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U.Ss. Departmen:t of Homeland Security
20 Massachusetts Avenue
Washington D.C. 20529

U.S. Citizenship
and Immigration
Services

November 14, 2008 .
o

Michael Knowles L

President, AFGE Local 1924 o - L’g ft A% \ 4 14
3408 Cypress Drive P ' 1 /j_ &l f o

Falls Church, VA, 22042 i‘j‘ﬂff C! - A g, .
Dear Mr. Knowles: bx.. L M /

In accordance with Article 9A of the INS 2000 Bargaining Agreement, this letter is to formally notify the
Union that management intends to implement the management directive entitled Annual Individual
Development Plan as soon as possible sfter clearances. Attached is the latest draft.

We are prepared to brief the Union of management’s plans for implementing this management directive at 10
AM, Friday, November [4, 2008, in Gragg Beyer’s Office ar 11 Massachusetts Ave, NW, LL. You may direct
any questions regarding this proposed management directive to Gregg Beyer at 202) 272-"1483 or email.

As per the Bargaining Agreement the Union has twenty-two(22) work days to respond to this notice. Please
contact LER Specialist, Ms. Suzanne P, Rowlson, via telephone at (202)272-1347 or email me at
suzanne.rowlson@dhs.gov, if you require additional mformation or wish to request an extension of the
response period.

Sincerely,

P Bowolloan

Suzatine P, Rowlson
Labor and Employee Relations Branch
Human Capital Management QOffice

N PSS A (2 Bl S0 247 gy P, E3
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U.S. Citizen‘sl]ip
¥ and Immigration
7 Services

MANAGEMENT DIRECTI

ANNUAL INDIVIDUAL DEVELOPMENT PLANg

Effective Date:

Management Directive No. 3212

L Purpose

This Management Directive establishes goals, Qe
annual Individual Development Plang are intep
U.S. Citizenship and Immigration Services (US

B instructions for ensuring that
e into the ngfhagement and supervision of
) employee career development,

. Scope

i ve addresses three broad categories of agency training for employees:

R applies to any USCIS government staff who wish to participate in the
IDP progfam, with the following exceptions:

1. Senior Executive Service (SES) and GS-13s.

2. Those employed as “experts and consultants” under 5 U.8.C. § 3109, or other
statutory authorities.

USCIS MD #3212
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3. Non-Career Temporary Appointments (i.e., non-intern summer hires), except as
appropriate within the requirements of the position.

4. Personnel hired under authorities such as the Presidential Management Fellows,
Federal Career Intern Program and other full-time student intern programs. These
personnel are required to develop and maintain IDPs under the guidance of their
respective programs.
IV, Authorities and Supersedence Information

A. The following laws, regulations, orders, policies, directives, and gnidance govern this MD:

1. DHS Management Directive 3181, “Performang@i\fanagement”
2. USCIS Management Directive 403-255, “Bg

tormance Management”

4, 5CFR § 410." Training"
5. 3CFR §412 i

B. This Management Directive supersedes the following orders, gifficies, directives and
guidance:

B is a plan, developed jointly by the employee and
the employee’s supervisOWgM with the written concurrence of the employee’s second-
line supervisor, which ident\E# employee's annnal short- and long-term learning and
developmental goals. This pJ contains mandatory and elective training, education, and
developmental activities to acquire the competencies to meet career goals.! The IDP
serves as a guide to help individuals identify and then work toward career goals within
the context of organizational objectives. More specifically, it is a leamning action plan—
updated annually—that is designed to improve immediate job performance and foster
readiness for longer-term career goals by

1. Maximizing current performance in support of organizational requirements;

2. Increasing interest, challenge, and satisfaction in current position; and/or

1 __— .
DHS Management Directive 3131 — Performance Management: Individual Develnpment Plan defusition.
httpg+/dhsonline.dhs. gov, i ing/viewdoe? jhiml7doid=41

USCIS MD #3212
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3. Obtaining knowledge, skills, and abilities necessary for new, challenging
assignments.

VI. Background

A. Successful organizations view IDPs as investments in higher operational efficiencies,
greater mission accomplishment, and more efficient planning, In suchprganizations, the IDP
process provides concrete recognition that training and developmernidiignployees is a
valuable resource for employee satisfaction, retention, and succeggh plantting. Consistent
with these concepts, the USCIS TDP program provides an oppglWel for an annual exercise
to assist in and promote employee development.

An IDP represents a partnership among an employee, his/her Supervisor, Wl of USCIS,
since the enfire agency and its stakeholders benefit from the IDP process anSi
VII. Policy, Procedures and Requirements/Applicability

A, Policy: Itis a USCIS goal to operate as a high-performance organization, to position
itself as an employer of choice, andgmnore specifically, to implement leadership development

for Academy programs require the prior exisence of an IPD and demonstration that
fidining program or learning opportunity being applied for is included on it.

S bmit one for the application to move forward. Additionally, the
SR\ :hall review the plan and provide feed-back, as appropriate, before
g:tion of the IDP. For tracking purposes, an annual course will be
RO facilitate cornpletion of the IDP process. To be credited for

DY, the employee will need to log in to EDvantage and update the
W her training history.

A. Employees are responsible for initiating the IDP process. This includes drafiing the
initial plan in EDvantage, arranging meetings to consult with their supervisors or local
office Training Coordinator for assistance, taking full responsibility for follow-through
with developmental activities, and keeping the supervisor apprised of progress made and

any changing needs. Employees are also responsible for initiating periodic reviews of the
IDP with their supervisors.

USCIS MD # 3212
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B. Supervisors are tesponsible for informing employees of the IDP process and assisting
with the development of employees’ IDP by specifying the goals and technical skills
needed for the present job and/or future agency needs. This involves meeting with
employees to provide feedback about developmental strengths, weaknesses, and needs; to
advise them about possible developmental activities; to inform them about organizational
preferences in training, and to offer them guidance in developing the plan. Supervisors
should also encourage employees to obtain further information on program and course
offerings through the USCIS Academy or other sources, and shoyiannually reinforce
the value of IDPs to employees. ‘ '

C. Second-level Supervisors are responsible for reviewing @1 eoviding feed-back ag
appropriate, and concurring with the final plan as submigg -

D. The USCIS Academy is responsible for identifying and developing ¢

leadership and technical training requirements, recording training statistic
maintaining employee IDPs in EDvantage,

E. The Training Coordinator is responsible for overseeing and coordinating locl office
training and serves as a liaison with the USCIS Academy concerning employee
participation in various AcadenNaapportunities and the local office information resource
on all Academy programs, polici e

IX. Implementation

A. Annual IDPs are an essential tool in thgaie ¥
should be a continuous element in the en'fg ervisor relationship, Implementation
of the IDP should be completed by Decenter 31 of each year. Appendix A provides

D go encouraged to use IDPs to identify their longer-range career goals.
B 1d be supportive of the employee's performance plan, position
iR development goals.

jF residential Management Fellows Program, the Federal Career
). and other full-time intern programs will be credited for

e IDP through the development of the Learning Plans or IDPs, as

required UNERIICIr respective programs. Employees under these programs will still

need to accelff EDvantage and certify that their Learning Plan (IDP) is completed.

Each IDP should be individually tailored with the following elements in mind:

* Official Position Deseription: A brief summary of the position description, along
with the specific knowledge, skills, and abilities that are needed to qualify for the
position. As a resource, the USCIS Academy has competencies for various USCIS
positions that are identified and enumerated in EDvantage, which can assist

USCIS MD # 3212
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employees and supervisors in identifying information about positions, generic
competencies, and available training.

¢ Learning Objectives: The learning objectives for the requested training opportunity
should be reviewed and include specific technical skills and experiences, general
management areas, if applicable, and professional and career development
opportunities.

¢ Details and Timeline: The IDP should clearly identify the requested developmental
assignments as well as any formal classroom training that the employee will receive
during the IDP period.

* Demonstrated Success: The IDP should include a process for tracking
accomplishments of all IDP objectives at the end of the year. Supervisors and
employees should be partners in determining that the objectives set forth in the IDP
have been accomplished. Should events preciygdan employee from attaining specific
learning objectives by a particular date, altegil atrangements should be made with
his or her supervisor.

ol ces and supervisors to
K:e in the performance

@ence Management™). These
heas for continued growth.

It can be helpful during the development of thoWg
review the core competencies established by USCH

management process (see USCIS MD 403-255, “Perigs
core competencies (listed below) can assist in identifyi

1. Technical proficiency 5. Representing t/REFency

2. Customer service 6. Assigning, mogMoring and evaluating
work (supervisors and managers only)

7. Leadership (supervisors and managers
only)

&. Achieving results

The Office of PO BEGRCT (OPM) has also developed a list of competencies
(listed below and TSN disCHVINIER Endix C), which can be used to assess current
strengths and identify g ities for Uevelopment to guide employee development and

Additional information on thdevelopment and use of IDPs can be found on the OPM
website at;

http://www.opm.gov/heaaf resource center/ 1-1.asp

www.opm.gov/heaal resource center/assets/Lead tool3.pdf

Employees may also want to consider other developmental activities that may be non-
fraining in nature. These developmental activities may not be coursework or training, but
include such activities as attending or participating in certain types of conferences or
briefings, attending Congressional hearings, spending time in another type of USCIS
office, informally or formally interviewing key staff, etc.

USCIS MD # 3212
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X. Questions, Comments and Suggestions

Address any questions or concems regarding this MD to the USCIS Academy Business Center at
USCIS. AcademyIDP@dhs.gov.

XI. Approval

Michael Aytes
Acting Deputy Director

Note: This USCIS Management Directive (MD), issued in accordance with established USCIS gu
mandatory agency-wide policy that without compromise is effective for USCIS operations as stated
shall be observed by all USCIS employees, USCIS MDs are not intended to and shall not provide a basgio
policy or practice that contravenes or supersedes any currently effective Federal or Department of HondE
Security policy or practice. Neither the proponent office for this MD nor any USCIS official other than the Deputy
Director or Director may issue qualifications oggevisions to this MD, All revisions to this MD shall become
effective only upon satisfaction of the USCIS cess and signature of the Deputy Direcior or Director.

XT1. Appendices:

Appendix A: Guidance for Preparation of 1dual Development Plan
Apvendix B: USCIS Academy Qverview
Appendix C: Competency Definitions

Appendix D Developing Annual Individual Debelopment Plans Checklist

USCIS MD #3212
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Appendix A

Guidance for Preparation of an Employee Individual Development Plan
Characteristics of an Individual Development Plan (IDP)
A performance-based culture is an overarching organizational goal that i gaabied by .mdividual

development. Planned development through an IDP provides a meansg atl
performance. The common characteristics of an IDP are:

s  Partnership. IDP preparation involves feedback, clarif]

necessary that employees receive supervisory and managerial support to r
developmental goals. Supervisory concurrence with the employee’s IDP is rl

* Bridging. AnIDP is a vehicle which dually addresses the needs of the emplofee and the
agency. It beging with a plan to maximize current job performance and then assists in
meeting both personal and orgafggational goals for success.

¢  Content. An annual IDP identificRmg
activities for the year. These may N
assignments, self-development acti
reflects current and future skill gro

s Flexibility. An IDP is an active, ongoin¥orocess wi
reviewed and updated at least annually, as

aining and development assignments and
je-j0b assignments, rotational
postruction, Essentially, an IDP

ih USCIS and should be mutually
jeeded, by the employee and supervisor.

What an IDP s Not

An IDP is not a performange appraisal and should not be used as a means to formally assess the
employee’s performance. It does not replace the performance appraisal system to determine
promotion, pay, awards, etc. Development is the purpose, not appraisal.

An IDP is not a contract for training. It is an indicative training plan. Employees should
annually include in an IDP all training interests reasonably attainable. However, they are not
necessarily guaranteed. Even once endorsed by the employee’s supervisor, training decisions

under an approved IDP are made in accordance with USCIS policy, budget considerations, and
the exigencies of the service.

An JDP does not clarify or revise a position description.
An IDP does not guarantee promotion to a higher grade or placement in a new occupation. It can
prepare an employee to become more genetically qualified for a higher graded position, but does

not imply a guarantee of advancement. It is only one part of the comprehensive efforts of an
organization to enhance job satisfaction and mission accomplishment.

USCIS MD #3212
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Steps of the IDP Process

Step 1 — Self-Assessment — The self-assessment is a time for employees to review their work
history, training/education, developmental activities, career goals, past performance appraisals,
and an assessment of strengths and development needs. This forms the basis for discussion with
the supervisor.

With this information, employees (with their supervisor) should identify and analyze their
abilities and proficiencies in the three broad Agency training areas—generic competency
training, techmical skills proficiency, and career and leadership development—and then draft
initial goals and research the developmental opportunities required to reach identified annual
objectives. The employee should also distinguish development opportunities by reviewing
offerings provided by the USCIS Academy, consulting wikISCIS Academy personnel, and
reviewing information from local schools, colleges, uniygfsitic®and other institutions.

Generic competencies are the attributes that serve g
training that strengthen and demonstrate the compete
sldll-set,

My of our skills. Experience and
e an employee’s overall

Technical competencies are the attributes that require specific Willect-matter knowledge and
skill requirements that are related to performing the functions or [Wgiesses of the job. These
competencies could include benefit adjudication skills, such as interWghe techniques, or
specific knowledge in particular areas of expertise, such as case reviePor applicable law for
immigration benefits.

Career and leadershipg® Bt competencies are attributes that include communication,
facilitation, mentogic ing, leadership, and other interpersonal skills. These skills
help foster the déVeNge s, facilitate cooperation and teamwork, and support
constructive resolutiony i

The employee’s local OfficeNgiliirectorate MWalso develop additional competencies related to
position and organizational actiWRg that can assist in identifying skills and target areas for
development. Limitations on locaNglieg#imding should not preciude details and temporary
reassignments to obtain knowledge 2fPexperience within an individual duty station.

Employees may also want to consider other developmental activities that may be non-training in
nature. These developmental activities may not be coursework or training, but include such
activities as aftending or participating in certain types of conferences or briefings, attending

Congressional hearings, spending time in another type of USCIS office, informally or formally
interviewing key staff, etc,

Step 2 — Access — Developed and maintained by the Academy Business Center (ABC), the
USCIS Academy web site contains USCIS training and development information such as
policies, training forms, training histories, online courses, the Tuition Assistance Program, and
links to many other sources. The ABC also houses a resource library.

USCIS MD #3212
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With Step 1 information, and after accessing the EDvantage web site, employees should begin
drafting their IDP by reviewing the following instructions. The employee may select specific
courses using the “Search Course Catalog” feature within EDvantage. In addition to the online
and self-study courses available in EDvantage, most instructor-led Academy offerings are also
accessible by selecting the appropriate Academy Program under the “Category™ section.

Employees, with supervisor approval, can request Academy funding to take courses through
private or government vendors, based on the employees’ need to improvgfecific skills that
pertain to their particular current job duties. If employees cannot findgffoursdwelated to a
specific area of interest in the Course Catalog, they should select tha@Bgeric course “Individual
Learning” and then enter the identified course manually on the hafl cS the IDP. Future
upgrades to EDvantage will aliow the creation of ad hoc classeif .

Step 3 — Employee-Supervisor Meeting — The purpose of the employee-supervii@meeting is to
discuss and modify, as needed, the draft IDP and obtain mutual commitment reg % the IDP.

The employee is responsibie for atranging a meeting with his or her supervisor to discls the
employee’s learning and development objectives in the context of current skills requifements and
future growth opportunities. Topics for discussion include: the employee’s strengths and
improvement areas, current job duties Mbresponsibilities, organizational needs, availability of

time and financial resources, and leamnin¥ ities that can actively be supported.
The supervisor coaches the employee and, help the employee identify
challenging assignments, career paths withinge org reasonable timeframe in

Rn both the employee and supervisor sign the
IDP and the employee’s second-line supervisor cofiise Ideally, an IDP should be agreed to
within a 60-day period. The employee keeps the orjnal IDP and provides a copy to his or her
supervisor_Egrtracking purposes, an annual course will be established in EDvantage within

2 tory plan. Upon completion of the IDP, employees will need to log in to
Qlikc [DP information in their training history.

M begin implementing the IDP by undertaking identified learning and
B employee is principally responsible for identifying assignments
g the supervisor assists the employee in arranging these activities
gpcasible and consistent with the employee’s past performance.

RLMFIDP is a systematic, ongoing process that supports the learning and
pods of employees and the Agency. It should be routinely updated and

reviewed by the e oyee and supervisor. An IDP will generally be reconstructed annually.

USCIS MD #3212
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Appendix B

USCIS Academy Core Components Qverview

New Employee Orientation: The orientation program provides new hires with a comprehensive
introduction to USCIS. New employees will be introduced to the USCIS vision, mission and

core values, how the agency contributes to the DHS mission, and how they can make meaningful
contributions during the course of their careers with USCIS, 3

Immigration Training for Officers: Training for immigration ol starts with BASIC
Training, which s designed to provide new immigration officergffitcrNgian cuty with the
requisite perspectives, legal knowledge, interviewing techniqui Rl writing skills to
be effective in their new roles. A broad range of topics are coverM, includi
fundamentals, effective decision-making, ethics and integrity. Classroom train
Academy Training Center which is currently in Dallas, is complemented by prac
various field offices to reinforce learning through hands-on training. The Office of
Asylum and International Operations and the National Security, Records and Verificagh
provide additional training for new officers assigned to their programs. Additionally, courses for
mid- and senior-level offices will be developed as needed.

Immigration Training for Non-Officer
basic understanding of immigration law 2

& some non-officer positions at USCIS require a
officer immigration training provides that gfe

gopreciation of the mission of USCIS, non-
Leadership Education gl ): ide Bse of executive education and

opportunities to¥trog
of our employees at eve

* National Security Professiofial Education
* Managerial Rotations

Tuition Assistance Program (TAP); TAP is 2 competitive and popular program that enables
eligible employees to earn—at USCIS expense—an undergraduate or graduate degree, enroll in
certificate programs, or take short courses during off-duty hours that strongly correlate to the
DHS/USCIS mission. The Academy has established guidelines to ensure that this education is
high caliber, relevant, and timely. Generous financial assistance is also available for graduate
work in fields of study that are of critical relevance to the DHS and USCIS missions.

USCIS MD # 3212
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Continuous Learning: The Continuous Learning program supports training and education to
improve USCIS employees’ ability to carry out current job duties and to build the knowledge,
expertise and perspectives of the USCIS workforce. Continuous Learning is comprised of the
following 5 categories:

Professional Education
WorkForce Development
Supervisory Training

Mentoring and Coaching

Mission Support Services Training

Self-Study/On-line Learning: USCIS is committed to providing the widest range of learning
opportunities for all USCIS employees. In order to give UZRIS employees across the agency
access to tfraining and resources that are both conveniengd (1™he
in on-line courses. In support of this goal the Agencyffas partnered with training providers to
7. gh the vendor created portals.
Courses range from language learning to leadership sTWg . Aen seeking training, the
plle?via these on-line opportunities.

B on-line 24 hours a day, 7

more than a majority of the courses were mandatory training, such O puter Security
Awareness, USCIS employees completed approximately 6,000 coursgPoased on individual
needs and/or interests. The current provider for most courses is SkillSoft,

USCIS MD #3212
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Appendix C

OPM Competency Definitions

The following section defines the competencies needed to build a Federal corporate culture that
drives for results, serves customers, and builds successfil teams and coalitions within and
outside the organization. These competencies are used by many departmegts and agencies in
selection, performance management, and leadership development for magent and executive
positions.

USCIS is adapting these definitions from the Office of Persony et (OPM) Executive
Service Program as a source of information that employees andypervisorgibe use in defining
core skills and competencies for the purpose of enhancing career ¢ svelopmerfigdores

information ¢an be found at; hittp.//WWW.0pDi. 20V/8es/e¢4.asp
GENERIC COMPETENCIES

Competencies are the personal and professional atiributes that are critical to successful
performance of our work. The genericgompetencies are the attributes that serve as the
foundation of our skills. Experience andiging that strengthen and demonstrate the
competencies will enhance an employee’ e Rk ili-set .

Interpersonal

Treats others with courtesy, sefMitivity, and respect. Considers and responds
Skills appropriately to the needs and felliae® of different people in different
! situations.
Oral es clear and convincing oral presentations, Listens effectively; clarifies
Co 1cation ation as needed.
WY Beh i1 an honest, fair, and ethical manner. Shows consistency in words
Hon 1and a . Models high standards of ethics.
| Written Writes irgliclear, concise, organized, and convincing manner for the intended
Cormmunic audien
Continual s and recognizes own strengths and weaknesses: pursues self-
Learning opment,
Public Service | Shows a commitment to serve the public. Ensures that actions meet public
Motivation needs; aligns organizational objectives and practices with public interests.
USCIS MD # 3212
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