary advancements based on several factors, one of which is efficiency
ratings. Ratings of “Good” permit periodic salary advancement by
successive steps up to and including the middle rate for the grade (the

Approved For Release 2001/07/25 : CIA-RDP57-00384R000500090007-3



Approved FQ%ReIease 2001/07/25 CIA-RDP57- 00384R000500090007 3
FICIENCY RATING MANUA

fourth step in six-rate grades), and ratings of “Very Good” and
“Excellent” permit periodic salary advancement by successive steps
above the middle rate of the grade. This is in accordance with the
principle that standard work performance is worth standard pay and
Lhat higher levels ¢f work performance are worth higher rates of pay.
Periodic salary advancement under the law and re(rulations are made
Dy departments and agencies without review bv the Commission.

5. Sulary rmwfmn«, demotions, or dismissols—Section 9 of the
Olassification Act, as amended, requires that “Reductions in compen-
sation and dismiscals for inefliciency shall be made by heads of depart-
ments 1n all cases whenever the cﬁiclency ratings warrant,” subject
to the approval of the Civil Service Commission. Such actlons shall
be taken 1n conformity with the rules stated below. All salary reduc-
tions, demotions and dismissals required under these rules shall be
reported to the Civil Service Commission and, with respect to employees
i the depar tniental service, shall be de ferred until the Commission’s
approval is formally glven, except that, such reports and prior ap-
proval are not required with respect to employees serving probational
or trial periods.

a. No administrative or unoflicial efficiency rating shall be used
as a basis for taking action under these rules.

b. The rate of compensation of an employee whose official efficiency
rating is “Iair” shall be reduced one salary step if his rate of
compensation is above the middle rate. If the rate of compensation
is equal to or below such middle salary rate, it shall not be subject
to reduction on that account.

An empioyee whose official efficiency rating 1s *“Unsatisfactory”
shell not be permitted to remain in his position. IHe may be as-
signed to a position more nearly commensurate with his ability,
either (1) in the same line of work, in which case the position shall
be in a lower classi fication grade and his rate of compensation shall
not be in excess of the middle rate for such gr ade, or (2) in some
other line of work for which he is qualified, in w hich case he shall
b considered as having received a new appointment to the extent
that his rate of cornpemation shall be at the minimum rate for such
grade and he shall begin a new pronatmnal or trial period: or if
no suitable vacancy is avaiiable he shall be separated from the
service for inefliciency. A probational or trial period employee,

signed to a position of lower clussification grade, shall begin a
new nrobatlonal or trial period in the new position.

d. For the purposes of the above rules, the fourth salary rate shall
be considered the middle rate in any grade which has six salary rates.

. Kmployees shall be notified of any anticipated action under
these rules in advance of the effective date of such action. Insofar
as feagible, at least thirty days’ notice 1s recommended.

8. CUontact office in Ctwil Service Commission—All correspondence
io the Civil Service Commission concerning the uniform efficiency
rating system should be addvessed for the attention of the Efficiency
Ratmgs Administration Section of the Personne! Classification
Division.

7. Provious circulars and other material superseded.—TFdflective
January 1, 1944, the KEfliciency Rating Manual, Form 8823, issued
Jannary, 1942, Departmental Circulars No. 302 (Revised) of Novem-
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ber 20, 1942, and No. 302, Supplement No. 1 of April 16, 1942, the
Report of Efficiency Rating Sléandard Form No. 51, approved Janu-
ary 5, 1942, and the List of Efficiency Ratings, Standard Form No.
52, approved January 5, 1942, are superseded.

By direction of the Commission:
Very respectfully,
I.. A. MoxEr,
Epecutive Director and Chief Examiner.
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ADMINISTRATIVE—UNOPFICIAL ({ )
OFFICIAL:

EFFICIENCY RATING it o bed™Bisho |

BELOW

PLOYESR No. 3823A

t

i 2. Underline the elements which are especially important in the position.
i 8 Rateonly on elements pertinent to the position,

“ «. Do not rate on elements in ttalics except for employees in admin-
| Istrative, supervisory, or planning positiona.
J

V it adequate
~ A wealt

if outstandin, e
i & olementa in flalics.

~eeo- {1} Maintenance of equipment, tools, instruments,
{2) Mechanical akill.

{3) Skill in the application of techniques and pro-
cedures.

Presentability of work (appropriatencss of ne-
rangement and appearance of work'.

Attention to broad phases of asdsignmentsa.
Attention to pertinent detail,
Aecuracy of operations,
..... {8) Accuracy of final results.
- {3) Accuracy of fudgments or decisions.
.- {10} Effectiveness in rresenting ideas or facts.
wee (11} Industry.
...... {12) Rate of progress on or completion of acsign-
wents,
Amount of acceptable wark prodinced. (Is mark
ha on produetion records? e

8 ar no)

{i4} Ability to organize his wark,

15} Effectiveness in meeling  and
others,

...... {16) Cooperativeness.

< {17) Tnitiative.

---.{1R) Resourcefulness

e (19)  Dependability.

. {20) Physieal fitness for the work.

dealing  with

BTANDARD

Bevintions must be exnlained nn reverse side af thli form

Plus marks on all underlined elements, and no minys marks

based on performance during period from .__ . e tO

T {Organtzation—lndlente bureau. dividon, seetion, walt

i L. Siady the instructions in the Rating Official's Guide, C. 8. C. Form

TS

ol ata

CHECK ONE:

b Rate administrative, supervisory, and planning functions on

Administrative,
8upervisery, or
planning .. ____ [m]

{ All othera. .

<eees {21 Effectivencss in planning broad programs.

- (22) Effectiveness in adapting the work progrom ta
roader or velated programs.

- {23) Effectivencss in devising procedures.

- (24) Effectiveness in laying out work and establish-
ing standurds of performance for subordi-
nates,

ceeee (25) Efectiveness in directing. reviewing. and check-
g the work of subordinates,

- (26) Efectiveness in instrueting, broining, and
developing subordinates in the work.

,,,,,, (27) Efectiveness in promoting high working morale.

(28} Efectivencss in determining space, personnel,
and equipment needs.

...... (28) Effectivencss in setting and_obtaining adher-
ence io tima limits and deadlines.

Ability to make decisions,

Effectiveness in delegating
authority to act.

elearly defined

STATE ANY OTHER ELEMENTS CONSIDERED

e (A) [ R
e ABY e S
<y ... R — .
e

Antjretive

Plus marks on at least half of the underlined elements, and no minus

MArKS ...

Cheek mnarks or better on a majority of underlined },]emenz;,
k .

minua marks overcompensated by plus marks._.__

{'heck marks or better on A majority of underlined elements, and

mark: not overcompensatod by plus marks...._._
Minng marks on at least half of the nnderlined sloments

Rated by _ ...

{simninre of eating ofcial)

Reviewed by _ .

{Slmature of veviewing ofclal]

Rating approved by efficiency rating committee ..

H. B, GGUERMNENY PAINTING OFFICE  18--20177-3

rating Ratin
_________________ Excellent officlal_
-. Verygood
and any Gond Reviewing

T g official . ... .

mmua

[P Fair

Unsatisfactory

1. $. GOVERNMENT PRINTING OFFICE: 1944
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