Federal Performance Management Journey Map

Samantha Supervisor
“Performance management is great, but | don't have the time, ability or senior support to do much more than box-checking.”

Samantha struggles with...

Who is Samantha? Samantha wants to...

e Samantha rose up the ranks of seniority in her agency by building her subject-matter * |ead a high-performing team that meets organizational e Supervising too many direct reports to
expertise over the past 15 years and earning stellar performance scores. goals and accomplishes its mission to serve the public devote significant time to any individual

 She has not received much management training, but over time she has developed  (Continue to excel at her subject matter expert work and put e Receiving few useful training and tools
established practices and habits for supervising employees. her hard-earned knowledge to use for performance management

Being overwhelmed with mission-
critical priorities, with little time to
devote to performance management

Meet her personal performance plan goals to continue o
receiving positive recognition, high performance scores and
pay increases

* She loves working with equally-passionate colleagues but often runs into challenges .
when she has to manage through problem points.
 She joined government because she is passionate about putting her technical expertise

to work in service to the public, even though she knows she could make more money in * Process performance management tasks as quickly and as e lack of clarity on how to work with HR
the private sector. efficiently as possible effectively to manage performance
 She appreciates that her job has been stable and allows her to balance work with taking e Maintain her positive reputation within the agency challenges

care of her three high-school age children.
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Supervisors provide ongoing feedback to their direct reports. Supervisors rate
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— q ‘I want to give my team good feedback to help them perform and grow, but | don't have the time
’ - or training to do it well, and if | do it badly, they might make my life really hard.”

ks

w:

ﬁ
v 3

r

E-.. )
y

~

Supervisors consult with their supervisors about performance issues
among their team and how they are addressing them,
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“I want to help my to imol fth To set their team up About what each : . By other priorities About having hard About progress made thus ' tuniti wish it was more, but
O Implement them sl I feels like a time suck ) opportunities m ited to sh
team and direct well” for success individual will be able , conversations and far m excited to share we've got to move on
' to contribute to me, and I'd rather possible reactions to “It's hard to quantify oraise! But giving ,
reports set reasonable “Mv supervisor can focus on my real _ _ to the next year.
and SMART goals but v sup o feedback accomplishments and negative feedback is
it h help me understand Protective . priorities. - - provide meaningful hard, and there's a lot
THOUGHTS it’s hard when my how my team'’s goals I'd like to do a good job, but I'm overwhelmed

leadership doesn’t
appreciate how
important this piece of
management is for our
overall success.”

feed up to the
organization's overall
mission, but we don't
have a lot of time to
spend on this process.”

Of how negative
reviews might impact
their team and
therefore eager to
write goals in a
strategic way

“l can’t lead my team
well because | don't
fully understand this
system, and we don't

have much time to
plan strategically or in
much detail.”

and don't want to say the wrong thing.”

feedback on complex
work."

Adverse action is taken to address poor performance

going on already.”
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EMOTIONS

THOUGHTS

Federal Performance Management Journey Map

Ethan Employee

“| like my job and the work | do on a daily basis, but I'm not always sure how | fit into the larger organization. These systems don’t seem like
they're very fair or clear, so | just need to make sure | keep my head down and do a good job on work that's best for me and my career.”

Who

is Ethan?

e Ethan joined government seven years ago because he was not sure where he wanted to work after completing his
master’s degree; has enjoyed putting his skills to use for the public.

e He wants to do a good job in his role and usually does, but he has not received much formal training or skill
development over the years.

e transferred agencies a few years ago and has worked under multiple supervisors at each agency.

e receives positive performance reviews and has moved up two GS levels during his government service.

e expects the performance management process to be inconsistent and mostly used as a check-the-box exercise

to help him and his colleagues move up in seniority over time.

 He likes his role in government but would be willing to leave if other jobs offered better benefits and opportunities

for career advancement.

Leadership informs the
unit about the agency,
bureau or team'’s goals

for the coming year.
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About time taken away
from other priorities

About what can be
achieved in the year
ahead

About how to align
individual work with
the organization's
mission

“I'm excited to see
what the goals are for

the next year, but |
don’t know how these

goals apply to me”

Supervisors

collaborate with their

direct reports to set

specific, measurable,

achievable, relevant

and timely (SMART)
goals.

About quickly writing
goals that fit
requirements and
seem achievable
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About upcoming
projects and
opportunities

In the goal-writing
process, without
much support from
supervisors or leaders

By the impact of
possible changes to
the performance
management process
and how differences
between units or
supervisors could
impact future scores

“l want to do good
work this year and be
evaluated for it fairly

but don't know how to
frame my goals well in
this complicated
system”

PLANNING

Supervisors and
employees submit
goals to HR or
leadership.

Do

About the
administrative burden

By vague, inconsistent
or absent expectations
for the performance
management process

“I've never seen the
formal PM process
actually improve
performance, so it just
feels like a time suck
to me, and I'd rather
focus on my real
priorities.”

About the possibility of
negative feedback or
criticism

Employees have regular check-ins with their supervisors, including a midyear review,
If needed, supervisors and employees use this time to coordinate
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To be seen positively
by supervisor

From getting to know
and collaborate with
supervisor

and rewrite goals to account for changing work.

box exercises

“| want to succeed at the work I'm given and grow in my career and hope my manager can help

Employees receive

positive performance
feedback from ﬁ
supervisor. s

Cycle continues.

Of work done well

D e

By external confirmation
of hard work
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For future rewards and
successes

“| feel seen and
appreciated!”

me do that.”

Employees receive little or
no performance feedback
from supervisor. 2
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That they’'re failing but
unaware of it

By inability to know if
they're succeeding

How to grow and progress

Without support from
their supervisor
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That future work will be
recognized

“I hope I'm doing well,

but | don't know if | am

or why my supervisor
isn't telling me.”

?

from supervisor.

Employees receive critical
performance feedback
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To be viewed negatively by
others
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To be called out for poor
performance

Of how to course correct

About how feedback
might impact rewards

Appreciative e

That supervisor was
honest and took time to
give real feedback

At perceived or real
causes of
underperformance

“I'm trying, but my job
is hard.”

Dissatisfied .

By lack of feedback
when check-ins are
treated as check-the-
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Employees adapt

behavior ‘

according to

feedback. 4 i
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To fix a problem and
grow

To return to good
standing

“| can fix this.”

Employees do not

adapt behavior
according to b

C

feedback. u
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About ability to fix
performance problems

About circumstances
that contributed to
poor outcomes

“This isn't my fault! |
can't or won't fix this.”

Ethan wants to...

e Receive good performance
ratings that unlock professional

and financial rewards

 Develop new skills and expertise

to progress in his career
* Find mentors and other
meaningful professional

relationships to make his work .
enjoyable and help him discern

his career goals

Employees write self-
evaluations or other
materials to help their
supervisor draft end-
of-year ratings.
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Of successes
throughout the year

By lack of consistency or
standardization between
supervisors and units
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Of how to fairly but
strategically highlight
successes to look good

Overwhelmed .

By the need to do
reviews in addition to
many other end-of-year
tasks

“I'm proud of my work
this year! But I'm not
quite sure how to
frame it in the best
way.”

Employees have end-
of-year conversations
with supervisor.
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To hear supervisor’s
opinions on their
work

That their supervisor
might not see the extent
of work done or the
hurdles overcome
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That feedback will be
good

“I really hope my
supervisor thinks | did
a good job this year!”

Ethan struggles with...

 Not having a very strong relationship
with his supervisor because he has not
been at the agency very long and is one
of many direct reports

e Lack of understanding of how his work
connects to the larger organization’s
mission

Being asked to pick up extra slack to
compensate for underperforming

members of the team

Employees receive positive
performance feedback and

good rating from supervisor.

Of work done well

validated e

By external confirmation
of hard work
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For future rewards
and successes

“| feel seen and appreciated!”

Employees receive critical
performance feedback and
a low rating from
supervisor.

@D o

To be viewed
negatively by others
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To be called out for
poor performance

Of how to course
correct

About how feedback
might impact rewards
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That supervisor was
honest and took time
to give real feedback

At perceived or real

causes of
underperformance

“| tried, but my job is hard.”

would like to receive available awar
compensation.

Employees tell supervisors how they

To collect awards for
work well done

<

To have a say in their
own compensation

Eager

“It's nice to be able to choose the
awards that mean the most to me.”

Employees do not qualify for, and do not
collect, end-of-year awards.

Disappointed .

By lack of award

“I wish | was being recognized for the
work | did complete. It's not like | did
nothing.”

REWARDING

Employees accept any
awards received
and wrap up the year.

&

Disappointed .

To enjoy financial,
professional and
reputational

To be recognized

awards
By relatively small
scale of available
awards
“| earned this.”

Adverse action is taken to address poor performance or employee grieves supervisor’s actions
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Henry Human Resources

“I want to help my colleagues have positive work experiences, but at the end of the day, my job is to ensure that policies and procedures
are followed correctly and | have to prioritize that for my own career goals.”

Who is Henry? Henry wants to... Henry struggles with...

e Henry works at a large agency where his primary role is overseeing the administration
of overlapping performance management cycles for all employees and ensuring they

run smoothly.

* He has spent the past 12 years working in human resources for the federal

 Ensure that procedures are e Alack of tools to intervene in performance management actions
followed and well-documented, * A lack of visibility into daily relationships and management. He is
only approached once something is wrong.

e Excessive and time-consuming administrative work to track

in accordance with his

performance goals

government. e Support his colleagues by performance management
* Before joining government, Henry worked in human resources at a few private educating them and helping solve * The need to balance between the sometimes-conflicting goals of
organizations, but he was laid off during the last recession and joined the government. problems ensuring procedures are followed correctly and supporting

* He enjoys solving problems and working closely with his colleagues to do so.
* He likes government work because it is highly structured, and he operates best in a
system with clear directives goals and procedures

HR provides

instructions about the

PLANNING

HR processes and

records performance

HR directs supervisors
to conduct midyear

MONITORING

e Serve as an honest broker for all
members of his agency

HR answers questions
from supervisors and

HR directs supervisors

to conduct end-of-

RATING

HR processes

administrative work

supervisors or employees to fix a real problem

REWARDING

HR processes
administrative work

annual performance plans. reviews with employees and year reviews. for ratings for award distribution.
management process supervisees. provides support for adjustments and
and expectations for conflicts as needed. records.

each step.
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About the processes About the processes About the processes By opportunities to About the processes About the processes About the processes
that need to happen that need to happen that need to happen help solve problems that need to happen that need to happen that need to happen
evotons | CIED) © o Do De @ DO ®
Abc_;ut wh_at can be About red tape and To support _employees When_ asked to solve a To support _employees About red tape and About red tape and
achieved in the year outdated IT systems and supervisors situation that’s and supervisors wrap outdated IT systems outdated IT systems
ahead throughout the year escalated out of control up the year
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By the need to chase agency staff with the By the need to chase By the need to chase
To support .employees down late paperwork tools they need.” By repeated By repeated down late paperwork down late paperwork
and supervisors from supervisors questl_ons on the questl_ons on the from supervisors from supervisors
throughout the year same issues same issues
THOUGHTS ‘. | €€
@ m @ I love supporting my “Let’s wrap things up -

By repeated
guestions on the
same issues

“Let’s get everything
set up for a smooth
and successful year.”

When processes run
smoothly

“| pretty much know
what | need to do, but
wish it was a little
simpler.”

colleagues to work
through conflicts, but
it’s frustrating when |
have to chase after
deadlines or answer
simple management
questions.”

and get everyone off
to enjoy the holidays.”

When processes run
smoothly

“Almost there!”

Adverse action is taken to address poor performance

When processes run
smoothly

“Everyone’s busy, but
let’s get this done right
so we can all get out
of here.”



