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Section A.  Purpose and Scope

This INSTRUCTION sets forth the policies related to performance evaluations of
officers of the Commissioned Corps of the Public Health Service (PHS), and the
use of Form PHS-838, "Commissioned Officers' Effectiveness Report," (COER).

Section B.  Authority

The authority to administer the PHS Commissioned Corps is prescribed in 42 U.S.C.
2l6.  Information concerning redelegation of this authority is set forth in Part
3 of this manual.
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Section C.  Purpose and Use of the COER

1. Form PHS-838 is used as a major source of information concerning each
officer's Service performance and work record.  It provides a continuing,
documented record of an officer's assignments, duties, and proficiencies.
It is the uniform appraisal form for documenting the performance of
individuals in the PHS Commissioned Corps "rank-in-officer" system.

2. The COER is extensively used in the evaluation of officers for various
personnel actions.  All boards--including promotion, assimilation,
retirement, three-year file review, and involuntary retirement and
separation -- must rely on the report when evaluating officers.  When
important career decisions concerning assignments, training, or utilization
are made about an officer, the effectiveness reports should be reviewed.

3. The COER is also basic to fulfilling an important supervisory
responsibility, that of the discussion of an officer's performance with
him/her.  Such discussions provide officers with an opportunity to assess
their strong and weak points, and overcome perceived performance and/or
attitudinal deficiencies, in order to increase their value to the Service.
The Division of Commissioned Personnel (DCP), Office of the Surgeon General
(OSG), will follow up immediately on officers who have low COER ratings.  It
is PHS policy that an officer's evaluation must be discussed with him/her in
a formal manner at least once annually, and more frequently, if appropriate.
In all instances, the officer's immediate supervisor must discuss the
evaluation with the officer.  If the reviewing official enters remarks or
statements on the officer's COER, he/she must discuss the evaluation with
the officer if the officer requests a discussion.  This should be
accomplished as part of the processing of the COER or an explanation
appended as to why this is not appropriate.

4. Moreover, the COER is utilized by DCP as an adjunct in processing both
positive and adverse actions that are initiated by program officials.
Therefore, it is imperative both to the officer and to the Service that
reports be candid and objective.  Since COERs are often the basis for
personnel actions involving assignment, promotion, and retention, raters are
reminded that it is expected that problems and/or difficulties shall be
documented.  Raters who consistently rate high, probably indicative of
over-rating, in effect discount the value of their ratings, since ratings
should be given objectively across the spectrum of the rating scale.

Section D.  Definitions

For purposes of this INSTRUCTION, the following definitions shall apply:

1. Supervisor (Rating Official).  The immediate supervisor is the first-line
supervisor of one or more officers.  Supervisory functions include a range
of duties and responsibilities for planning, organizing, and reviewing work;
administering personnel matters; and dealing effectively with employees
about employee/management concerns.
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2. Manager.  An official who (l) directs the work of an organization; (2) is
held accountable for the success of specific line or staff programs; (3)
monitors the progress of the organization toward achievement of goals; (4)
periodically evaluates and makes appropriate adjustments; and (5) makes
substantial policy decisions.

3. Reviewing Official.  In most cases, the reviewing official is the immediate
supervisor of the officer's supervisor.  There may be exceptions in the case
of officers detailed to non-PHS organizations.  See Section H of this
INSTRUCTION.

Section E.  Responsibilities and Procedures

It is the duty and responsibility of supervisors and reviewing officials to
promptly complete and forward a COER when due.  Failure to submit a properly
completed COER is disadvantageous to the officer being evaluated and may result
in insufficient evidence for consideration for promotion or reassignment.

l. Officer

a. The officer on active duty will complete Section I of the COER and
deliver it to his/her immediate supervisor in accordance with the
Manual Circular in effect at the time the COER is completed.  Only the
original of the form is furnished.

b. Annual COERs are required irrespective of the fact that a COER was
recently submitted for some other purpose.  The date the report was
completed must appear on the form.

c. The officer being rated shall be given the opportunity to sign and date
the block provided in Section V, Item l, following the supervisor's
discussion.  The signature is an acknowledgement of the discussion with
the supervisor, receipt of a copy, and concurrence or disagreement with
the rating.  If the officer indicates disagreement, he/she may provide
a rebuttal in the space provided in Section V of the COER form, attach
comments to the COER form, or comment directly in writing to the
Director, DCP.  If a written rebuttal to his/her rating is made by the
officer, that rebuttal will be placed in the officer's official
personnel file (OPF) and will be appended to all copies of the COER.

Section V, Item 1 shall also be used to comment on or rebut remarks or
statements entered on the COER by the reviewing official.  The officer
may provide rebuttal in the space provided, attach comments to the COER
form, or comment directly in writing to the Director, DCP.  If a
written rebuttal to the reviewer's comments or statements is made by
the officer, that rebuttal will be appended to all copies of the COER.
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2. Supervisor (Rating Official)

a. The first responsibility of the supervisor is to ensure that each
officer under his/her supervision delivers the COER to him/her timely
with Section I completed.

b. The supervisor will complete Sections II through IV of the COER in
accordance with the instructions in the Manual Circular in effect at
the time the form is completed.  Discussions with the officer being
rated should, when feasible, follow the supervisor's receipt of an
informal concurrence in the evaluation from the reviewing official.
The supervisor must provide the officer with a reproduced copy of the
completed COER after he/she has completed the interview with the
officer.

3. Reviewing Official

a. The first responsibility of reviewing officials is to ensure that all
supervisors under their jurisdictions deliver to them timely, completed
COERs on all officers under their jurisdictions.

b. Reviewing officials shall not make any changes in the letter
designations made by the rating officer.  Comments should be made in
the spaces provided for comments in Section V, Item 2.  Additional
sheets may be attached to the COER form if more space is needed.
Comments made by the reviewing official must be legibly signed and
dated, and a copy of any comments must be provided to the rated
officer.  The reviewing official must discuss his/her comments with the
rated officer if the officer indicates disagreement and requests a
meeting to discuss the comments.

c. Reviewing officials should verify that all A and E ratings have
narrative comments.  If comments are missing, the COER must be returned
to the supervisor for completion.

d. If the reviewing official (or program policy) indicates that further
program line or staff review of the COER is warranted, a copy should be
made for this purpose and the original submitted directly to DCP
without delay (See 3.f., below)  The reviewed copy, clearly marked
"COPY" must be sent to DCP for inclusion in the officer's OPF if it
includes significant additional comments.

e. Comments made at all review levels must be legibly signed and dated,
and a copy of any comments must be provided to the rated officer by the
reviewing official in a meeting with him/her to discuss the comments
entered on the COER at additional review levels.  If this is not
practicable, the comments will be given to the rated officer by his/her
immediate supervisor who will discuss them with the rated officer.
Review copies must be handled confidentially in compliance with 3.g.,
below.
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f. Reviewing officials will complete Section V, Item 2 of all COER forms
submitted to them and mail the signed original only, no later than the
date specified in the current Manual Circular directly to:

Division of Commissioned Personnel, OSG
Attn:  OSB - ADMINISTRATIVE-CONFIDENTIAL
Room 4-35 Parklawn Building
Rockville, MD  20857

g. To comply with the Privacy Act of l974, completed COERs must be handled
and transmitted as confidential information which may be disclosed
within the Department only to individuals who have an official need to
know.  The Department's General Administration Manual, Chapter 45-l3-70
(Paragraphs C and D), specifies the provisions for storage requirements
and the transfer of records.  Disclosures to individuals outside the
Department may be made only in accordance with the routine uses stated
in the system notice, 09-37-0002, "PHS Commissioned Corps Personnel
Records, HHS/OASH/OM," or as otherwise permitted by the Act.  For
information on the Privacy Act, see INSTRUCTION 7, Subchapter CC26.l,
of this manual.

h. Many officers are assigned to positions where a results-oriented
appraisal process has been initiated.  Where such a performance
appraisal process is applicable to a commissioned officer, it should be
used to support the supervisor's decision for several elements on the
COER.  The supporting material should not be submitted with the COER,
but it should be used by supervisors in preparing the narrative section
of the COER to supplement or support the quantitative ratings.

4. Program Officials

a. Program officials are responsible for assuring the punctual return of
completed COERs and making followup inquiries on those which are not
submitted in a timely fashion and/or are incomplete, after notification
by DCP.

b. If authorized and directed by written policy, an agency head may
establish a single review and logging point through which original
COERs are sent to DCP.

Section F.  Description of the Report

l. Section I (filled out by the officer being rated)

This section identifies the officer being rated and enables him/her to
furnish current assignment data.  The officer should be careful to provide
accurate information.  The officer's PHS serial number and Social Security
number must be included in the appropriate spaces in this section.  Both the
officer being rated and the supervisor should check each item in this
section for accuracy.
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2. Section II (filled out by supervisor)

This section identifies the supervisor and indicates the duration of the
period of supervision.  This section also includes the supervisor's
professional field and whether other supervisors contributed to the COER.

3. Section III (filled out by supervisor)

This section consists of l5 five-level rating scales covering abilities,
motivation, interests, and other characteristics considered most pertinent
to the officer's performance in the Service.  To provide supervisors with
standards, five descriptive levels are furnished to evaluate each
characteristic.  The supervisor indicates the level which most nearly
describes the officer on the line to the left of the item number.  The
supervisor should rate each item independently without reference to any
other one.  All A and E ratings require narrative comments.  Letter F is
used if the item is not applicable to the officer being rated.

4. Section IV (filled out by supervisor)

This section furnishes promotion and assimilation recommendations, and
covers effectiveness, utilization, and professional development of the rated
officer.  When deemed necessary, the supervisor can use this section to
discuss additional matters.  In answering the questions, the supervisor is
urged to furnish detailed comments with specific examples of the rated
officer's behavior.  This information will be of great assistance to board
members and others who evaluate the officer.  All A and E ratings require
narrative comments.  Letter F is used if the item is not applicable to the
officer being rated.  Items 9 and l0 are completed only for officers in
supervisory or managerial positions.

5. Section V (Item l filled out by officer being rated and item 2 filled out by
reviewing official)

Item l is to be used by the officer being rated to concur or nonconcur with
the evaluation.  Any specific disagreements or agreements with evaluations
by the supervisor may be stated.  Item 2 is to be used by the reviewing
official to indicate agreements or disagreements with the supervisor's
evaluation.  Item 2 also is to be used by the officer being rated to concur
or nonconur with any comments entered on his/her COER by the reviewing
official.  Any specific disagreements or agreements with any comments by the
reviewing official may be stated.  Also, reviewing officials must assure
that all A and E ratings have narrative comments before signing and
forwarding the COER.

Section G.  Types of COERs

l. Annual

Each year, on or about September l, a Commissioned Corps Personnel Manual
Circular will be issued to all commissioned officers providing them with a
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copy of the Form PHS-838 with instructions to complete Section I and submit
the form to their supervisors not later than September 30.

2. Transfer

a. A copy of the Form PHS-838 will be mailed by DCP to each officer being
transferred under permanent change of station orders along with copies
of the official personnel order.  Immediately upon receipt, the officer
being transferred is required to complete Section I of the form and
deliver the form to his/her immediate supervisor at the old duty
station.

b. Supervisors will complete the form as prescribed in Section E of this
INSTRUCTION.

c. Every effort should be made to complete the rating process including
review and signature by the rated officer prior to the officer's
departure.  If this is not possible, such notation should be made in
Section V, Item l by the supervisor and a copy furnished to the rated
officer.

3. Reassignment of Rating Officer

When the immediate supervisor of one or more commissioned officers is to be
reassigned to another position, either within the duty station or on a
change of duty station, the supervisor will require all officers under
his/her immediate supervision to promptly initiate COERs and submit them to
the supervisor.  In Section I in the block entitled "Type of Report" check
"other" and enter the words "Reassignment of Rating Official."

4. Special Request

Action to obtain special request COERs will be initiated by DCP or the PHS
agency concerned.  The request will be sent to the appropriate rating
official who will complete the COER.  The rating official will route the
form to the appropriate reviewing official and it shall be returned directly
to the requesting office.  Both the rating officer and the reviewing
official will observe the time schedule identified in the request.

a. DCP.  DCP will request that a COER be completed when an officer is
subject to a three-year file review, requests assimilation, or is being
considered for involuntary retirement or other nonroutine action.

b. PHS Agencies.  PHS agency heads or their designees are authorized to
request that a COER be completed in connection with any appropriate
personnel matter.
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Section H.  Officers Detailed to Non-PHS Organizations

l. For those officers who are detailed to State, county, and local health
organizations, other Federal agencies, and international organizations, the
immediate supervisor of the officer in the organization to which the officer
is detailed shall be the rating official.  If the terms of the detail
specify PHS supervision, the head of the PHS program from which the officer
is detailed, or his/her designee, shall function as the reviewing official.

2. If the terms of the detail do not specify PHS supervision, as in the case of
the Environmental Protection Agency and the Health Care Financing
Administration, the rating official shall be the immediate supervisor of the
officer and the reviewing official shall be the immediate supervisor of the
rating official in the agency to which the officer is detailed.

3. An officer detailed to a non-PHS organization is subject to the personnel
policies of the PHS Commissioned Corps regarding his/her COER.










