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Rating Official’s

GUIDE

Do you use the uniform
TO efficiency rating system

A_“ approved by the

U. S. Civil Service Commission?

Super- If so . ..

VISOL'S READ THIS CAREFULLY

It affects you and your

employees.

EFFECTIVE JANUARY 1, 1944

FILE FOR FUTURE REFERENCE

Form No. 3823A—October 1946

Approved For Release 2001/07/25 : CIA-RDP57-00384R000500090008-2




Approved For Release 2001/07/25 : CIA-RDP57-00384R000500090008-2

Y e e e

“If we except the lght and ihe aw of
con, 1o good thing hus been or ean be en-
joyed by us without having first cost Inhor,
And inasmuch as most good things are pro-
duced by labor, it follows that all such things
of right belong to those whose labor has pro-
duced them.  But it has so happened, in all
the ages of the world, that some have labored,
and others have without labor enjoved a large
proportion of the fruits. This is wrong, and
should not continue. To sceure to cach
laborer the whole product of his labor, or as
nearly as possible, is a worthy object of any
good government.”’

A. LINCOLN.

Nore: The“whole produc of labor” must be
known before a proper award can be
made.
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T ngﬂl%lzlﬁ :eﬁ{ﬁl'oyees how they are doing,

How
you

about
ic?

Don’t argue; don’t dominate; just tell frankly and honestly what is
required of the employee in his job and how he is mecting the require-
ments. Tell him what he ought to know, not what he would like to
hear, and make suggestions for improvement. Also, listen to him, he
may have some suggestions or facts that will interest you. Discuss his
work performance, also his efliciency rating.

Prepare for the interview.—Jot down the points that make you feel
the way you do about the employee. Relate them to the efficiency
rating. Have illustrations or factual data ready. Try to arrange for
privacy during the interview, Don’t sot & time limit of less than 15
minutes—the interview should not be under pressure.

The interview.—Put the cmployee at ease. Discuss the values of
such an interview to you and to him. Discuss hés job, his work per-
formance and kis efficicney rating. Give praise where deserved and
criticize straightforwardly and constructively. Let the employee
know where he stands. Above all, de not foree the employee to agree
with your evaluations of his work performance. Explain things be-
cause most grievances or appeals are due to a lack of understanding
rather than a disagreement as to facts. Be honest, frank, judicial.
Face the facts but show a sincere intercst in the employee’s problems.
Let the employee speak frecly, ask questions, and make suggestions.
Do not argue with him, but answer his questions, help him analyze
his problems, suggest several possible solutions, and offer to help in
carrying thiem out.

Conclude the interview.—Tell the employee to think about what he

has been told and to come back if he wants to discuss certain things
further, that you arc ready to help him.

When
you

|
-

As often as possible. Find time for it. If you haven’t done it during
the rating period, by all means do it before he receives a cold, formal,
unexplained notice of his cfficiency rating,.

Why
you
do
it?

92162°--46

Every employee, yourself included, should know at all times where
he stands, how he is doing. Sueh knowledge encourages greater effort
and efficieney. Imployce interviews, if done properly, lubricate the
machinery and make the organization run smoother because they
reduce friction and irritation. They also create confidence that your
attitudes and judgments are unbiased and fair.
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Do
EHndnd

llow
kg1l
g
abont
g2

When
you
deo

it?

Why
you
e
id?

Fill in or verify entries in heading of rating formn.

Name ~Check with & st of employces, it necessary.

Indicale by cheele mark in ihe blanks en the top of the form
whether the Tating is regelar, probalional, «or special.  Ralings made
under sdministrative instructions for Giher purposes should be
chocked “Administrative—Unoflicial.”

A Cidar rading i3 made as of Mareh 31, 1t is an official rating
iade for all who are not serving a probational period and who have

worked in the agency ab icast 90 days in the grade of the position
held on that date or, when such coverage 15 not practical or feasible,
it, may be made if the employee has worked at least 90 days under
the ratling oilieial.

A probational raling is made 60 days prior to the end of the pro-
bational period. It is an official rating. No “Regular” (March 31)
pating is made during the probational period of an employee.

A special rating s made when there is no appropriate current
officiai rating and one i needed for salary wdivaneement or recuction
in foree. A special rating is otlicial for all purposes cven though
it is for less than 90 days.

Classification symbols and title of position.——Enter official desig-
Check with available official records, if necessary.
from .__ .. —-Refer to employee’s personnel

nations.

Pericd o ...
records.

Regutar rating.—¥From April I to Mareh 31 or as much of this
period ns employee was on active duty (ab least 90 days) under the
conditions stated above.

Probational rating.—From the beginning of probational scrviee in
1the ageney in the grade of the position held on the date the rating
is e lo its due date, provided it covers al least 90 days.

Speciad rating.~—lndicate the period that the employee served in
phe ageney (1) from the date of the last olliclal rating on record, or
(2) from the date she employee entered in the grade, whichever is
Iater, to the date the special Tating 1s made.

Organization in wuich position is located.—This is a mafler of
general knowledge. it in doubt, check with orgaiization eharls or
with head of unit.

)0 il before vou siart to rate—-as soon as you geb the cificicney
rating forms. 1t should be completed before the end of the period
covercd by the rating.

o dentify empioyee.

To immdicate kind ot rating.

To identify employee’s position.

T indicate the period of service Lo be considered in rating work
performancee,

T'o indicate the place of the position in the organization structure.

4
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Do
this !

Select or verily the efficiency rating elements per-
tinent to the position.

How
you

about
it?

Think of the diffecrent positions or arrange rating forms according
to classification grade and class; for example: Stenographers CAF-2
scparate from Clerks CAF-2.

Think of the employee’s posjtion. Refresh your memory of the
position’s intended scope, duties, and responsibilitics by reading
again the official job description and by referring to assignments.
Determine whether the position is or is not administrative, super-
vigory, or planning. Decisions are indicated by placing a check
mark in one of the two boxes at the upper right-hand side of the
rating form. The elements in italics are to be used for rating
administrative, supervisory, and planning funetions in the position.
The eloments not in italics are to be used for rating other funetions
whether in administrative, supervisory, or planning positions or in
other types of positions.

Beeome familiar with the various elements on the rating form.
You will find on the last few pages of this material some informa-
tion that will assist you in doing this, REMEMBER THE ELE-
MENTS HAVIE MEANING ONLY IN REFERENCE TO A
PARTICULAR POSITION.

Select the clements, and only those clements, that are pertinent
to the position. The eclements used should be the same for like
positions. In some cases, the eflieicney rating committee will have
suggested the clements. If you have any disagrcoments with the
suggested selections, check with the committee. If you arc working
on the forms and you feel that additional clements arc pertinent,
encirele the clement number in red ink, or if any suggested element
is not pertinent, eross out its number in red ink. Changes should
be made uniformly for like positions. Thesc changes should be
cleared, if possible, with the committec. The commitiee will see
them anyway when it reviews your ratings for approval.

When
you
do

it?

The best time to do this is in time for the emrployec to know,
close to the beginning of the rating period, which clements arc going
to be eonsidered in rating his work performance during the coming
period. If it hasn’t been done at the beginning of the rating period, it
should receive atlention as soon as the rating forms are reccived. If
it has been done at the beginning of the rating period, make sure the
employee’s position hasn’t been ehanged before you use the elements
for rating at the end of the period.

Why
you
do
ic?

The efficicney rating is not an evaluation of the employce but of
his work performance. The work performanee is measured by the
yardstick of rcasonable job requirements. Job requircments must be
related to activities found in the position. In other words, a char-
woman should not be rated on her effectiveness in meeting and dealing
with others beeause, regardiess of how effective or ineffective she
might be in this respect, this activity is not found in that position,
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2o Select or verily the efficiency rating elements that

ihis? .
s o . "y
YA 1T\ cl
ars especially important in the position.
HMow "I'hink of the prinecipal reasons for the position’s existence. What are
Yy g33a e primary objcetives? Then determine which of the cfficieney rating
£idp elements that are pervineni to the pasition are vital to those reasons
abont and primary objeciives. These ordinarily are the especially important
i1t slements. For example, in a position of field representative, effeetive-

aces inmeeting and dealing with others relates to the principal reasons
and primary objectives of the pasition and would be an especially im-
portant element. Not all pertinent elements are espeeially important.

Y ouindieate the expecially important elements by underlining them
on the rating form. They should be the same for like positions. In
soine eases, the efliciency rating committee will have suggosted the e
aspecially important elements. If you have any disagreements with
Lhe snggested selections, check with the committee. 1f you are working
on the forms and you fecl that additional elements are cspecially
important, underline them in red ink, or if any should nos have been
nnderlined, eross oui the underlining in red ink. Changes should be
made uniformly for like positions. These changes should be cleared, if
possible, with the committee. The committee will see them anyway
when it reviews your ratings for approval.

Why i'he especially important aspects of work performance. should be
you given greater weight than is given to the other aspects in determining o
do the eilicieney rating,.
14
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Po
this !

Record your evaluations of the employee’s work
performance in connection with each eificiency
rating element that is pertinent to the position.

How
you

about
ic?

Allow sufficient time for making your evaluations so that the rating
will refleet careful deliberation and sound judgment.

Compare the performance of the employee with the requirements
of the position he is in on the rating date for each of the elements
pertinent to the position. Record your evaluations by making plus
(4, minus (—), or check (v) marks. Mark an element with a check
if the employec’s performance is adequate—is what should reasonably
be required in that kind and level of work. Mark with a plus if his
performance is outstanding—is distinctly better than what should
rcasonably be required in that kind and level of work. Mark with a
minus if his performance is weak—is below what should reasonably
be required in that kind and level of work.

Ratings madc by other supervisors under whom the employee
worked in positions of the same grade may be given to you for con-
sideration. They supply missing information regarding the employec’s
performance. They are made and given to you to assist you, not to
control you, in making proper evaluations. Logieally then, the mark-
ings on the elements are more significant than the final summary
efficiency rating.

After marking all pertinent elements, carcfully review your mark-
ings for accuracy of evaluation.

When
you

ic?

Start immediately at the end of the rating period. Allow a day or
two to go by after you have marked the clements before you make
your reviow. The recording of evaluations on the elements should be
completed within a week after you start.

Why
you
do
it!?

In this step, you tell your organization and your employee what
they want and have a right to know—how the job is being done.

In this step, you provide the basis for the efficiency rating and
inspire confidence that the rating refleets facts of performance rather
than personal bias or favoritism.

These cvaluations can serve to guide the direction of future train-
ing, placement, transfer, and promotion to higher-grade positions.
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Do
s !

Determine the adjective efficiency rating.

HHow
’3’““
g0
about
e

The evaluations with respeet to each of the cleraents used
are consolidated into an adjective cfficieney rating by following the
“standard”’ found on the rating form. It is to be noted that the
markings on the underlined (especially important) elements are given
more consideration than the others used.

The standards for the adjective ratings of “Good” and “Fair”
eall for the use of judgment in deiermining whether weaknesses
ropresented by minus marks on underlined and non-underlined
clerments are overcompensated by outstanding performance repre-
sented by plus marks on underlined and non-underlined eclements.
Your judgment should not be based on the theory that one plus
mark balances a minus mark. Rather, you must consider the kind

and level of position and determine the relative importance of the .

iteras marked plus and minus.

if you have for consideration any ratings made by another
stupervisor covering performanee in a position of the same grade, do
noi, mechanically or mathematically consolidate, average or combine
them with your rating—consider them in the process of making your
Tating.

The standard will give proper results in the great majority of
cases.  Where its use does not give a proper adjective rating, devi-
ations from the standard are permissible but have to be explained on
the back of the rating form. Deviations may be permissible when
vhe employee’s performance is so outstanding in certain cspecially
important respects that it completely overshadows the inadequacies.
They are also permissible when the employee’s perforraance is so
defective in certain respects that it nullifies his performance in all
other respects.

Write in the adjective efficiency rating in the blank space provided
for the Rating Oflicial.

When
you
do

ig!

Why
you
do
ide

As soon as vou are satisfied that the element evaluations are
correct, that is, they properly refleet the work performanee as mens-
ured by the reasonable requirements of performance in that kind
and level of position.

The adjective eflicieney rating completes the picture of the em-
plovee’s work performance.  1ts determination takes irto account
the inadequacies of the eflicieney rating system which reduces 1o a
method what i by its nature a judgment process.

“I'he adjective efficiency rating is used in such formal actions as
salary  advancementi, reduetion in force. salary reduction, and
dismissal for ineflicieney,

Approved por Release 2001/07/25 : CIA-RDP57-00384R000500090008-2



Approved For Release 2001/07/25 : CIA-RDP57-00384R000500090008-2

Po
this !

Check your work.

Mow
you

about
itd

Assemble the rating forms and arrange them according to classi-
fication grade and class; for example: Stenographers CAF-2 scparate
from Clerks CAF-2.

Reviow all the ratings, comparing the rating of cach employce,
one with the other, within each class and grade (for instance, all
Clerks CAF-2) for the purpose of making sure that:

1 You have maintained the same rcasonable requircments of work
performance;

9 You have not been influenced by such personal considerations as
personal loyalty, sympathy, friendship, or prejudice;

3 You have not allowed your rating to be influenced by instances of
suceess or fajlure in the clements of the job thab are not typical
of the cmployee’s general performance;

4 You have uscd correct judgments in your rating regardless of
whether others might say that you have rated liberally or
conservatively;

5 You have not considered length of serviee in your ratings;

6 You have not been influenced by the employce’s previous regular
rating;
% The rating form is complete in all respects.

When
you
do

it?

Immediately after you have rated the work porformance of all
employecs under your supervision.

Why
de
it$

The rating of work performance is not a responsibility that can
be taken lightly. Too much depends upon it. If the ratings are not
fair to all employees or to the ageney in whieh they work, the actions
based on the ratings will not be fair to all employees or to the Govern~
ment agencey.

9
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Do
this?

Sign and date the report and give it to the
reviewing official,

How
you
go
about
it?

On the blank spaces at the bottom of the rating form after the
words “Rated by,” write legibly in ink your name, your title, and
the date of your signature.

Then give the ratings to your immediate supervisor who will
either be the Reviewing Official or will transmit thera to him. 1f
there is no one who fits the deseription “the supervisor highest in
lme of authority above the rating official who has personal know-
ledge of the general performance of the employce 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,” submit your
ratings direetly to the efliciency rating committee or the person who
zave you the rating forms,

When
you
do

ic?

After you are satisfied that you have rated work performanee
properly and are willing io stand behind your judgment. The whole
ivb of efliciency vating for all your subordinates should be completed
within 10 days or 2 weeks after vou have received the rating forms.

Why
you
ilo
{34

A supervizor i required not only Lo make judgments but also to
stand behind them, The responsibility for the part he plays in the
whale proeess must, be definite and », part of the record.
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