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GENERAL INFORMATION
(
NOTE: THE PHS FORM 838 is now distributed electronically and must be completed online at http://dcp.psc.gov .  
(
The Commissioned Officers’ Effectiveness Report (COER) is the major source of information on a Public Health Service (PHS) Commissioned Officer’s performance, accomplishments, duties, and goals.

(
The COER is used by all commissioned personnel boards (including promotion, assimilation, retirement, flag officer, and involuntary retirement and separation) and is reviewed when officers are being considered for vacancies, training, and special assignments.

(
Instructions for completing the electronic COER (Form PHS-838) are made available to officers on the OCCO/CCMIS website for completion of Part 1 and transmittal to his/her supervisor.  The completed 2008 Annual COER, after discussion with the officer, and review by the reviewing official, is due in the officer’s eOPF by November 12, 2008.
(
Annual COERs are required even if a COER was recently submitted for another purpose. However, if a COER was completed after July 1, 2008, it will be entered as the annual COER and no further COER is required.  Interim COERs may be completed at any time during the year when an officer or his/her supervisor is transferring or when the level of an officer’s performance needs to be documented.  The rating period for the Annual COER is the fiscal year, October 1-September 30.  Therefore, the rating period for the 2008 annual COER is October 1, 2007-September 30, 2008.
(
Results-oriented appraisal processes may be used to support the COER ratings, but should not be submitted with the COER.  There is a question on the 2008 COER Attachment I and Attachment II related to whether or not the officer has a written performance plan.  A plan is not required for commissioned officers, but the question must be answered.
(
The COER Rater (Rating Official) is the officer’s first level supervisor or other individual assigned to this role through a memorandum of agreement, detail agreement, or other official document covering special assignments.

(
The COER Reviewer (Reviewing Official) is the officer’s second level supervisor or other individual assigned to this role through a memorandum of agreement, detail agreement, or other official document covering special assignments.  The reviewer is usually the rater’s immediate supervisor.

(
Normally, officers and raters should have a mid-year performance review conference (in March or April) to discuss the officer’s performance, the rater’s expectations, and the performance areas that can be improved prior to the annual effectiveness report being completed in October.

RATINGS FOR THE COER (FORM PHS-838)
(
The letter scores for the 18 items in Section III of the Form PHS-838 can be converted to an overall numerical score in order to understand the impact of ratings.

(
Numerical scores are calculated as follows: E = 100; D = 80; C = 60; B = 40; and A = 20.

(
For the overall COER score, the numerical scores for all of the questions are added together and divided by the total number of questions (18).  If the officer has no supervisory responsibilities, questions 7 and 17 are omitted.

(
In order to provide a fair and equitable rating for your officer(s), you must understand that the COER system has become excessively inflated over the years.  The average officer in PHS gets a rating resulting in a score (as calculated above) in the mid to upper 90's.  This means that the average officer has mostly E’s.  Therefore the COER is not useful in identifying a truly outstanding officer, but a rating less than this average indicates that the officer is a poor performer and puts the officer at a disadvantage for promotion, assimilation, and other personnel actions.

(
As a rater, you should select the rating which you believe is fair and equitable to the officers serving under your direction, taking into consideration the inflated system.

IMPORTANT CONSIDERATIONS FOR THE 2008 ANNUAL COER
1.
The online COER form being provided for the 2008 annual COER can be used for that COER only!  Special COERs, such as 6-month COERs required for non-competitive promotion, must be completed on the generic COER form which may be downloaded from the CCMIS website.
2.
DUE dates for transmission of the COER through each of the rating and review processes have been established.  It is important that each step in the rating process be completed on time.  Otherwise, the officer and/or raters and reviewers may be subject to disciplinary action.  Due dates are as follows:


Due to Rater:  15 October 2008


Due to Reviewer:  29 October 2008


Due to OCCO:  12 November 2008
NOTE: This year the COER placed in an officer’s file will indicate the dates which each step in the process was completed.  So please meet the due dates above.  Failure to do so will reflect poorly on the officer, rater, or reviewer who misses the due date.
3.
The annual COER form is designed for electronic filing of the data the officer, the rater, and the reviewer provide.  Pay close attention to the directions and samples, and enter information and ratings accordingly. The information you provide will be filed directly into the officer’s electronic personnel folder.
4.
If you need a COER form for any purpose other than the 2008 annual rating, do not use the on-line form.  Use the 6/2000 version of the generic PHS-838 instead.

Processing Steps for the COER (Form PHS-838)

Officers being evaluated, their rater, and their reviewer should follow the processing steps listed below to properly complete the officers’ COERs by the required due dates.  All COERs should be legible and filled out according to instructions.

Officer
[  ] 
Log onto the website and complete Section I of the COER.

[  ] 
Prepare an Annual COER Attachment I listing duties, accomplishments, and goals (limited to 240 characters or less per text box).  Attachment I must be on the 2008 form provided online.
[  ]
Forward the COER to the rater by the due date.  

[  ]
Monitor the COER through the complete process and follow up as necessary to assure that it appears in the eOPF.

[  ]
Meet with the rater to discuss the completed COER, reviewing the attachment, the COER 
letter ratings, and any comments provided.  This annual COER performance review 
conference should be based on the discussion and decisions from the mid-year 

performance review conference.

[  ]
Complete the on-line review indicating concurrence or disagreement.  Be sure that your rater has provided comments for all “A” ratings.  

[  ]
If desired, provide rebuttal information if there is disagreement with the COER ratings.  Any rebuttal is provided separately from your online COER and should be submitted through the agency Commissioned Corps Liaison in CCPO.  Do not hold up the COER process while preparing your rebuttal, the COER should be processed according to the established deadlines to avoid notification to the OPDIV head that your COER is missing.

[  ]
If you want a copy of the completed COER and any attachments after the COER is completed, go to your eOPF and print out a copy for your personal files.  (You can also print copies at any point in the process where you have access to your COER file.)
Rater
[  ]
Assure that all officers under your supervision submit the COER form and attachment I to you by 15 October 2008.

[  ]
Complete COER rating carefully following instructions and being sure to provide comments for all “A” ratings.  Comments are encouraged on all ratings and are carefully reviewed by board members when they review an officer’s file.  Due to the inflated COER scores, comments are given more weight than the actual rating.
[  ]
Only one rating per item is allowed.  The system will not permit you to skip an item or select more than one rating for an item.
[  ]
Discuss COER ratings and comments informally with the reviewer, then formally with 
officer in an annual COER performance review conference.

[  ]
Transmit the completed COER to the Reviewing Official by the due date of 29 October 2008.
[  ]
Give the reviewer a memorandum of the performance discussion with the officer, including additional documentation as appropriate, if the officer disagrees with the COER ratings 
and comments.

Reviewer
[  ]
Assure that completed COERs are received from all raters by 29 October 2008.

[  ]
You may NOT MAKE ANY CHANGES IN LETTER RATINGS nor require the rating official to make any changes in ratings.
[  ]
If the officer is up for promotion, complete the Reviewing Official Statement.  If the officer is not up for promotion, your comments are limited to 500 characters.

[  ]
Meet with the officer if the officer requests an opportunity to discuss the ratings or 
comments.

[  ]
Click the appropriate box to forward the completed COER to OCCO for inclusion in the officer’s eOPF by the due date, 12 November 2008.

Narrative COER Option
(
The rater has the option of preparing a narrative COER only when the officer has been reporting to the supervisor for less than 6 months or is in training out-of-service.  A narrative should not be completed simply because an officer has recently transferred.  In these cases, the rater should contact and obtain input from the former supervisor or instructors for completing the COER.

(
In the rare instances where a narrative COER is appropriate, the following procedures should be followed:

a.
Write a narrative statement indicating the reason for the narrative COER and summarizing the officer’s performance to date on attachment II.

b.
Mark only Item 18 in Section II as follows: “A” for unsatisfactory or “C” for satisfactory.

c.
Transmit the COER to the officer and discuss the rating with the officer.

