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[bookmark: _Toc352154761]SECTION A – ON THE JOB TRAINING PERFORMANCE EVALAUTION PROGRAM


[bookmark: _Toc352154762]1-1.  Objectives  

The TIGTA On-the-Job (OJT) program has been designed and implemented to meet the following objectives:

a.	Produce highly trained and positively motivated special agents capable of meeting or exceeding standards of performance required by TIGTA. 

b.	Provide standardized field training to all newly hired TIGTA special agents, also known as "trainees," and to provide remedial training in areas where deficiencies are identified.

c.	Build on the foundation of knowledge provided at the Federal Law Enforcement Training Center (FLETC) by creating an environment in which trainees may develop new skills as well as increase proficiency in those acquired in the academic setting.

d.	Assist trainees who have experience as special agents in other Federal agencies to apply previously acquired skills to TIGTA policies, practices and procedures.

e.	Improve the agency’s hiring and training processes by documenting on the job observations of each trainee’s development and performance.

f.	Establish a valid and reliable job-related performance system to be used during the OJT utilizing a standardized and systematic approach to the documented measurement of the trainee’s development and performance.  

g.	Facilitate accreditation of the TIGTA OI training program by ensuring that each phase of training is outlined and defined.  

h.	Establish an additional opportunity within the organization by providing qualified special agents with advanced training and opportunities to develop leadership and supervisory skills.  

i.	Increase the overall efficiency, effectiveness and reputation of TIGTA through the modeling of professional, competent and ethical performance. 

j.	Increase support and adherence to agency policies and procedures.  

k.	Retain qualified personnel and address deficient performance. 
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1-2.  Introduction

a.	The field training and performance program used most in today’s law enforcement agencies was first developed by the San Jose, California Police Department in 1971.  While the program was initially designed to train and evaluate newly-hired municipal police officers, the concept has been widely adapted to serve the needs of any law enforcement agency.  Developed on the basis of extensive research and validation studies, the San Jose Model is considered the “Gold Standard” in field training and performance programs.  The TIGTA OJT is modeled after this “Gold Standard.”  

b.	The OJT manual provides direction to ensure the TIGTA OJT is consistently executed throughout the organization.  The tasks on which a trainee is evaluated must be specifically related to the trainee's position as a special agent.  The Performance Tasks report represents the required knowledge, skills and abilities needed to perform the duties of a special agent.  The Performance Tasks are used to ensure reliability of the program.  Using the same measuring (rating) system on every trainee ensures that the TIGTA OJT will be reliable.  

c.	The key to this program is effective OJT.  TIGTA special agents come with a host of diverse backgrounds.  Some trainees have extensive law enforcement backgrounds while others have no prior law enforcement experience.   While taking these elements into consideration during the OJT, it is critical that all trainees are provided an equal opportunity for OJT and a standard performance period.  The standardization of the OJT is of the utmost importance to provide opportunity for success and to establish a basis for administrative and/or personnel action.

d.	In determining when a trainee has reached the appropriate level of development and performance, the On-the-Job Instructor (OJI) and field division supervisory personnel should ensure that the trainee has demonstrated and met all standards contained in the Performance Tasks.

e.	The Special Agent Basic Training (SABT) has three phases.  

(1)	Phase I is the New Employee Orientation. 

(2)	Phase II is the formal academic training period.  With few exceptions, trainees are required to attend both the Criminal Investigation Training Program (CITP) and the Special Agent Basic Training (SABT) Program.  Upon successful completion of academic training, Phase III will commence.  

(3)	Phase III represents the OJT and performance task portion of basic training.  

f.	Standards for the OJT are set forth in Performance Tasks.  These delineate the knowledge, skills and abilities that TIGTA expects a special agent to successfully demonstrate during employment.  It also provides the mechanism used to evaluate and record performance and development during the OJT.  For the purposes of the OJT, special agents in the OJT will be referred to as trainees.  All documentation for the OJT will be accessed via the TIGTA Training Academy SharePoint site.  The Trainee Performance Reports will be utilized by ASACs to substantiate a trainee’s TIGTA Performance Appraisal (TIGTA Form 430A). 

g.	The primary training and performance phase (Phase III) of the TIGTA OJT will be approximately 36 weeks. 

h.	The OJI does not replace the supervisory chain of command.  OJIs should not assume the administrative or leadership roles of a supervisor.  OJIs should view themselves as trainer, mentor, and evaluator; keeping in mind they are evaluating performance, correcting deficiencies and providing input to supervisors concerning trainee performance.  Matters not related to performance should be promptly reported to the supervisor and/or to the Internal Affairs Division, as appropriate.  Supervisors are expected to use OJI input to evaluate the trainee on the TIGTA Form 430a performance standards.  In addition, supervisors approve leave, conduct case reviews, and issue any appropriate counseling or disciplinary actions. 

i.	A trainee’s ability to conduct investigations should be commensurate with the trainee's grade level.  The OJI should not assume that new personnel with previous law enforcement or Federal experience will be able to perform at an advanced level.  Each trainee must complete the OJT, and his/her performance should be evaluated by an OJI using the Performance Tasks, regardless of experience level.  Using the Performance Tasks ensures the OJT is equitably executed throughout the organization.  The key to program success is that each trainee demonstrates his or her ability to apply what was learned in training to actual mission scenarios.  Trainees are expected to maintain high standards of professionalism, but most are not journeymen special agents and should be allowed to grow in experience and expertise.  Trainees should not be expected to perform without error.  

j.	Upon completion of the OJT, the ASAC of the TIGTA Training Academy will be notified.  A certificate of completion will be issued by the ASAC of the TIGTA Training Academy. 


[bookmark: _Toc352154764]1-3.  Liability

a. Employees of the Federal government may be sued in connection with matters arising in the performance of official duty.  Suits against Federal employees, including law enforcement officers, may be divided into two major categories:  State torts lawsuits and constitutional torts lawsuits.  State torts lawsuits may allege the individual employee committed a negligent or wrongful act, e.g., by failing to adequately screen, train, or supervise other Federal employees.  Constitutional torts lawsuits allege violations of constitutional rights under color of Federal law. 

b. If a Federal employee is named as a defendant, whether individually or in an official capacity, in a State tort suit, the Department of Justice will first determine whether the Federal employee has acted within the scope of his/her duties.  If the answer is yes, the appropriate United States Attorney will certify that the Federal employee has acted within the scope of his/her duties and will move to have the individual Federal employee’s name dropped from the suit and replaced with the United States.  If the plaintiff ultimately obtains a favorable judgment, it will be a judgment solely against the United States.

c. If a Federal employee is named individually in a constitutional tort suit, the Federal employee has the option of requesting representation from the Department of Justice.  In determining whether to represent the Federal employee, the Department of Justice will ascertain whether the Federal employee was acting within the scope of his or her official duties and refrained from deliberately violating the civil rights of another.  If the answers to those two areas of inquiry are in the affirmative, and if it is otherwise in the interest of the United States, the Department of Justice will represent the employee individually.  If the plaintiff subsequently obtains a favorable judgment against the Federal employee, it will be a judgment against the Federal employee individually.

d. The primary purpose of OJT is to ensure proficient special agent performance.  Proficient special agent performance will minimize the potential for agency liability and individual liability for both the OJI and the trainee.
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SECTION B - PROGRAM GUIDELINES


[bookmark: _Toc352154766]1-1.  Special Agent Basic Training (SABT) Structure

[bookmark: _Toc352154767]1-1.1.  Phase I

a.	Phase I is the period between the newly-hired trainee reporting to their new duty station and attending basic training at the Federal Law Enforcement Training Center (FLETC).

b.	Phase I is provided for the trainee to obtain an overview and get acquainted with the agency.  Since the trainee has not attended formal training as a TIGTA employee, they cannot enter into the on-the-job training or performance phase of the OJT.  During this period, an OJI should be assigned to the trainee to establish continuity and facilitate the orientation process.  During Phase I, to prepare the trainee for entering Phases II through III, the OJI should explain the OJT, the performance tools, expectations of the program and the OJT manual. 

c.	Newly-hired special agents will complete the New Employee Orientation on TIGTA’s Intranet.  The orientation program will provide the newly-hired special agent with basic concepts and skills which are intended to prepare him or her for formal basic training at FLETC, as well as assist the newly hired agent with completing administrative in-processing, i.e., security clearance, health benefits, etc.  

[bookmark: _Toc352154768]1-1.2.  Phase II 

a.	Phase II is comprised of two formalized training programs at FLETC.  Program 1 is the Criminal Investigator Training Program (CITP) administered by FLETC.  Program 2 is the Special Agent Basic Training (SABT) Program.  SABT is held at the FLETC, and is administrated by the TIGTA Training Academy.

b.	Typically, a trainee is required to attend both the CITP and SABT.  If the trainee is a transfer from another federal agency and has previously attended CITP, he or she  will be required to attend TIGTA SABT. Previous training or experience may result in an exemption from one or both of the programs if the new employee transfers to TIGTA in a managerial position. This exemption requires OI Executive approval.  

c.	All data pertaining to the trainee’s performance at formal training will be entered into the TIGTA Training Academy SharePoint site.  The field division managers, and OJI to whom the trainee is assigned, will have access to this information as it is entered.  Field division personnel will utilize this information to prepare for the arrival, on-the-job training and performance of the trainee.

d.	The field division should be prepared for the trainee’s arrival and ensure administrative support (desk, computer, IT access, office access, etc.) has been arranged.  The field division must develop a standard system for the trainee to become integrated and function in the field division.
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a. The OJT performance portion of the OJT begins at the completion of formalized FLETC training and is considered Phase III.  Phase III requires daily guidance and interaction with a qualified OJI.  OJIs will guide and instruct the trainees in their daily duties.  During this phase, the trainee will demonstrate his or her investigative abilities and suitability for the job of special agent.

b. During the OJT the trainee will be monitored on a daily basis by an OJI.  OJIs can expect trainees to approach the OJT with a certain amount of trepidation as they begin the process.  It is unlikely they will be able to perform the job on the first day.  An evaluation of their performance on the first day would require immediate competency.  

c. Trainee Performance Reports record and document a trainee’s progress.  They also inform the trainee of his/her performance level at a particular point in time, identify training needs and document training efforts, and chronicle the skill and effort of the trainer.  Collectively, over the duration of the program, biweekly written evaluations relate a chronological story of performance, category by category.  These evaluations tell of a trainee’s success, failure, improvement and regression, and the attempts to manage each of these occurrences.  Honest and objective evaluations of trainees should be a primary goal of all participants in this program.  It is important that evaluations are conducted biweekly so that OJIs evaluate the trainee’s actions on specific tasks. 

d. The trainee will be evaluated during the OJT based on performance descriptions contained in the Performance Tasks.  Each Performance Task is graded on a scale from 1 to 7, with a grade of 4 representing the minimum acceptable grade.  A written narrative is required on all Trainee Performance Reports.  It is recommended that an OJI attend TIGTA’s On-the-Job Instructor Training Program prior to evaluating a trainee and that the OJI completing the evaluation directly observes the activity.  The trainees will not write their own reports but may be asked periodically for input by their OJIs.  Trainees must review, add comments, as desired, and forward their performance reports to their ASAC.  All OJT documentation will be completed via the TIGTA Training Academy SharePoint site.

e. During Phase III, trainees will be responsible for completing, participating in, or demonstrating all the tasks listed in the TIGTA Performance Tasks (Appendix A).  If the trainee’s OJI cannot provide the opportunity for the trainee to accomplish a particular task, the trainee must, in coordination with his assigned OJI and with ASAC approval, seek out an opportunity to accomplish the skill with another OJI or senior agent.  If the trainee is assigned temporarily to another certified OJI, that OJI must witness and evaluate using the Performance Tasks during the assignment.  Narrative documentation regarding significant observations made by other special agents may be entered into the Trainee Performance Reports by the OJI.  Only certified OJIs may evaluate trainees.

f. During the OJT, the workload of the OJI is increased tremendously.  When assigned a trainee, field division management will attempt to balance the OJI’s collateral duties, caseload, and Duty Roster assignments based upon the divisional and group’s demands and resources.  Field division management needs to take into account the additional time and effort required to properly execute the OJT and ensure these requirements are implemented.  In other words, the OJI should not have to initiate the reduction in collateral duties or caseload. The trainee will be on the duty roster and the OJI will respond with him or her.  As appropriate, field division management may assign the OJI a new case.

g. Phase III is a 36-week program with a possible extension for remediation.   If remedial training is needed, the trainee should successfully complete an additional performance assignment before being cleared from the program.  

h. During Phase III, the OJI will discuss trainee performance weekly, and using the Performance Tasks Trainee Performance Report via the TIGTA Training Academy SharePoint site, complete a biweekly Trainee Performance Report.  The Trainee Performance Report is based on a seven point system.  Biweekly, the OJI will review the trainee’s performance and execute a written Trainee Performance Report via the TIGTA Training Academy SharePoint site.  For completion of the OJT, a minimum of 18 Trainee Performance Reports will be executed.  These reports are the OJI’s documentation, written by a trained professional who has witnessed the activity and used the Performance Tasks for the evaluation.  The trainee will have the opportunity to review the written comments and discuss them with the OJI.  The OJI will then submit the report for review by the chain of command.  

i. The number and complexity of cases assigned to a trainee should be determined by prior experience and demonstrated performance, and increased as evaluations dictate.  Trainees may be assigned as case agents as needed, but all cases will be worked under the direction of their assigned OJI.

j. The trainee must demonstrate he or she can successfully complete the Performance Tasks within the OJT 36-week period.  Remedial training must occur for the Performance Tasks in which the trainee is deficient, normal efforts to correct this deficiency have failed, and the trainee is not progressing.  The “root” cause of the unacceptable performance should be determined and it may be symptomatic of a larger, more difficult problem.  It is important to explain to the employee that remedial training is designed to help him/her succeed in the program.  Remedial training should be documented via the TIGTA Training Academy SharePoint site.  If the trainee is performing at an unacceptable level and all efforts by the OJI to remediate have failed, the field division should also work with the TIGTA Training Academy to facilitate remediation.  
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a.	Commitment of the Deputy Inspector General for Investigations (DIGI). The commitment of the DIGI is the most essential element of the OJT.  

b.	The DIGI endorses the standardization of the OJT via direction provided in the OJT Manual.  The OJT Manual holds all field divisions to a consistent standard and protects the program from unauthorized modification.  

c.	The DIGI approves the provision of resources necessary to attain program goals.  The DIGI will allocate funding to cover training, execution and equipment needs.  

d.	The ASAC for Training administers the OJT.  Because the OJT is an integral component and extension of the overall TIGTA basic law enforcement training program, the ASAC for Training will provide training, direction and support to the OJT.  All field divisions must conform to the TIGTA standards for the OJT.

e.	Trainees entering the OJT Phase III must have successfully completed all required basic formal training at FLETC and TIGTA SABT.  With the foundation established at FLETC, they should be prepared to begin the next stage of their initial training – the application of the academy experience to the role of a practicing special agent.  This applied training will be under an OJI.  The trainees will assume the duties of special agents and continue the learning process under real life conditions.  Trainees’ performance must be monitored very closely during this period.  Not only will they be monitored for safety, but also to ensure that standardization and equality of training is received.  OJIs must perform their assigned duties, and they must train and evaluate performance of the trainees.  They must recognize and understand the problems associated with both functions and be flexible enough to take action in the appropriate area.

f.	The reason for implementing the program through the field division is field training must be valid in its content.  This means the training given must be “job related.”  In this case, the  tasks being evaluated are those that a TIGTA special agent would perform.  Having trainees perform the functions of law enforcement agents while in a supervised training program strengthens the validity of the program.

[bookmark: _Toc352154771]1-2.1.  Special Agent in Charge, Operations Division, Administrative Responsibility over the OJT

a.	The Special Agent in Charge, Operations Division (SAC/OPS) has responsibility for the OJT administration.

b.	The SAC/OPS will work with the divisions to ensure they have the proper tools to execute the OJT.  The SAC/OPS, in conjunction with the ASAC for Training, will validate that field divisions are executing the OJT as stipulated. 
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a.	The ASAC of Training will provide technical direction, guidance, and support to field division management and OJIs as necessary.

b.	The ASAC of Training will ensure OJIs are OJT certified.  Training programs for OJIs will be provided on an as needed basis.

c.	The ASAC of Training will maintain a list of certified OJIs.

d.	The ASAC of Training will consult with the divisions to provide direction and training assistance during the execution of the OJT.  The TIGTA Training Academy will provide assistance with remedial training, as required.

e.	The ASAC for Training will retain trainee records in the TIGTA Training Academy SharePoint site and in accordance with the established Privacy Act system of records notice.  They may be accessed internally on a need to know basis.
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a.	The SAC will select special agents as OJIs based on outstanding professionalism, work ethic and accomplishments.  The SAC will choose competent senior special agents who are ready, willing and able to train and evaluate the trainees assigned to them. 

b.	The SAC will ensure OJIs have adequate time to perform the day-to-day functions of demonstrating skills, assigning tasks, conducting evaluations, mentoring, and completing documentation. 

c.	The SAC must ensure all trainees have an equal opportunity to fulfill the OJT within the division.  To ensure appropriate exposure to criminal investigations, the SAC will ensure trainees are assigned to assist special agents with criminal cases during OJT. 

d.	SACs must ensure that all subordinate offices under the field division implement the OJT in accordance with prescribed protocol if they are assigned trainee(s).

e.	The SAC will ensure adherence to the standards and requirements of the OJT.

f.	The SAC ensures the trainee is assigned an OJI.

g.	The SAC will provide the OJI the support of the supervisory chain of command and ensure the supervisory staff takes part in the program.

h.	The SAC will ensure that necessary documentation and administrative support is available to the OJI to execute the program.  This includes providing OJIs access to the trainee’s FLETC/TIGTA SABT training record and biography for use during Phase III training.

i.	Upon completion of the OJT, SACs will submit an email to the ASAC of Training indicating whether the trainee successfully or unsuccessfully completed the OJT.  
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a. The ASAC will be the primary field division agent responsible for the OJT.  

b. The ASAC will issue the trainee the TIGTA Form 430A performance standards.  Trainee performance ratings are based upon input provided by the OJI via the Performance Tasks during the OJT.

c. It is imperative that the ASAC conduct case reviews with the trainee.  OJIs should be present during trainee case reviews to ensure an accurate reflection of case activity.  This also ensures continuity of guidance and direction given to the trainee.

d. Supervisors must be aware of the additional duties and time commitments the OJI has while participating in the OJT and adjust other duties and commitments as appropriate.

e. Supervisory understanding of commitment to and support of the program is paramount in the success or failure of the OJT in each division.  ASACs should know all aspects of the OJT.   

f. The ASACs will review and sign all required documentation via the TIGTA Training Academy SharePoint site.

g. The ASAC will evaluate OJIs and the field division OJT.

h. All management personnel will handle information related to the training and performance of trainees in a professional and confidential manner.

i. If a trainee cannot successfully complete the OJT, the OJI, SAC and ASAC will determine whether an extension of Phase III of the OJT will be provided.  OJIs and trainees must have sufficient time to conduct remedial training as deemed necessary.  If the trainee cannot successfully complete the OJT, the ASAC will determine whether the trainee can perform the duties of the position at a successful level per the TIGTA Form 430A performance standards.  If the ASAC determines that the trainee is failing in one or more critical elements, he/she should consult with the Office of Chief Counsel to determine the appropriate administrative/personnel action.  If a trainee successfully completes the OJT, but demonstrates he or she is not able to perform the duties of the position at a successful level, the ASAC should consult with the Office of Chief Counsel to determine the appropriate administrative/personnel action.  

j. If the trainee was unable to successfully complete the OJT, the ASAC should coordinate with the ASAC of Training to obtain appropriate documentation. 
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a.	OJIs will implement the OJT in accordance with the requirements of TIGTA OJT Program, the SAC, and the ASAC.  The OJI will administer the day-to-day functions of the OJT.  The OJI ensures that casework and other on-the-job training activities are commensurate with the trainee's training and ability.

b.	The OJI will clearly communicate to the trainee the requirements of the OJT, the OJI’s expectations, methods of evaluation, responsibilities of the trainee and what is required to successfully complete the program.

c.	The OJI will mentor the new agent throughout the OJT.  The OJI will inform the trainee about his or her progress and encourage strong performance.  The OJI will conduct mentoring sessions on a continuing basis.  OJIs will discuss training plans, the trainee’s progress and career development.

d.	The OJI will instruct the trainee in TIGTA policy, practices, and investigative procedures.

e.	On a daily basis, the OJI will evaluate the performance of the trainee based on a fair and objective review of the progress of each new agent.  The OJI must ensure that he or she has opportunities to observe the trainee perform the mandated skills.  The OJI will complete the designated documentation regarding the progress of the trainee via the TIGTA Training Academy SharePoint site weekly.

f.	The OJI will discuss the trainee’s progress with the supervisor.  In conjunction with the supervisory chain of command, the OJI will provide remedial training as needed.

g.	OJIs will participate in the trainee’s case reviews with supervisory personnel to ensure continuity in their approach and instructions regarding the OJT.

h.	The OJIs should set a good example for the trainee by following TIGTA policy and standard procedures.  Setting a good example is critical when mentoring.

i.	When appropriate, the OJI may provide input to the ASAC regarding extension of the OJT for remediation or separation of a trainee.

j.	OJIs will handle information related to the training and performance of trainees in a professional and confidential manner.
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a.	The trainee has the responsibility to successfully complete all formal training.

b.	The trainee should enter the OJT with a professional attitude and assume responsibility for successful completion of the OJT.  The trainee must review and understand the requirements outlined in this document for successful completion of the program and take the initiative to seek out opportunities for success.

c.	The trainee will follow the instructions of his or her OJI and supervisory chain of command.

d.	It is imperative that the trainee clearly communicate issues or problems to the OJI and, if required, to the supervisory chain of command.

e.	The trainee will strive to correctly and competently apply the knowledge gained in formal training to on-the-job situations.

f.	The goal of the OJT is for the trainee to develop into an independent agent as early as possible.

g.	The trainee will evaluate his or her own progress in the OJT and the OJI will address correcting deficiencies.  The trainee will be required to review his or her performance reflected in the Trainee Performance Report and sign the required documentation via the TIGTA Training Academy SharePoint site.

h.	Throughout the OJT, the trainee should demonstrate integrity, motivation, a willingness to learn, a good work ethic, initiative and strong interpersonal skills. 
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a. Selecting the right OJI is essential.  Of the three most important components of the program (selecting, training and supervising the OJI), selection is the most important.  Attention should be given to finding candidates exhibiting outstanding professionalism, work ethic and accomplishments to serve in this critical role.  An OJI should be an agent who seeks to, and is motivated to, train new agents.  Supervisors, or those with supervisory responsibilities, should not be assigned as OJIs.  A trainee should receive ongoing guidance throughout the workday.  A supervisor already tasked with administrative duties and responsibilities to other members of the team is unlikely to be able to provide the required quantity and quality of direction.  

b. The selection of the OJI is equal in importance to the Performance Tasks.  OJIs must have the combined skills of experienced special agents and patient teachers.  It is incumbent upon OI to choose their OJIs carefully.  Many factors are taken into consideration, i.e., experience, temperament, teaching skills and communications skills.  OJIs must be able to assume the role of leader, tempering their “evaluator” image with fairness and empathy for the new employee.  The job is challenging and so is the selection of qualified personnel.

c. OJIs are selected for this position because of outstanding professionalism, work ethic and accomplishments.  The role of the OJI allows employees who excel an opportunity to gain experience in managing personnel.  The OJI positions are natural training grounds for the organization’s future supervisors and managers.  Because of this, OJIs who perform their tasks successfully in the OJT may refer to their OJI duties when applying for the TIGTA Management Development Program.

d. OJI Requirements.  The OJI should display good communication skills, both verbal and written.  The OJI should have demonstrated ability in leadership and supervision.  The OJI should demonstrate the highest standards of integrity, honesty, competency, patience, enthusiasm, professionalism, and ability.  The OJI should maintain a professional personal appearance, follow agency policy and procedures and have a positive attitude towards the OJT and TIGTA.  The OJI should be a role model for developing the future of TIGTA.  All employees selected to serve as an OJI should have 2 years of continuous service with TIGTA.  

e. Upon selection as an OJI, there is a mandatory initial 32 hour OJT training program at FLETC.  OJI candidates should not normally perform the duties of an OJI and receive access to the TIGTA Training Academy SharePoint site until certified via the standard training program.

f. OJIs may be relieved of their responsibilities at the discretion of the SAC.

[bookmark: _Toc352154778]1-2.8.  The Process of On-the-Job Training.  

Many of the Performance Tasks deal with the trainee’s investigative, interviewing, and decision-making skills.  It is essential that the OJI observe the trainee’s actual performance in these areas and provide feedback to him or her.  The OJI should spend enough time in the field with the trainee to make valid and objective observations to supply the feedback necessary for the trainee to develop professionally.  The following are suggested actions prior to accompanying the trainee in the field:

a.	Discuss the OJT with the trainee.  Ensure the trainee understands the phases of the OJT and what constitutes successful completion of the program.

b.	Ensure the trainee knows how to access the OJT program in the TIGTA Intranet and that the trainee reads and understands the process.  This requires the trainee to take ownership of his/her training and initiate opportunities with the OJI for on-the-jobtraining skill or skill demonstration.

c.	Ensure the trainee knows that while the OJI will evaluate his competency related to certain tasks using the Performance Tasks, the ASAC has the responsibility to rate the trainee under the Form 430A performance standards.  

d.	Establish a foundation for the OJI-trainee relationship.

(1)	Open two-way communication.

(2)	Eliminate surprises.

(3)	Put trainee on notice of what is expected.

	(4)	Ensure trainee understands each other’s responsibilities in the OJT. Refer the trainee to the appropriate manual or written guideline as a first step of the investigation.  The trainee must be aware of the elements of a crime and TIGTA policy on executing an investigation or operational activity.

e.	Have the trainee develop a strategy and a written investigative plan for how he or she is going to conduct the investigation.  Spend time discussing this plan with the trainee.

f.	Review with the trainee OJI expectations and develop the procedure appropriate for each action.  Just because the topic was covered during basic training, do not assume the trainee is experienced with the task.  For example, if interviewing a hostile witness, OJI’s may want to role-play or discuss it and review interview and interrogation procedures.

g.	Tell the trainee the ground rules prior to an investigation.  Explain your role and under what circumstances you may intervene and assume the task.  For example, if an interview is proceeding and the witness admits something incriminating that the trainee misses, the OJI may take over the interview to advise the witness (now suspect) of their rights.  Prior to the interview, strategize on how the trainee can enlist the OJI’s assistance during the interview (i.e., the trainee asks the OJI if they have any questions for the suspect/witness/victim).

h.	When approaching a new task or activity, the OJI should:

(1)	Demonstrate the required skill(s).

(2)	Assist the trainee without being intrusive unless the error affects the investigation.  As stated above, methods for accomplishing this should be covered in the ground rules.

(3)	Before leaving, ensure the trainee has obtained all the information necessary to prove or disprove the allegations, write a report or follow other leads.  Execute pre-determined strategy, if necessary, for the OJI to assist trainee.

i.	At the conclusion of the activity, discuss your observations with the trainee in private and make recommendations for improvement.  One of the best techniques for pointing out areas of improvement is to allow the trainee an opportunity to self-evaluate and discuss areas in which he or she thought they could improve.

j.	Emphasize the trainee’s strong points and what he or she did correctly.  Provide appropriate recognition for a job well done.  However, ensure the trainee understands if he or she did not meet the established standard of performance and what is required to do so in the future.

k.	The trainee should never be assigned to tasks beyond the OJI’s control.  Initially, the trainee is mentored closely and is told how and when to perform a task.  As the trainee progresses and begins to demonstrate competency in the various aspects of the job, independence is gained.  While trainees are allowed to do more of the job on their own, the OJI is still in control.  OJIs must weigh the consequences of what might happen if they allow the trainee to act independently and, if there is risk involved, the OJI must set certain parameters to reduce the risk.  While the ultimate goal of the OJI experience is to have trainees graduate to a solo assignment, the OJI must exercise caution as they move toward that goal.  It is unwise to allow a new employee to handle a dangerous situation alone without any previous training and experience.  The situation can get out of control, and a trainee may make a critical mistake.  The question that would naturally follow is whether the OJI was justified in allowing the trainee to participate in the situation.  If the OJI can demonstrate that the performance that led to the trainee’s critical mistake truly could not have been reasonably anticipated, based on performance in similar and related events, the OJI will likely be able to justify the trainee’s participation.  The OJT ensures that OJIs work directly with trainees to ensure the mission is executed properly, assess the trainee, and mitigate dangerous situations.


[bookmark: _Toc352154779]1-2.9.  Performance Tasks

a.	The Performance Tasks describe tasks special agents are routinely required to perform and provides standards by which the new agent is evaluated for the OJT.  Because law enforcement, like so many other professions, has within it a wide variety of techniques and procedures, it becomes extremely important to standardize performance evaluations.  Performance without standardization is not possible.  Note the language in the Performance Tasks is not all-inclusive of everything that would represent unacceptable, acceptable, or superior competency in the tasks.  The descriptors are designed to serve as “examples” to direct the OJI’s thinking in a certain direction.  It is of paramount importance the OJI use the Performance Tasks in the performance process.  The Performance Tasks are provided as Appendix A.

b.	The Performance Tasks provide an opportunity for the OJI and trainee to plan, record, and evaluate performance.  It identifies tasks in which the trainee must demonstrate his/her competency.  By the end of the OJT, the trainee should consistently perform these critical tasks at the acceptable level of competence.  If a trainee does not demonstrate improvement towards the acceptable level of competence, the OJI should determine whether the trainee has not learned the skill or whether the trainee is just not applying the skill.  OJIs, in coordination with management, will then task the trainee with remedial training until he or she  is able to demonstrate an acceptable level of competence.

c.	Rating the Performance.  All trainees will be evaluated in a number of categories.  These categories are intended to cover the wide range of law enforcement responsibilities, which accordingly are related to the elements of the performance appraisal.  The Performance Tasks provide a definition of Unacceptable, Acceptable, and Superior levels of competency that must be applied to all trainees, regardless of their experience level, time in the OJT, or other factors.  A trainee who demonstrates an Acceptable level of competence in the Performance Tasks that correspond to particular Form 430a critical elements will likely be at a successful level of performance for those critical elements.  That determination, however, is ultimately made by the ASAC.  As a corollary, special agents who are rated successful or better on their 430a critical elements should be able to demonstrate an acceptable or better level of competence on the corresponding Performance Tasks. 

d.	TIGTA utilizes the 7 point scale recommended by the San Jose Model: (1) Unacceptable, (4) Acceptable and (7) Superior.  The OJI’s role is to evaluate the trainee’s competency and choose the appropriate description number as provided for in the relevant Performance Tasks.  

e.	In evaluating the trainee, the OJI must ensure he or she does not commit the “Common Performance Errors.”  The Common Performance Errors are provided as follows:

(1)	The error of leniency occurs when the rater assigns scores beyond what the trainee deserves.  In an OJI program, this often occurs because the OJI introduces the variable of “experience” or the amount of time the trainee has spent in the program.  In other words, the OJI recognizes the performance as less than acceptable, but considers it acceptable given the level of the trainee’s experience.  The same performance observed several weeks later may result in an unacceptable score.  If the performance does not change, the score should remain the same regardless of how long the employee has been in the program.  Standards should not fluctuate.

(2)	The error of personal bias (also called “halo” or “horns” effect) occurs when the rater allows personal feelings about the trainee to affect the ratings.  Particular likes or dislikes limit performance objectivity.  The OJT should rate whether or not an individual can do the job as described.

(3)	The error of central tendency occurs when the rater routinely bunches scores toward the center of the rating scale.  This error is often present in OJI programs when agencies require written comments for scores of ‘1’, ‘2’, ‘6’, and ‘7’.  Some OJIs, not wanting to take the time to document, routinely assign scores of ‘3’, ‘4’, or ‘5’, to avoid the mandatory reporting rule.  Central tendency errors also occur when the rater does not pay close attention to performance and, to be on the safe side, or to avoid controversy, rates in the middle of the scale.  

(4)	The error of related traits occurs when the rater gives the same rating to traits that he or she considers related in some way.  The value of rating each trait separately is lost and the overall rating loses specificity.  This is seen most often when OJIs are not familiar with the Performance Tasks and with the language therein.

(5)	Event bias occurs when one or two traits (or a particular performance) dominate the evaluation.  The rater may evaluate all remaining traits based on the dominant trait or performance.  An outstanding bit of work or a severe mistake, not treated as an individual occurrence, may unduly affect the performance in unrelated categories.

(6)	Too often OJIs express the belief that a trainee cannot receive a rating of “7.”  An OJI’s rating of a trainee should be based on observed performance and not on the premise that a trainee will not be able to perform at the superior level.  Though difficult for a trainee to perform at a superior level on the Performance Tasks, certain trainees may be able to attain this level of competence.  

(7)	“Not enough improvement” to get a higher score is a judgment that an OJI may make when the trainee’s performance is slightly better than that described as 1-or 4-level performance in the Performance Tasks.  Any time performance exceeds the guideline definitions of 1 or 4, the improvement must be graphically displayed.  In other words, it must be “visible to the eye” via a score greater than a ‘1’ or ‘4’.

(8)	The “room to grow” theory has been around for a long time.  The evaluator, wanting to motivate the trainee to work harder assigns a score less than the employee deserves.  As human beings we know when we have done well and not so well.  When someone fails to get the recognition they deserve, they experience a loss, rather than a gain, in terms of motivation.

(9)	Finally, an OJI should try to be aware of his or her biases that may influence the objective performance of a trainee.  A trainee’s relationship to another member of the agency; the presence or absence of educational achievement; physical appearance; and age, gender, race or sexual orientation are examples of bias that can dilute an OJI’s objectivity.  Some of these biases are, in fact, violations of law, and may subject the OJI and agency to liability.  Result or performance-related evaluations tend to be more objective and center on what the individual does rather than who the individual is.  In performance reviews, an OJI should discuss a trainee’s competencies, not his or her personality, unless the trainee’s personality is having an adverse impact on performing his/her duties.  In this way, a trainee’s defensiveness will diminish, and the rater will be able to avoid these common performance errors.	

[bookmark: _Toc352154780]1-2.10.  Trainee Performance Report

a. On-the-Job Instructors will use the Trainee Performance Report, as found on the TIGTA Training Academy SharePoint site, to document progress during the OJT.  The goal of the OJT performance software system is to reduce the burden involved in documenting and maintaining information.  The OJI completes the Trainee Performance Report each pay period.  This report is a permanent record of the trainee’s progress as well as problem areas and remedial efforts to resolve them.  The Trainee Performance Report is normally completed and discussed with the trainee just before the end of each pay period.

b. The training performance report will be executed via the designated OJT performance system.  The TIGTA Training Academy SharePoint site will automatically number and date the Trainee Performance Report. A Trainee Performance Report will be completed for each pay period of the 36-week field training performance period.  A minimum of 18 rated training performance reports with observable performance will be executed to complete the OJT.  During pay periods, a Trainee Performance Report should be executed with mandatory comments and a numerical rating given.  

c. A numerical rating shall be recorded in each observed performance category.  Ratings ‘1’, ‘4’, ‘7’ are defined by the Performance Tasks.  The OJI will select the description number that “fits” the performance they are evaluating.  Ratings ‘2’, ‘3’, ‘5’, and ‘6’ are included to allow the OJI to indicate performance that does not exactly fit a definition provided by the Performance Tasks, but is more like one of the definitions than the other.  A trainee’s performance may be better than the descriptor for a 1, but worse than that called for to receive a ‘4’.  The choice of a score of ‘2’ or ‘3’ (both unacceptable ratings) is then up to the OJI.  Performance that is only slightly better than a 1 should receive a ‘2’.  Performance that falls just short of a ‘4’ and is still unacceptable would receive a ‘3’.  

d. While an OJI has much latitude in application of the various “degrees” of performance, it must be remembered that any rating less than a ‘4’ means improvement is needed by a trainee in that particular category.  The TIGTA Training Academy SharePoint site will prompt the OJI to input comments for all ratings.  The comments shall be input in the comment box for the category regardless of the rating number.  A ‘4’ or above means the trainee’s performance is “acceptable” to “superior” by Performance Tasks.  It is critical to document details of unacceptable performance so the trainee clearly understands his or her performance deficiencies and, if the trainee’s performance is ultimately deemed unacceptable, his or her failure to perform has been properly documented.  If each evaluator uses the same measuring device, the Performance Tasks, the same rating should result.

e. Inconsistency results when the rater assigns an acceptable score, but documents unacceptable performance in the narrative portion.

f. Any additional training performed on a particular day shall be recorded in the training time box for each category on the training performance report.  The time in minutes shall be noted.  Remedial efforts and formal remedial plans should be explained in the narrative located on the InfoPath Form. 

	If the trainee is not responding to training, the words “The trainee did not respond to training” will appear in the Trainee Performance Report.  A numerical rating shall be given as well as a mark of not responding to training for that particular category.  A “not responding to training” is given when a trainee, after having been instructed in a task enough times that improvement or accomplishment is expected, fails to improve or “fails to respond to training.”  This notation on a Trainee Performance Report is a red flag that serves to give the trainee notice that, unless improvement is forthcoming, a final result may be a rating indicating an unacceptable level of competency.

	The OJI will complete the Trainee Performance Report each pay period and discuss it with his or her trainee.  The OJI electronically signs the training performance report via the TIGTA Training Academy SharePoint site once he or she has reviewed it with the trainee.  The trainee is required to sign the evaluation as well.  A signature here means that this performance has been discussed with the trainee, and not necessarily that the trainee agrees with the ratings and comments therein.  If the trainee disagrees with the Trainee Performance Report, the trainee shall sign it, choosing the “Disagree” option.  The ASAC shall schedule a meeting within the next 5 working days to discuss the issue.  A written summary of the meeting shall be completed, signed by the ASAC and trainee, and incorporated into the trainee’s OJT documentation.

	When writing the narrative portion of the Trainee Performance Report, it is important to remember the four “Goals” of documentation.  To meet these goals, the documentation should be:  clear, concise, complete, and correct.  The following suggestions will aid the writer in accomplishing these goals:

(1)	Provide a description of the situation or conditions that are present when the trainee performs.  This will allow the reader to more fully understand what happened.  Example:  The trainee, using excellent communication skills, was able to calm a victim of sexual assault and using good psychological techniques, made her feel safe enough to provide details of the incident.  This resulted in the location and apprehension of the subject for questioning and a subsequent medical examination for evidence collection.

(2)	Use verbatim quotes:  It is sometimes more useful to report what was said rather than attempt to describe the effect of the words.  Example:  The trainee, when conducting a search of a suspect’s locker, found $1535 in an envelope and remarked, “Where does a low life like you get this much money?” in front of the suspect.  This angered the suspect and resulted in his withdrawing permission to search his locker.

(3)	Report the facts, avoid conclusions.  Let the facts speak for themselves.  Do not form conclusions unless they are clear from the facts.  Example:  The trainee lacks motivation or confidence.  Instead consider, "Despite training in PARIS entries, the trainee had to be told to make these entries on five separate occasions."

(4)	If reports are drafted in an understandable manner for the trainee, then the reports should be understandable for any third parties who may read them. 

(5)	Watch your grammar and spelling, and avoid slang, jargon and swearing.  Your credibility and professionalism matters; it is essential to be a good role model.

(6)	Speak to performance, not personality.  Criticize the act, not the person.  Criticizing the person could result in defensiveness.  The “Impersonal” style of documentation relieves some of the stress.  Example:  Rather than write, “You did a poor job of interviewing the witness” try, “Agent Jones did not use any rapport building techniques and was unable to gain the cooperation of the witness…”

(7)	The use of a “list” approach, when appropriate, will sometimes save time and space.  Example:  The trainee, when asked, failed to accurately identify the following TIGTA investigative mission areas: employee integrity, external attempts to corrupt tax administration, and employee and infrastructure security.  

(8)	What has been tried, how did it work, what will the OJI try next?  Got a plan, an idea?  Document it and the results.

(9)	Use quantification whenever possible.  Quantification or the documentation of a standard that is familiar to every reader adds clarity to the documentation.  Example:  It took Agent Smith five times to successfully execute a ROI on a bribery investigation.

(10)	Do not predict.  Avoid statements such as, “I am sure that Special Agent Jones will, with a little more effort, be able to master writing ROIs in a timely manner.”  “Special Agent Smith will no doubt improve as the weeks go by.”  Rather, the OJI should write what the performance should produce, e.g., “When Special Agent Smith can correctly complete a memorandum of interview of this nature within the allotted time frames, he will be performing at an acceptable level.”  Predictions set up false and inaccurate expectations and goals.

g. Any special agent selected as an OJI will be experienced in writing narratives.  Write as though one is telling a story to a close friend or co-worker who was not present when the performance was observed.  When in doubt, re-read what was written and then ask if the text conveys what really happened.  Another excellent approach is to have another OJI read the narrative.  If he or she has any questions, the documentation may need some additional work. 

h. All performance information documented in the TIGTA Training Academy SharePoint site will be archived and retained in accordance with applicable records retention policies.

i. The trainee, OJI, and ASAC should review the training performance reports to ensure they are complete, accurate and signed in a timely manner.  Execution of the Trainee Performance Report(s) alone does not satisfy the requirement to complete the mandated Agency performance review process.  Instead, management should use the training performance report(s) when completing both the mid-year rating and rating of record.

j. The trainee’s skills should continue to progress throughout the OJT.  To successfully complete the OJT, the trainee must perform at an acceptable level in all Performance Tasks categories.  
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a. Training is a continuous process of:  demonstrating a skill, having the trainee perform the skill correctly, practicing, evaluating, and correcting as required.  There is no specified time for ongoing training.  The OJI should view his or her function as that of coach or mentor.  In most cases, when the OJI sees an error, he or she should point it out, suggest a corrective action, and monitor the trainee.  Most training efforts take place in an ongoing way as the trainee and OJI interact.  Continued corrections in a specific area may warrant the intervention of a supervisor, a reading assignment (TIGTA Operations Manual), another demonstration or other training method.  If the trainee does not respond to training, formal remedial training should take place.  OJIs, in coordination with division management, should determine the cause and take appropriate action.    

b. Remediation is defined as “the correction or review of previously taught information or procedures.”  Previously taught does not include any training the employee received in a classroom setting.  The first time that a subject or task is discussed or demonstrated by the OJI should count as the first training experience for the purpose of remediation.

c. Identify the performance that requires remediation.  Simply put, anything that is identified as a performance deficiency, wherein the trainee is not responding to training, requires remediation.  Unfortunately, some performance deficiencies have, as their root cause, reasons that cannot be corrected by the OJI.  Examples include:  immaturity, lack of a positive self-image, lack of common sense, stress, and fear.  These are attitudinal-based and are occasionally so deeply ingrained in the trainee’s performance package they cannot be overcome.  However, it is wrong to automatically assume that a failure to perform well is linked to any of these reasons.  It is more likely that inexperience, poor training or insufficient practice has led to the problem.  The OJI’s role is to help a trainee overcome the difficulty and to give him or her plenty of opportunities to learn and improve. 

d. Training may be in the form of a simple comment, for example, “This word is misspelled” or “Have the suspect identify any valuables in his room before searching it.”  These types of training efforts or comments usually are offered when the mistake is observed by the OJI.  Other training efforts may take place at a time and/or location away from the actual event.  The important thing to remember is that (1) an error must be corrected, and (2) that correction should come as soon as practical following the performance.  

e. The steps to remediation are:

(1)	Be as specific as possible, identify and describe the deficiency.  Ask the trainee what he or she would do the next time he or she faces the situation or task.  This may involve the OJI demonstrating what the trainee did.

(2)	Reflect on, and attempt to determine, what has been tried and found effective with similar performance problems and/or with other trainees.

(3)	Develop a remediation plan, which should clearly identify what the trainee is expected to accomplish, under what conditions, within what timeframes, and using what resources.

(4)	Implement the plan and evaluate its success.  If the trainee does not reach the desired level of performance, return to step one.

	Remediation can take place at any time during the OJT.  If training is conducted, the total time spent should be recorded.  Take credit for your efforts.  If during the course of the day, training took place and was successful, ensure you complete the column on your Trainee Performance Report that calls for a report of the time spent on training.  If the trainee does not respond to training and remediation is provided, it should be documented on the TIGTA Training Academy SharePoint site to ensure an appropriate accounting of all remediation is maintained.  If, at the end of 36 weeks, the trainee has not successfully demonstrated the Performance Tasks, but the field division believes this trainee can be successfully retained with further on-the-job-training, a remediation period of no more than 28 working days of the OJT will be granted.  During the remediation period, intensive efforts must be made to address the issues leading to remediation.  Extensions for remediation will be given in 14 day increments.  Efforts to remediate must be documented in the TIGTA Training Academy SharePoint site. 

f. If a trainee is having sustained or repeated difficulty with accomplishing the Performance Tasks that cannot be overcome by remedial training, the OJI should discuss the trainee’s performance with the ASAC.  If the ASAC then determines that the trainee is not performing at a successful level under the Form 430SA performance standards, the ASAC should contact the Office of Chief Counsel for guidance on the appropriate action, if any, to take.

g. Training extensions will be no longer than 30% of the OJT.  Remediation opportunities must be standard throughout the organization for the program to be valid and reliable.

[bookmark: _Toc352154782]1-2.12.  Separation 

a. Even with a strong OJT program, it is possible that not everyone will successfully complete the OJT.  The program is designed to train the new employee to perform successfully with appropriate guidance and input for the employee’s grade level.  Trainees, unfortunately, do not always reach this level of competency.  Some realize the expectations they had when they began the program were unrealistic or unreachable.  Others can perform many, but not all, of the multiple tasks required.  Some individuals may be unable to deal with the stress of the job.  

An employee’s probationary status determines if separation or a Performance Improvement Plan (PIP) is the appropriate personnel action.  The retention of a trainee unable to perform the duties of the position at a successful level does not benefit TIGTA or the trainee and could damage TIGTA’s image, as well as employee morale and effectiveness.  

b. Some trainees resign and are not separated by the agency.  Resignation may be the result of daily feedback that keeps trainees informed of performance deficiencies and the efforts that have been made to help them succeed.  

c. [bookmark: _Toc292799928]When an ASAC considers separation for unacceptable performance, he/she needs to determine whether a trainee is failing one of the critical elements under the Form 430A performance standards.  If so, the ASAC should contact the Office of Chief Counsel for guidance on taking the appropriate personnel action. 
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1-2.13.  OJT Program Records

a.	All records relating to the OJT program will be retained by the field division ASAC.  These files shall be securely maintained and the information contained therein treated as sensitive personnel information.  All documentation regarding a trainee’s performance during the OJT will be completed via InfoPath Form on the TIGTA Training Academy SharePoint site.  OJT records shall be maintained and archived via the TIGTA Training Academy SharePoint site.

b.	The confidentiality of training records must be protected.  The credibility of the program and its staff depends, in part, on how information is treated and to whom it is given.  The following personnel may access OJT files:

(1)	Deputy Inspector General for Investigations, Assistant IG for Investigations, Deputy Assistant IG for Investigations and designated staff (read, review of all trainees - current and past).

(2)	ASAC, TIGTA Training Academy and designated staff (read, review of all trainees, current and past).

(3)	SAC of the trainee’s field division (read, review, signature of trainees assigned to his or her Field division).

(4)	ASAC of the trainee’s field division (read, review, signature of trainees assigned to his or her Field division).

(5)	OJI of the trainee (read, review, signature of trainees assigned to his or her office).

(6)	Trainee (read, review, signature of own records only).

c.	In addition to the above personnel, other TIGTA employees with a need to know in the performance of their official duties may access OJT records.

d.	Supervisors will use the current TIGTA performance management program to evaluate the trainee’s performance.  OJT records should provide supervisors with input in order to accurately rate trainees under TIGTA’s performance management program.  The Trainee Performance Report and summaries may be used as a basis for the performance review, but the official performance evaluation is the midyear rating and rating of record.  

e.	The TIGTA Training Academy SharePoint site will be utilized to complete and maintain OJT records.  The benefits of utilizing this site are:

(1)	OJIs should save time preparing the Trainee Performance Reports.

(2)	Trainee Performance Report activity can be tracked.

(3)	Each category of the Trainee Performance Report can be tracked with trending analysis possible on a category by category basis for comparison by training session, OJIs, field divisions, etc.

(4)	OJIs save time in reviewing field training reports and accessing data.

(5)	Training records are more complete and updated, as compared with manual programs.

(6)	Provides checks and balances system for the OJT.

(7)	Provides a venue to assess weaknesses in the hiring and/or training programs.

(8)	Provides a central repository and archives OJT records.
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