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Praise for
The Essential Performance Review Handbook

“Sharon has written a straight forward, concise handbook that gets at the
heart of performance reviews. The tips, techniques, management principles, and
common sense she provides will help managers and employees make perfor-
mance reviews more effective.”

—Vern Schellenger, vice president of human resources and organizational
development, American Association of Motor Vehicle Administrators

“The Essential Performance Review Handbook turns the writing of such apprais-
als from a tedious paperwork chore to a powerful management and motivational
tool—a valuable new way of thinking about an old task.

—Robert W. Bly, author, 101 Ways to Make Every Second Count

“Here’s a practical, easy-to-use guide to performance appraisal that’s valu-
able to employee and supervisor alike. Continuing case studies allow us to see the
whole range of performance management. It’s a gem of good writing and sound
advice from a wise author who knows her stuff.”

—Dick Grote, author, The Complete Guide to Performance Appraisal and The
Performance Appraisal Question and Answer Book

“This book is a terrific resource! It’s solid, well-written, full of relevant exam-
ples, and sample forms. It should be on the shelf of every good HR professional.”

—Mary Walter Midkiff, SPHR, director, talent management,
SCA Americas, LLC

“Sharon Armstrong’s recent book about Performance Appraisals provides
valuable information to managers and employees who support high organiza-
tional performance and top-notch individual and team development. The book’s
format makes it easy to come away with quick tips and great ideas that make a
sometimes stressful process much less so. The book is especially useful because
it provides guidance to both managers and employees, along with relevant ex-
amples. It is also a great resource for HR professionals.”

—Jacqueline Basile, vice president, human resources, WETA



“Sharon Armstrong has once again presented important information in a
concise and clear manner that any manager, experienced or new to the respon-
sibilities, will find most helpful. For those of us with years of experience it is a
terrific reminder of things that might not be forefront in our thoughts as we
confront a form that must be completed on a tight deadline. The discussion in
Chapter 6 is a terrific reminder of the many ways errors can creep into the rat-
ing process. Everyone should review these 16 rating traps prior to beginning the
preparation of any review.”

—Eugenia Burkes, director of administration, Mayer Brown LLP

“Sharon Armstrong’s new book on performance appraisal provides both the
theory as well as the practicality of this challenging managerial process. Through-
out the book, Armstrong suggests useful checklists addressing the process from
the perspectives of the employee and the supervisor. The performance appraisal is
viewed as a team process with each player (employee and supervisor) having their
own role and responsibilities but focused on the common objective: two-way
communication. If you, like most of us, could use some useful guidance in this
process, this is the book to use.”

—DMichael Strand, president, HR Dynamics, Inc.

“It is no surprise that a great deal of anxiety surrounds the performance
appraisal process for managers and employees alike. The Essential Performance
Review Handbook delivers an impact. Through its pages we are reminded of
the ‘why and how’ of delivering a performance review as it was intended—
managing to employee strengths with the art of providing constructive feedback.
Upon completion of this handbook, we embrace the next opportunity to conduct
a review with a renewed sense of purpose in doing so.”

—XKathy Albarado, CEO, Helios HR

“As President and CEO of an HR consulting firm, I strongly recommend
this book. It is a comprehensive and valuable business tool that will help your
organization improve relations with your employees and lead to greater contribu-
tions from your staff.”

—Mark Stevenson, president, Smart HR, Inc.

“As HR Director at a Washington, D.C. trade association, I've had to pre-
pare PowerPoint and training presentations around the subject of performance
reviews, so I thought I've seen and heard it all. That was until I read Tbe Essential
Performance Review Handbook. Sharon Armstrong has done a great job at cap-
turing the essentials enhanced with sidebars, examples, and checklists that work
for everyone. This book is a must read for anyone that wants to improve their
performance evaluation and review experience.”

—Paul McGee, director, human resources,
American Health Care Association



“Sharon Armstrong captures the key elements of effective feedback in this
concise summary of the challenges of preparing, writing, and presenting a perfor-
mance review. Extensive references to thought leaders provide helpful perspec-
tive. Sample interactions with employees at different performance levels create a
“how to” outline for a workplace leader faced with the challenge of completing
a review form to satisfy the demands of an HR system. Written around a con-
sistent theme that a review summarizes a series of interactions, the book also
provides key insights to understand the HR principles that are too often misun-
derstood and become road blocks to effective feedback.”

—Mike Deblieux, SPHR, principal consultant, author of Performance Appraisal
Sourcebook and The Supervisor’s Guide to Employee Performance Reviews

“The Essential Performance Review Handbook is the perfect desktop tool for
managers. It provides great insight on the importance of approaching the review
process as an on-going dialogue vs. a one-time event. The real-life scenarios and
assessment tools are extremely helpful. This is a must-read for everyone involved
in the review process!”

—]Jennifer Clinton, COO, The Washington Center

for Internships and Academic Seminars

“Sharon presents a variety of straight-forward tips and suggestions for the
novice supervisor, the more experienced managers and for employees themselves.
Taking her “self-assessment for supervisors”is a quick way to refresh some of the
areas that are important in a supervisor’s role in managing performance. A good
reminder! Sharon also provides useful guidance for addressing performance and
compensation in tight economic times — a very timely commentary. Once again,
a practical guide for both managers and employees!”

—Naomi Morales, vice president, administration and human resources, PhARMA

“A tremendous mix of authentic case studies, information, and skills discus-
sion support a truly clear and functional tool for BOTH managers and employ-
ees. This work creates a new perspective of the appraisal process, moving the
readers understanding of performance appraisals from a focus on a written form
to a recognition of the same as a process which serves as an essential cog support-
ing the larger organizational system.”

—DMadelyne L. D’Angelo, director, human resources operations,
L-3 Enterprise IT Solutions

“There are plenty of books around that address performance reviews, but this
is that rare book that provides both very practical advice and thought-provoking
commentary. It is apparent that Ms. Armstrong has a very deep understanding of
the performance review process and its wider role in human resources manage-
ment. The Essential Performance Review Handbook should be required reading for
new managers and seasoned pros alike.”

—]Joyce Oliner, Principal, Oliner Consulting



“Contrary to what the song says, time is not on our side. The Essential
Performance Review Handbook paves the road with useful information that
managers can use immediately. The book is easy to read. I love the format,
especially the side bar inserts. Sharon Armstrong writes clearly and with im-
pact. The book is the right prescription for PRAD—Performance Review
Anxiety Disorder. Read it and use it, the only side effect is improving your
management effectiveness.”

—DMichel P. Mathieu, senior human resources consultant,
Inova Fairfax Hospital

“The Essential Performance Review Handbook takes the established practice
of performance management and evolves it to a contemporary practice blue-
print. Performance management, like all management practices, must align with
worker values and the era during which they live. Many of the other performance
management resources available are stale and reflect practices from the past. This
is a modern, concise, user-friendly manual I will highly recommend to those
who are committed to truly making a difference through the science and art of
performance management.

—Christine Peterson, associate vice president/chief human resources officer,

'The Catholic University of America

“The Essential Performance Review Handbook is a how-to guide that makes
simple work out of a complex subject. Sharon Armstrong’s conversational writing
style makes this an easy read and helps you envision how you might incorporate
some of these principles to train managers and employees and enhance your re-
view process. It helps identify our humanity as part of the process, highlights
awareness to possible reviewer errors of subjectivity and how we unconsciously
can err. The case examples and exercises provide useful tools to illustrate Arm-
strong’s key points and offer an excellent means to instruct your internal audi-
ence, whether supervisor or employee.”

—Diane I. Bessette, office manager/human resource generalist,
National Association of Public Hospitals and Health Systems

“This is the perfect book for emerging supervisors as well and the seasoned
manager. Chapter 9, which discusses performance reviews in a changing world,
was spot on! It talks to the challenges of the virtual teams, telecommuting, and
job sharing, which are more of a reality in today’s business world then ever before.
This is one of the only performance review handbooks where I've seen informa-
tion on the generational differences and how they each perceive the process of
feedback..... This book will become a core reference for our management staff.”

—Sheri Leonardo, senior vice president, human resources,
Ogilvy Public Relations Worldwide
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Introduction

It's Not Supposed
to Be This Way...

Performance appraisals can be one of the most anxiety-provoking
aspects of work life—for both supervisors and employees. Apprais-
als are meant to clarify and reward, and to be interactive and fair.
They take real time, real dialogue, and a real focus on the future,
rather than just the previous months. And they need to work suc-
cessfully for all employees—not just the terrific ones!

Yet, that’s not how they often work. Supervisors tell of too much
focus on tedious written forms and too little training in how to use
them, of “just getting through it,” of getting hit with complaints
or lawsuits when there’s even a hint about “improvement opportu-
nities,” and of the difficulties of measuring intangibles. Employees
often just plain dread appraisals, citing feelings of trepidation from
a “once-a-year necessary evil,” anger about having one error dragged
through 10 categories, and frustration with “perfunctory” appraisals
that neither acknowledge nor foster growth. As one employee put it,
“The perception of the individual or relationship often dictates how
critical or complementary a supervisor will be.”

11
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Why does one of the most vital and continuing workplace re-
sponsibilities so often show a shabby face? A 2006 survey by the
Council of Communication Management confirmed what almost
every employee already knows—that positive feedback related to
their efforts and recognition for a job well done are the top motiva-
tors of employee performance. Via formal evaluations and regular
informal routes, performance appraisals yield excellent opportuni-
ties to motivate. Yet the process is frequently counterproductive, or
viewed merely as perfunctory.

According to the United Kingdom’s Institute of Personnel and
Development, one in eight managers would prefer to visit the den-
tist than carry out a performance appraisal.’ It’s not supposed to be
this way. Rather than a painful yearly event, performance evalua-
tions can be viewed as a culmination of small meetings, formal and
informal, held throughout the evaluation period. They can be shaped
objectively, according to clear standards for employee performance.
They can clarify present expectations, track future ones, and under-
score the importance of two-way feedback. They can help engage
employees in their own career development.

Happily, the elements involved—goal setting, effective observa-
tion, practical documentation, and ongoing communications—can
all be learned. In this book, you'll find sound guidelines, sample
evaluation forms, and helpful insights for use on both sides of the
desk. There are critical do’s and don’ts, tips for “owning” the apprais-
al, and ways to leverage it.

In one form or another, performance reviews will continue to be
a fact of our work life. This book is designed to cut through the anxi-
ety and make the process more productive and less unpleasant. It’s
also designed to bring performance appraisals into the 21st century,
including such areas as job-sharing, telecommuting, shared super-
vision, team evaluations, nerve-wracking economic forecasts, legal
concerns, and accommodating particular employee challenges. The
chapters tap into the actual feelings of employees and their bosses.
You'll find good examples and painful ones, real-life performance-
review problems and guidance in handling them.

Participating in your formal evaluation sessions need no longer
be one of the worst days of your year at work.
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No matter how ‘scientific,” no matter even how many insights it
produces, an appraisal that focuses on ‘potential,” on “personality,” on
‘promise™—on anything that is not proven and provable performance—is
an abuse.

—Peter Drucker, management guru

Enter the fast heartbeat. Although so many of us have expe-
rienced performance reviews for years—often on both sides of the
desk—even asking about them usually raises blood pressure. These
discussions and forms—called reviews, evaluations or appraisals—
tend to be seen as negative experiences by both supervisors and their
stafts. Whether glowing or, more often, just pro forma, they conjure
up images of “being called to the principal’s office,” “getting hit with a
bad surprise,” or “engaging in a sham.” One supervisor worried about
being “perceived as the enemy” because she gave a candid review. A
mid-level employee said he wanted “constructive criticism” but was
anxious because he didn't know what it would be. One employee
simply said, “I hate being judged, and that’s all appraisals really are.”

13
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Performance appraisals are an important element of performance
management, although their criteria and formats vary widely. Con-
ducted yearly or semi-annually, these formal interactions between
employees and their direct supervisors point out employees’strengths
and weaknesses, and include assessing the achievement of previous
goals and setting new ones for the employees to work toward.

Ideally, the review is a two-way discussion, and the employee’s
strengths and weaknesses are considered within the context of the
organization’s mission. Ideally, the performance review is construc-
tive, separate from discussion of compensation, and contains no sur-
prises. It should reflect a series of discussions or mini-reviews that
have been conducted throughout the year.

For good reason, in 7he Practice of Management, Peter Drucker
writes that discussion of financial rewards should be postponed un-
til nearly the end of the process: “Financial rewards are not ma-
jor sources of positive motivation in the modern industrial society,
even though discontent with them inhibits performance. The best
economic rewards are not substitutes for responsibility or for the
proper organization of the job.” It appears best to postpone discus-
sion about pay until after the review, as it can divert attention from
the work itself.

Though supervisors and their staffs employ every mode of
avoidance when faced with appraisals, the evaluation inevitably oc-
curs, even if it’s six months late.

It doesn't help that there’s a dramatic disconnect between what
tends to count most to employees and what supervisors #hink counts
most to employees. Despite changing conditions, studies first con-
ducted by the Labor Relations Institute of New York in 1946, then
repeated in 1981 and 1994, reinforced the conclusion that the most-
valued factor to white-collar, non-supervisory employees was “full ap-
preciation for work done,” followed closely by feeling “in on” things. In
1946, those values ranked first and second respectively; they eased into
second and third place, respectively, in 1981 and 1994, when “interest-
ing work” topped the list. In all three studies, “good wages” ranked fifth
of 10 factors. When immediate supervisors were asked what motivated
their employees, they ranked good wages first, job security second and
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Supervisors’ Perspectives

Delivering bad news is painful.

There’s never time to prepare.

It’s hard to measure intangibles.

There’s no accountability, so why bother.
There’s no training or guidance.

There’s forced ranking—the bell curve is more
important than the employees.

Required forms outweigh the St. James Bible.
Employees only want to get to the money part.
It’s hard to distinguish between criticism and
professional development.

Employees may come up with surprises.

It’s tough to be objective about employees you
like.

Employees’ Perspectives

It’s a meaningless exercise.

Emphasis is on form, not process.

Surprises are scary.

'They’re always late, even when raises are attached.
Supervisors just want to get through them.
There’s always one negative area, then little about
anything else.

It’s never a two-way discussion.

'The basis for measurement is unclear.

A “meets expectations” rating is like getting a
“C”...no matter what my supervisor says.

My boss has no real understanding of what I do
every day.
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promotion/growth opportunities third,” a ranking that stayed constant
in all three studies.* With such wide variance, it is not surprising that
employees are often less certain about where they stand after the ap-
praisal than before it, tend to evaluate supervisors less favorably af-
terward, and often report that few constructive actions or significant
improvements resulted. In 2001, an international survey of 8,000 em-
ployees and managers revealed that fully one-third of employees re-
ported receiving little or no assistance in improving their performance,
that they had never even had a formal discussion with their managers
regarding overall performance.*

It is not only employees who disparage evaluation practices.
Managers cite performance appraisals as the task they dislike the
most, second only to firing an employee.” As a longtime giver and
receiver of performance reviews once said, “As an employee, I'd rath-
er be in the dentist’s chair. As a supervisor, I think, Tsn’t there some-
thing more important to do today...like budget planning? Despite
careful preparation, I'm always afraid I'll screw the appraisal up.”

But evaluations are a serious personal and organizational mat-
ter. Every performance appraisal that fails to motivate—or worse,
demoralizes—is a lost opportunity for both the employee and the
employer. Each employee evaluation that neglects to recognize ac-
tual employee performance perpetuates weaker qualities and fails to
reinforce the positive. Morale, employee esteem and organizational
interests suffer in the process. One banking employee said her per-
functory annual review only reinforced that she was a “9-to-5 fixture
and not a real human being.” She advanced quickly when she joined
a wiser financial institution.

Early career issues are a sensitive matter, too. Though young
people are often disappointed by the nature of their first work as-
signments at the bottom of an organization, they still believe they
are doing a good job. Therefore, many are surprised and disappoint-
ed by their initial performance appraisals because their managers
focus primarily on the areas most in need of correction.® Thus, these
young employees sour on the process from the start.

'The following pages are designed to help change that initial re-
action, to help you step back from particular incidents and concerns

and focus on the broader, brighter picture.
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Why Do Performance Appraisals?

Two-way performance feedback.

Recognition for individual performance.

Motivational tool when used effectively.

Goal-setting for next review period in context of

organizational/departmental needs.

Opportunity to reinforce and document

personnel decisions.

v Opportunity to demonstrate organizational
fairness to all employees.

v Opportunity to support individual needs.

v Opportunity to reinforce continuing open
communication and strengthen rapport.

v Opportunity to both spur independent thinking
and encourage teamwork.

v Opportunity to encourage employees to take
responsibility for their work.

v Opportunity to contribute to organizational

effectiveness.

v Opportunity to discover untapped potential on
both sides of the desk.

SENEENEEN

<

These self-assessments are designed to pinpoint areas of partic-
ular interest or concern. Certain responses may serve as a wake-up
call, providing insight that can help you focus on these areas in the
following chapters.
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Self-Assessment for Supervisors

How do you rate yourself on the following?

(1 = very often; 5 = not at all)

Provide timely feedback on a regular basis.

Carefully plan and prepare for the performance
appraisal discussion.

Hold the performance discussion when it’s expected.

Pull specific examples to support ratings.

Ensure that all appraisal discussions are private and
confidential.

Set aside an appropriate amount of time to have a
meaningful exchange.

Let my employees know how much I value their work.

Have a clear understanding of my organization’s
mission/goals.

Review the completed form for fairness prior to the
meeting.

Encourage two-way communication.

Take into account my employees’ needs and goals as
we plan the future.

Ofter viable suggestions for improvement and
development.

Separate the discussion of performance from talk
about raises or other compensation.

I clearly communicate expectations to my employees,
given my previous responses.

Average your ratings.

If average is 1: Outstanding performance that shows up in ex-
ceptional accomplishments of both you and your staff. You are an
inspiration to your staff.
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If average is 2: Performance consistently meets and often ex-
ceeds requirements. Teamwork is usually accomplished in a highly
effective way. You sometimes motivate employees.

If average is 3: Minimal expected. You get the job done.

If average is 4: Needs are being addressed inconsistently. Estab-
lished requirements are not being met. Work tends to get done, but
sometimes with less than complete effectiveness. Staft rarely receives
recognition.

If average is 5: Performance is unacceptable. Established re-
quirements are not being met.

Self-Assessment for Employees

How do you rate yourself on the following?

(1 = very often; 5 = not at all)

Meet my yearly objectives.

Complete work assignments on time.

Make contributions to work group.

Work eftectively with coworkers to accomplish
department goals.

Share important work information with others.

Talk to my supervisor when I need help.

Express interest in new challenges.

Make an effort to learn about my organization’s goals
and how I can advance them.

Assist my boss without being asked.

Assist my coworkers without being asked.

Openly review my work to learn how I can improve.

Make an effort to build bridges with other

departments.

Ask for feedback on several levels.
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Average your ratings:

If average is 1: Outstanding performance that results in ex-
ceptional accomplishments. You are an extremely conscientious
employee.

If average is 2: Performance consistently meets and frequently
exceeds requirements. Work is accomplished in a highly effective
manner.

If average is 3: Minimal expected level of performance. You are
getting the job done.

If average is 4: Performance does not consistently meet estab-
lished requirements. Duties and responsibilities are accomplished,
but sometimes with less than complete effectiveness. Improvement
is required. It would be wise to seek on-the-job guidance.

If average is 5: Performance is unacceptable and does not meet
established requirements. Key responsibilities are not being fulfilled.
Improved performance is necessary and must be sustained for suc-
cessful employment. On-the-job guidance is vital.



Forget Winging It!

Understanding should precede judging.

—Louis D. Brandeis,
U.S. Supreme Court Justice 1916-1939

Winging a performance review isn't the answer. It almost guar-
antees morale, management, and legal dilemmas, and inconsistency
from one department to another. Not only is it counterproductive, it
impedes an organization’s mission and goals.

Given that performance appraisals are a fact of 21st-century work
life, and bound to come in widely diverse shapes and sizes that are
most often handed to you, the best way to deal with them is to be
clear—before the evaluation—about who you are evaluating, what you
are evaluating, and why your appraisal is geared in one direction or
another, bolstered by objective, legally sound examples.

As a hallmark of effective performance management, perfor-
mance appraisals rarely work well on the fly. Being prepared makes
the difference between an uninformed appraisal that’s frustrating,
tutile, and possibly legally hazardous, and one that elevates shared

21
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understanding, communication, and, within the framework of clear
goals, achievements during the next evaluation cycle and beyond.
What's really needed is a review before the review, a solid checklist
that will make the whole review process smoother, more productive,

and legally defensible.

How to Prepare

Know your employee or your supervisor. If you're an employee
whose supervisor doesn’t often open the door, take the initiative
yourself and make an appointment to talk to him or her periodically.
Angst comes when the performance review is the single time, or just
one of few times, that supervisors and employees sit down together
during the year. One organization asked its employees to complete
the appraisal form themselves—in the third person. The employ-
ees felt duped, believing that their supervisors didn’t care enough to
even fill out the form. Optimally, a performance evaluation wraps
up a series of informal discussions held throughout the year, serving
as a springboard to move forward with new ideas, improved perfor-
mance, and perhaps more responsibility.

Knowing your supervisor or employee means being better able
to anticipate his or her reaction to your comments, and then “manag-
ing” your responses to generate positive results. Managers’ effective-
ness is significantly influenced by insight into their own work. Those
who can be introspective about their work are likely to be eftective
at their jobs.! Employees seek not just success but also gratification.

Demonstrate respect and confidentiality. How, when, and even
whether appraisals are conducted send a strong message. When a su-
pervisor delays appraisals, does them on the fly, allows interruptions
during the review session, doesn’t have paperwork complete, or gener-
ally doesn’t demonstrate that the evaluation is a priority, an employee
may feel that he or she isn't, either. If an employee shows up late, par-
ticipates only half-heartedly, takes no initiative in goal-setting and sits
waiting only for compensation information, the supervisor concludes
that he or she doesn't care about doing the job well or improving. Re-
spectful interaction during the appraisal reflects the quality of day-to-
day work life. Setting aside sufficient uninterrupted time, in a private
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setting, is key. Confidentiality is, too. Only those with a need to know
should be privy to the conversation or the form.

Don’t prejudge. Our first impressions of others are automatic,
largely unnoticed by our conscious minds. Past experiences, needs
and wishes, and assumptions about the context in which we encoun-
ter new people all greatly influence what information we absorb and
how we interpret it. Research indicates that even after months of
regular interaction roughly two-thirds of our first impressions re-
main unchanged.? The hiring process alone does not give supervi-
sors and employees the opportunity to know each other well, and
upfront impressions can be frozen or misplaced without continuing,
two-way feedback.

Keep messages clear and direct. Know when something needs
to be said; then, based on solidly documented examples, be sure
you relay it accurately. Never assume that supervisors or employees
know what you think, want, or need. Not being direct can be costly.
Hints are often misinterpreted or ignored. Keeping messages clear
depends on awareness, knowing what you have observed, and know-
ing how you have reacted to it, especially since what we see and hear
externally is so easily confused with what we think and feel inside.
Separating these elements will go a long way toward communicat-
ing clearly and directly.?

A straight message is one in which the stated purpose is identi-
cal with the real purpose of communication. Disguised intentions
and hidden agendas are manipulative. Check whether your mes-
sages are straight by asking:

v Why am I saying this to this person?
v Is this what I want him or her to hear, or something
else?
You'll know quickly whether the points you're highlighting
need to be clarified, strengthened or scrapped.

Review job description. Make sure there is a written job de-
scription and that it’s accurate and up-to-date. If not, the supervisor
should write one, with input from the employee, before the formal
evaluation session so it can be discussed and used for the next review
cycle. Along with goals, the job description is a key basis for gaug-
ing performance effectiveness and for ensuring that organizational
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and departmental needs, and supervisor and employee expectations,
are on the same track. Perhaps new responsibilities have been added
over the review cycle, or there’s interest in adding them. There may
be recent team or work group initiatives that should be integrated.
Perhaps there is a community liaison role that has not been ac-
knowledged. Employees are the people most aware of on-the-job
responsibilities that are not in their job descriptions. Making sure
they’re included helps measure employee workloads and assess the
need to develop new skills for performing new tasks.

Track performance year-round. Keep a folder handy to toss in
quick notes as the year progresses—including positive observations,
others’ feedback, memos, award notices, e-mails, and other items
that pertain to work performance. It’s important to keep the folder
active, not just one you dust off yearly. Use it as a basis for regular
ongoing discussion. Doing this may seem time-consuming, but it’s
much easier, more productive, and more fair than having to draw on
your memory once a year. An appraisal at the end of a work cycle
works much better as a recap with recognition, or as an opportunity
to stimulate improvement plans, than as a surprise that can make
both supervisors and employees uncomfortable. Not having specif-
ic examples to support your ratings can lead to the legal problems
noted in Chapter 8.

Stay up-to-date on organizational goals. Know what’s going on
in your organization. Effectively tying job description and goals to
broader needs requires a good grasp of organizational direction and
changes. Be prepared to factor what is newly needed and/or de-
sired into ongoing responsibilities. When supervisors don't share
information with staff, misinformation flies freely and morale can
plummet. Employees should feel comfortable asking questions and
offering to pitch in on new initiatives, even if supervisors seldom
initiate discussion.

Consider the ground rules. If you're a supervisor, should there
be ground rules for performance reviews? Does your organization
mandate any? If not, perhaps it should. Ground rules might cover
ensuring two-way conversation, setting guidelines for goal-setting
and problem-solving, applying techniques to stay on track, developing
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standards for addressing con-
flict, and delaying talk about
compensation for a timely
tollow-up session.

If you're an employee be-
ing appraised, the ground rules
are more informal but none-
theless important—and up to
you to implement. The most
productive appraisals are clear,
open two-way discussions.
Honesty and clarity, bolstered
by written examples, are fair
expectations, but may require
some added determination if
your work climate does not
readily invite openness.

Follow up promptly with
compensation  discussion.
Thoughts about compensation
inevitably shadow the apprais-
al session. That should come
after the appraisal, whether or
not during the same session.
'This precludes the tendency of
employees to bring up exam-
ples of stellar performance and
explain away anything that
might take away from a raise.
The meeting can turn into a
battle of explanation and de-
fense rather than an open dis-
cussion of performance and
how it can be improved.®

Preparation Pays Off

Make sure to review:

v Your organization’s
strategic plan.

v Updated job
description.

v Evaluation form/
rating structure.

v Previous performance
appraisal.

v Personnel file
documentation.

v Goals for current
review cycle.

v Preliminary appraisal
recommendations—
positive and/or
negative aspects.

v Documented exam-
ples, including letters
of praise and award
information.

v As needed,
suggestions for
improvement, such as
training, Performance
Improvement Plan.

v List of questions.

v Anticipated reac-
tion and how to best

respond.
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The Pre-Review

Before the review, employers sometimes ask staff to complete
the actual appraisal form, or to perform self-evaluations and/or ap-
praise their supervisors. Other forms may seek feedback about de-
velopment needs, training interests, ideas for new projects, and areas
of concern. The responses may be viewed in advance or discussed
for the first time during the review. Many companies ask employees
to be ready for the review meeting with a list of accomplishments.
Even if not asked, it’s an excellent idea to have one. It is also impor-
tant that the supervisor’s supervisor review the evaluation before it is
shared with the employee. This provides built-in safeguards that can
be significant to employees, supervisors, and organizations.

Documentation is key for both supervisors and employees. Not
doing it year-round can backfire. In one case, a supervisor realized
that her employee was not contributing the way he described it on
his pre-appraisal form. She wanted to place him on probation, but
without her own supporting documentation all she had to support
doing so was his “on-the-record” account of stellar performance.
It was only then that the supervisor began documenting his poor
performance. Chapter 8 examines the legal importance of solid
documentation.

Smart companies do everything they can to keep managers and
employees comfortable with the performance appraisal. They un-
derscore that it is part of the work process, and not an annual event.
They circulate the appraisal form in advance so that features and
ratings are clear. Many make it available on their Intranet. One as-
sociation pulled together a panel of seasoned supervisors who talked
about their own appraisal experiences and shared techniques that
worked. Some organizations have a brown-bag lunch, show a video
and encourage discussion.

At a country club in the mid-Atlantic, managers ask: “Will both
the employee and I know when this goal has been achieved?” An
international hotel chain develops appraisal forms designed to ap-
ply to particular jobs. A financial firm in Virginia has an optional
employee pre-evaluation sheet that supervisors review before the
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evaluation and attach to the evaluation form. Five questions in the
pre-review probe quality of performance against the performance
plan, success in fostering customer satisfaction, team and work
group contributions, challenges desired over the upcoming year, and
the training needed to undertake them.

One company scheduled small group meetings so that super-
visors who worked with certain employees could collectively share
impressions of their work, giving more balance to each evaluation
and fostering consistency in evaluations throughout the organiza-
tion. Some organizations make sure that everyone—supervisors and
employees alike—have copies of the firm’s strategic plan in hand
before the appraisal, with plenty of time to review it so that it dove-
tails with setting new goals. As a new evaluation cycle nears, some
companies distribute articles to stimulate thinking about the pro-
cess. Others pull together relevant “asset lists” of training possibili-
ties, videos, and other resources. And a few organizations make sure
that supervisors don’t receive their reviews until all staff reviews are
completed first.

To guide employees’ preparation, it’s helpful for supervisors to
suggest they consider and answer three questions:*

v What actions have you taken?
v What discoveries have you made?
v What partnerships have you built?

Increasingly, smaller businesses, associations, law firms and
other such organizations are recognizing the value of not only con-
ducting performance reviews but also making sound preparation for
them. Many conduct training sessions on conducting annual evalu-
ation. Whether managed internally or handled by a consultant, the
training takes many forms. It may be just for supervisors, or for both
supervisors and employees in mixed or separate sessions. A labor
lawyer, for example, might conduct training specific to legal issues.
Role plays often provide useful coaching for both. Training work-
shops track the entire process, from broadly clarifying why apprais-
als are important, to self-assessment, goal-setting, problem-solving
exercises, and being tuned in to rating errors.
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New software is making record-keeping easier. Some products
allow users to program in the strategic plan and goals. They also per-
mit supervisors to type in employee ratings, yielding a clear, objec-
tive interpretation that helps them assess whether the rating really
lines up with their intent. Seeing the write-up of a “poor rating,”
for example, may either bolster a supervisor’s decision or trigger a
change. The supervisor should add specific examples of work perfor-
mance to document the rating.

The “"A"” List

As this book evolved, four specific elements of participation in
successful evaluations—for both supervisors and employees—seemed
constant among case studies, extensive research by others, and inter-
views of employees at all levels of various organizations: being active,
accurate, attentive and appreciative. These behaviors appear intrinsic
in preparing for performance appraisals that foster excellent working
relationships. All four can ease the communication between supervi-
sors and employees year-round. While they are not the measurable
standards on which performance reviews must be based, they are har-
bingers of positive on-the-job experiences and key aspects of effective
supervisor/employee relationships.

Being active means sharing ownership of the evaluation. Active
preparation, then enthusiastic engagement during the actual ses-
sion, go a fair distance toward a supervisor’s saying, “You matter,”
or an employee’s communicating that “this work is important to me
beyond a paycheck.” Pride and accomplishment cannot be created
outside of the job and work, but must grow out of them.” The per-
formance appraisal is an excellent opportunity to wrap up a series of
informal discussions, assess goals set during the previous cycle, and
move forward in a way that builds pride, recognizes accomplish-
ment, sets new goals and clarifies how needed corrections will be
measured. As Will Rodgers put it, “even if youre on the right track,
you'll get run over if you just sit there.” The performance review is
what enables actively moving ahead.
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Being accurate is a similarly indispensable dimension of perfor-
mance appraisals. Documenting work performance is often chal-
lenging enough, even without opening the door to questions about
accuracy. Because it’s unreasonable to expect that all accomplish-
ments, trip-ups, and other information important to the evaluation
can be kept in sight throughout an entire cycle, particularly if it’s
a year long, there is a strong need for continual tracking. Recent
accomplishments and initiatives will stay fresh, but accurately as-
sessing the full scope of work during a cycle takes ongoing vigilance.
Good records can mark the difference between “meeting” or “ex-
ceeding” expectations, or countering evidence that a performance is
below par.

Being attentive means keeping your goals on the radar screen.
It requires staying abreast of changing organizational needs and
structure, new project opportunities, increased professional or per-
sonal stress, and other clues that can translate into changes in your
work life. While not directly tied to performance appraisals, an
understanding of such occurrences can help shape their outcome,
especially if your attentiveness means initiating fresh responsibil-
ity, temporarily offering to pick up a project, or perhaps envisioning
an added role for yourself or your department while organizational
change is still in the planning stage.

Ideally, being appreciative wouldn't need to be built in, but it of-
ten does need to be. In whatever form, periodic recognition—from
both sides of the desk—clearly eases the review process. Com-
ments such as, “I knew what was coming would be fair,” and “there
are no hidden agendas” came from employees whose supervisors
took the time to praise good work, explain any concerns, and sim-
ply thank their staff members for extra effort. Supervisors appreciated
“questions in advance instead of missed deadlines when something
isn't clear,” “being trusted enough to be asked for support”and thanks
for providing that support. “Employees increasingly believe that their
job satisfaction depends on acknowledgment of work performance
as well as on adequate salary.”” Compensation in its many forms is
examined in Chapter 5.
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Three Scenarios

This book is really about human interaction. Throughout it,
three composite characters based on actual people illustrate how
that interaction occurs in the performance review process. Meet
“Marilyn,” “Richard,” and “Peg”:

Marilyn, 42, is office administrator of a medium-size law firm.
She is constantly busy, with broad responsibilities for personnel,
budget, new equipment, file indexes and occasional expansion of
physical facilities. Marilyn is on the recruitment team for associate
lawyers and coordinator of the annual attorney retreat. She is an
excellent employee who manages her time well. She is well com-
pensated and feels highly appreciated by both attorneys and sup-
port staff. Frequently approached by competing firms, Marilyn is a
much-sought-after administrator. Her firm’s challenge is to keep her
satisfied and motivated.

To prepare for her performance appraisal, Marilyn can:

v Track her workload.

v Compare her present responsibilities with last year’s
job description, listing added responsibilities.

v List accomplishments during the current review cycle.

Underscore how she leveraged those accomplishments.

v Envision what more she would like to do and describe
any training she needs to do it.

v Draw on her excellent track record, clear value to her
firm, and understanding of parameters to seek what
she wants most.

<

Marilyn’s supervisor can:

v Review her job description.

v Plan to recognize her terrific work, value to the firm,
and continuing loyalty.

v Plan to acknowledge that she’s in high demand.

v Set aside enough time to listen carefully and discuss
her ideas and proposals thoroughly.

v Prepare new challenges to keep her motivated.
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Richard, 36, is a supervisor in charge of overseeing the day-to-
day operations of the duplicating department. He interviews and
hires staff and ensures that they are well trained from the start. He
assigns jobs to technicians, keeps tabs on new technology, verifies
and approves time sheets, and makes sure that all duplicating re-
quests are fulfilled quickly and efficiently. Richard used to excel on
the job. Right now he’s constantly distracted because one of his par-
ents, who lives alone, is slowly recovering after a serious illness and
needs his help. The organization’s challenge is to support his present
needs yet make sure that he returns to meeting his work responsi-
bilities at an outstanding level.

To prepare for his performance appraisal, Richard can:

v Track his workload.

v Compare his present responsibilities with last year’s
job description.

v List added responsibilities.

v List any accomplishments he has achieved in the pres-
ent review cycle.

v Prepare how to acknowledge his shortcomings at work
that are a result of caring for his ill parent.

v Prepare a plan to help him deal with his added per-
sonal responsibility for what may become a long-term
situation, while recommitting to focus more eftectively
at work.

Richard’s supervisor can:

v Review job description.

v Prepare to acknowledge the difficult situation.

v Prepare a list of mounting concerns, but also some
positives.

v Plan how to re-engage and refocus Richard, seeking
his suggestions in advance so that the review, which
Richard is probably dreading, will be more upbeat.

v Plan to set measurable goals for improvement, along
with a time frame for assessing their achievement.

v Prepare information regarding the company’s
Employee Assistance Program and other resources

that can help Richard.
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Peg, 27, is the receptionist for an advertising agency. She greets
clients, maintains security in the reception area, handles the switch-
board, tracks comings and goings of employees, sets up client files,
lines up equipment for meetings, and picks up secretaries’ typing
overloads. Peg is a poor performer. She is often late, takes unsched-
uled days off, does not consistently get deliveries out on time, and
often errs in taking messages and other administrative duties. De-
spite several coaching sessions, some adjustment of her hours to ac-
commodate travel time, monitoring to be sure her workload isn't
excessive, and many reminders, Peg has shown little improvement.
Her job is now in jeopardy, and her personnel file contains a written
warning.

To prepare for her performance review, Peg can:

v Determine whether she values her job and wants to
keep it.

v Review the warning in her personnel file, her job
description, and her workload.

v Prepare a list of solutions to documented problems and
propose deadlines for herself to implement them.

Peg’s supervisor can:

v Review her job description.

v Review documented discussions and warnings.

v Document her performance since the most recent
warning.

v Plan to express a continuing commitment to work
with her and identifying training that can help im-
prove her performance.
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Appraisals That
Don’t Bite

Organizations...are not paying enough attention to doing the right
thing, while paying too much attention to doing things right.

—Warren Bennis, presidential adviser
and leadership expert

Too often, the evaluation form becomes the centerpiece of the
appraisal process, functioning as a hurdle to get over until the next
deadline. A bank vice president reflected the thoughts of several in-
terviewees: “Completing the form feels as if the appraisal is all done.”
Another manager said, “Evaluation forms leave lots of room for the
negatives and just a few lines for the positive stuff.” Perhaps this isn’t
surprising. “Many performance appraisals often seek out weaknesses
rather than pointing out strengths [even though] individuals are em-
ployed for what they can do, not for what they cannot do.™

A survey of Fortune 500 companies showed that only about 10
percent of employees were satisfied with their organization’s perfor-
mance evaluation methods.> And, a survey by Harris Interactive/Taleo
Performance Management reported that 57 percent of respondents

33
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had either never had a review or rated it from “neutral” to “not use-
ful.” A survey by Mercer Human Resource Consulting found that
78 percent of companies routinely conduct annual performance re-
views and communicate the results to workers. But only 26 percent
of employees said managers routinely provide constructive feedback
and/or coaching.

What lost opportunities! Organizations invest millions in fos-
tering motivated employees and many millions more to keep that
motivation alive. Yet the performance appraisal is too seldom valued
as a vital element of performance management.

Tapping Into Motivation

As J. Samuel Bois says in The Art of Awareness, “Motivation is
what impels us to do certain things rather than others; to wish for
certain things rather than others; to react to persons and situations in
a manner peculiar to ourselves.” In other words, motivation is per-
sonal; the performance review must be too. Each review is a highly
individual matter. What makes an employee want to excel? How can
an employee best communicate his or her personal best to a super-
visor? On either side of the table, tapping into motivation requires
preparedness, understanding, sound listening skills and a supportive
work climate. Above all, it requires a willingness to genuinely know
the person you're facing. A review once a year won't do it. If perfor-
mance feedback is not ongoing, the appraisal can happen almost by
rote, reminiscent of how journalist Edwin Newman’s wryly viewed
the World Series, as “play determined not by the quality of the teams
but by the annual occurrence of October.” With appraisals, both sides

can emerge as winners.

Motivated individuals will seek that end. Abraham Maslow, an
American psychologist, noted for his “hierarchy of human needs”
helped explain that people, when not blocked, will move up a ladder
of needs to fulfill their potential. Satisfying one need sets the stage
for advancing to the next. In this chain of needs, Maslow placed
“esteem” as fourth, before self-actualization, and after the satisfac-
tion of physiological, safety, and social needs. He says, “Individuals
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are motivated by the esteem they hold for themselves and in which
they are held by others. Although real achievements are rewards in
themselves, there is much enjoyment from the recognition and re-
spect of others.”

Published in 1959, the work of psychologist Frederick Hertzberg
is often cited as empirical evidence supporting Maslow’s needs’
theory.® In focusing on reasons for job satisfaction and dissatisfac-
tion, Herzberg, too, identified recognition as a factor in satisfaction.
Among his principles for implementing job enrichment, Herzberg
underscored “increased accountability, feedback and providing new
learning experiences™ as fixtures of most sound performance re-
views. Herzberg’s research showed that linking work and personal
satisfaction is a potent motivator.

If you're a supervisor headed into appraisal discussions, it’s use-
ful to remember that your best assets on the job go home at night.
Successful change depends on individual people and their collective
actions. As Norman R. Augustine writes,“By showing trust in and
respect for all employees, managers can empower people to do their
jobs to the very best of their abilities As Martin Marietta’s former
president, Tom Young, liked to observe, No one shows up in the
morning thinking: I guess I'll see how badly I can mess up today, but
an unenlightened management can put them in that frame of mind
by 9 a.m.” By cultivating and investing time in employees, managers
strengthen the foundation of the entire enterprise.”

As the employee being appraised, you might take inventory.
Who you are determines what you see. Do you see a solution in
every challenge, or a problem in every circumstance? When it comes
to approaching problems, are you likely to flee them, fight them,
forget them, or face them? It may be necessary to get out of the box
of your typical thinking.’

Before the discussion, be very clear about what you value, what
your supervisor or employee values, what your organization values,
and the documentation vital to supporting these perspectives. Ap-
ply the four A’s of positive-on-the-job experiences—being active,
accurate, attentive, and appreciative (see Chapter 2)—and you're set
to start the discussion.
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Motivational Benchmarks
Clear, challenging goals.

Good working conditions.

Reliable, helpful team members.

Effective communication from above.
Ongoing feedback from boss and others.
Consistently applied policies and procedures.
A certain amount of autonomy.

Recognition for a job well done.
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Upbeat Openings

In starting the discussion, supervisors might recall their own
feelings about being evaluated. Empathy can spur an approach, tone,
and even body language that makes the entire meeting less adversari-
al. Supervisors should realize that employees not only want feedback
but have a right to it. Employees want to know how they’re doing,
whether expectations are on track, and what the future holds. They
seek recognition and rewards. Supervisors want the satisfaction of a
management function done well. If this discussion is the culmina-
tion of a series of two-way talks giving performance feedback, there
should be no surprises. For example, one national financial institu-
tion uses a form that tracks goals throughout the entire performance
cycle. Supervisors and employees meet at least quarterly, and both
can gauge progress at any point along the way.

Usually evaluations are not so frequent, and sometimes it is
helptul for the supervisor or employee to acknowledge up front that
the appraisal discussion is a bit uncomfortable or anxiety-provoking.
It provides the opening to reassure employees that the review con-
tains many positive aspects. The supervisor can also underscore his
or her interest in the employee’s growth and development. Be clear
that the goal is to summarize what has already been shared at mini-
meetings and then to move on from there.
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A brief warm-up can set a comfortable tone. While this is a
professional meeting and small talk should be minimal, employees
(and supervisors) must also be relaxed enough to become genuinely
engaged. The aim is to be open, friendly, and positive. Both supervi-
sors and employees can demonstrate interest in trading views and
discussing particular projects or aspects of performance. The climate
should be inviting and non-threatening, with both supervisors and
employees open to hearing concerns without getting defensive. Su-
pervisors might heed former U.S. Secretary of State Colin Powell’s
words: “The day soldiers stop bringing you their problems is the day
you have stopped leading them.”*

Employees need time to read and absorb what their supervisors
have written. If they can’t review the evaluation before the meeting,
time to do so should be given early in the discussion. Supervisors
may wish to step out of the office so employees can focus better. It’s
important for supervisors to reassure employees that the appraisal
form is confidential and will not be left where others can read it.

Then, the supervisor and employee can review the appraisal
form jointly and identify points of agreement or disagreement. If
there is a self-appraisal, the supervisor and employee can go back
and forth between the appraisal and self-appraisal forms throughout
the meeting. Be ready to request (or provide) examples for any areas
of disagreement.

Supervisors can kick off the discussion with such open-ended
questions as:

v How do you think things have been going?

v Do my ratings seem fair? (If the answer is no) Why
not?

v Is there anything that, with hindsight, you wish you'd
done differently this year?

If an employee isn't ready or willing to participate, the supervi-
sor can consider postponing the meeting, explaining that it won't be
productive unless the employee actively participates. Emphasize that
discussion is two-way. Considerable participation by and input from
the employee is important for the employee’s perception that the pro-
cess is fair.!! Setting expectations for the discussion up front can help.
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Probing Questions

For Supervisors

v What do you think might help you meet next
year’s goals? What changes would you suggest?

v What would you like to work on?

v How can I best help you during the coming year?

For Employees

v How do you see my skills best fitting organiza-
tional needs?

v What’s your reaction to [cite specific initiative]?

v What do you see as the next steps in my
development?

v How can I better support you and this
department?

v What do you see as my three key priorities in the
months ahead?

Building Productive Discussions

A discussion involves two parties. They perform two equally im-
portant actions—+alking and Zistening. One doesn’t work well without
the other. Other factors may also frame the appraisal discussion. The
prior experiences or beliefs of one or both parties may play a part in
how the conversation progresses. One of the parties may not be accus-
tomed to discussing feelings beyond a narrow family circle. There may
be concerns about rejection or punishment, or that revealing some-
thing positive will be perceived as bragging. There may also be fear of
self-knowledge. We instinctively know that by disclosing ourselves,
we come to know ourselves better."?

While shared feelings are the building blocks of a relationship,
the most difficult part of communication may be that sharing itself.
Some people don't want to hear what you feel. Some are selectively
receptive. Yet how you feel is a large part of what makes you unique."
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Listening fully and openly is also a hallmark of productive eval-
uation sessions. Yogi Berra reportedly said, “You can observe a lot
just by watching.” The same applies to listening. There’s a major dif-
ference between listening and hearing: listening is active; hearing is
passive. Kicking off the appraisal discussion with open-ended ques-
tions will fall short if the other person is not actively listening. Ab-
sorbing the answers might contribute to a fairer rating. They might
contain terrific ideas or clues flagging serious concerns. Vital bonds
of shared understanding can be bolstered or flattened depending on
the quality of listening.

Supervisors often build the appraisal discussion by reviewing
significant accomplishments—giving praise and credit for quality
work. When it’s genuinely deserved, this praise is appreciated, and
employees find it stimulating and motivating. Managers often begin
with such statements as:

v This year, you made important contributions in develop-
ing and administering our media strategies. On [dates],
you were an effective spokesperson with the national and
local press, and then on [date] you did an excellent job in
explaining our initiatives to constituents.

v The research you carried out this year was impressive. You
developed an effective research design and strategies for
data collection and analyses. Because of your work, we’ll be
developing two new products.

v You've been more conscientious this year about managing
the pension plan, processing 20 applicant loans, and pre-
paring 11 reports and other information for the IRS audit.

Supervisors generally work their way through each section of
the form, focusing on technical aspects, then interpersonal ones.
Objective measures are combined with soft skills. “What” was done
and “how” the employee did it cover both bases. Statements and, as
applicable, ratings should be documented by real work examples.
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Active Listening

Aristotle counseled that we should use our two ears and
one mouth proportionately. That’s an important skill to prac-
tice if we’re committed to listening actively rather than merely
hearing. Wendi Eldh, a corporate trainer in Virginia, refers to
active listening as a contact sport. She developed the following
guidelines for getting it right:

v Be prepared to listen. Handle possible distractions
before the conversation begins. Turn off cell phones
and pagers.

v Focus on the speaker’s words and body language. This
requires turning off internal distractions, too. Without
staring, try to absorb the full message—it’s physical,
emotional, and verbal.

v Consider your own body language. Does it indicate
your level of listening? Is your level of openness in
tune with the speaker’s? The speaker may be watching
for physical clues that you are listening, especially if
his or her body language is open. A muted and closed
expression or posture may convey your disapproval or
disagreement.

v Open body language can include eye contact; relaxed,
open arms; alert, upright posture; and nods affirming
certain points. Closed body language might include
tolded arms, slumped posture, or shoulders or legs
turned away.

v Provide verbal cues that you are being attentive. Peri-
odically say, “yes,” or “I see,” or “I understand,” to rein-
torce that you are listening. If you show a willingness
to focus on distractions, you're not being attentive.

v Most importantly, use feedback and questions to
clarify meaning. Paraphrase the speaker’s message to
be certain you have understood. This both reduces
ambiguity and emphasizes that you are paying atten-
tion. This will also help you replace merely hearing
with active listening and engagement.
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Beyond the Comfort Zone

'The following example shows how a supervisor addressed a prob-
lem, recognizing an employee’s achievements yet candidly expressing,
in a supportive way, exactly where improvement was required:

Doug, as project manager, you brought in that technology
project on time and under budget. You used excellent planning
and implementing skills. As we discussed when it happened,
howewver, at times you weren’t responsive when other task fon‘e
members questioned a decision. At one point, you agreed to make
a suggested change, but then you didn’t talk to the team for the
rest of the day.

You bring a number of good skills to your assignments.
However, this organization also values true collaboration and
teamwork. You need to interact with other team members con-
sistently and in a way that makes them want to work on more
projects with you. When team members make a suggestion, work
with them to determine whether it would be useful. Express ap-
preciation if it’s an idea that will add value, or for just its sug-
gestion, even if it wouldn’t. And you should more actively elicit
ideas from the group.

Why don't you think about building in a brainstorming
session during the planning pbase.? That way, you empower the
team, and you might get a quicker turn-around on the project.
Working as a team is necessary for a ‘fit” here. I would be remiss if’
1 didn’t bring up this sensitive topic. You are an important mem-
ber (f the team, and I want you to be successful bere.

1 have more ideas about how you can work on this. Why
don’t you attend one of my task force meetings, so youw'll be able to
see what I mean in action.

After that, please let me hear your ideas for how you can
work on this.
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Feedback Sandwich
When feedback is especially tough and employees might

react negatively, one HR manager advocates using a “feedback
sandwich.” Based on the understanding that “feedback” covers
what one party needs, what the other party needs, and what the
organization needs, the feedback sandwich is a six-step method
for approaching a difficult discussion—with positive statements
“sandwiching” the criticism.

v The supervisor opens the discussion with a positive
aspect of the employee’s performance.

v The problem is identified, and the supervisor explains
his or her concerns.

v 'The employee is asked to explain his or her perspective.

v With examples, the supervisor outlines how the prob-
lem affects their organization’s goals.

v 'The employee is asked for solutions, and the supervi-
sor and employee together develop an action plan.

v The supervisor ends on an upbeat note, expressing
confidence in the employee’s ability to pursue a posi-
tive course.

Supervisors need to be direct about the behaviors they want
to see. Employees should feel empowered to ask about their per-
formance. Both should be open to a candid discussion designed to
turn around below-par performance. In the previous example, if the
supervisor hadn’t suggested he build a brainstorming session and
attend a task meeting to see how it’s done, Doug could have walked
away from his evaluation either thinking everything was great, or
with the nagging feeling that he needed to improve but didn’t know
how.

Make appraisals constructive, specific and performance-focused,
not personality-driven:
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Vague Specific
You are often late. You arrived 15-30 minutes af-

ter the start of your shift four
times this month.

You seem to make many errors.  During November, you made
six errors on the monthly re-
port, three errors on the cus-
tomer letter, and routed five
calls incorrectly.

You are never at your desk. I went to your office four dif-
ferent times yesterday, and you
weren't there.

Stay calm. Be encouraging. If you're the supervisor, never discuss
the need for improvement harshly. Acknowledge any circumstances
that were beyond the employee’s control. Work for understanding
rather than complete agreement. Aim to turn things around. Be ready
to offer help. Clarify what needs to happen by identifying specific ac-
tions that the employee can take. Refer to resources you have identi-
fied before the meeting to give the employee direction; perhaps there’s
a helpful training class, a book, or mentor. Prepare a plan both of you
can agree on. Most importantly, express confidence that you can work
through the issues together. Continue to check for reactions and un-
derstanding throughout the discussion.

If you're the employee, be prepared with your own suggestions
for improving your performance, and participate willingly in shaping
a plan with clear benchmarks to mark your improved performance.

Targeting Objectives

The joint process of writing objectives clarifies and directs
behavior, providing employees with results-oriented challenges.
Involved employees share ownership and pride of outcome, rather
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than feeling as if objec-
tives are being imposed
on them. Whenever
possible, build objectives
around what employees
most want to do. Mo-
tivated employees can
make a pitch for the
work they want, espe-
cially by wunderscoring
organizational benefits.
Objectives must be fea-
sible within given time
frames and include clear
performance standards.
Without  performance
standards, how can a su-
pervisor and employee
know that their objec-
tives have been reached?

Performance stan-
dards work as yardsticks
in measuring employee
performance. In most

Employee-Driven
Objectives

At the National Health Service
Hospital in the United Kingdom,
where supervisors and employees
jointly set work objectives, employ-
ees reported finding the process
beneficial as long as they were ac-
tively engaged in the process. They
reported that the objectives they set
for themselves were more interest-
ing and challenging than those set
by their supervisors. Employees also
reported pursuing growth opportu-
nities through the objective-setting
process. Because the hospital encour-
ages mini-reviews throughout the
year, the annual reviews are mainly
a confirmation of these agreements,
allowing a focused look at objectives
for the coming cycle.

cases, they measure either productivity or quality. A productivity
standard would require a salesman to close ten sales in three months.
A quality standard would require a salesman to close 10 sales in
three months without any processing errors. When standards are
clear and in writing, it’s more difficult to disagree about whether a

goal was met.

Sample measurement indicators include:"

1. Quantity

v Number of clients served per day.
v Number of items processed per week.
v Number of complaints handled per month.
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2. Quality

v Error rate/ratio.
v Percentage of orders without errors.
v Percentage of work redone.

3. Time

v Number or percentage of deadlines missed.
v Number of calls answered within three rings.
v Turnaround time.

4. Cost

v Percent of variance from budget.
v Dollars saved over period.
v Opvertime.

Objectives can reflect basic job duties, special responsibilities
for particular projects and organizational and departmental goals.
Developmental areas for employees’ growth are another important
source of objectives. What can best help employee improve perfor-
mance, move ahead or fulfill their particular interests tied to organi-
zational needs? Discuss any obstacles, such as time constraints and
availability of resources.

Successful Closes

As with the opening, aim for an upbeat close that paves the way
for a mini-review in the near future. Before closing, supervisors can
be sure that the job description is up to date. Employees can use this
opportunity to suggest including newly desired challenges. For both
supervisors and their employees, it’s a good time to ask whether the
current workload makes sense. As an employee, do you feel over-
whelmed or underutilized? As a supervisor, do you know how your
employees would answer?

Before closing, managers might invite feedback about their own
performance. Asking what employees need from supervisors can
yield a helpful blueprint for managerial efforts in the year ahead. As a

supervisor, this blueprint could be handy during your own appraisal.
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Objectives That Work

v Begin with an action verb.

v Specify, in writing, what needs to be accomplished.

v Clearly define how accomplishments are to be
measured.

v ldentify an end date.

v Link employee talents and organizational interests.

Example #1:

Design and conduct three supervisory-skills modules: the
first by October 10; the second by January 10; the third by April
10. On the final test, everyone you have trained should achieve a
score of 85 percent or higher. As the trainer, you should receive
a 90 percent or higher approval rate from the participants on
your delivery style and effectiveness.

Example #2:

Use various recruitment strategies to increase the number
of 25- to 35-year-old members by 15 percent within the next
three years. Recruitment strategies must include direct mail,
community membership drives, Internet, electronic media, and
local television and print media.

Summarizing what has been discussed is a productive way to
close. To check for understanding, supervisors can ask employees
to write the summary. Supervisors and employees might also share
thoughts about what was learned, whether there were any surprises,
whether the suggestions for improvement outweighed acknowledge-
ment of accomplishments, and general reactions. Employees should
know that the door is always open if they have a later reaction to
anything in the appraisal. They can also respond in writing.

Close on a friendly note. Supervisors should reinforce that the
employee is part of an important team and that his or her perfor-
mance counts. They must make clear that the discussion is about
business and the employee’s place in this business. Employees
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should be appreciative of their supervisor’s support and willing-
ness to help guide their talents and interests, along with those of
the organization. Appreciation must be expressed on both sides.

Employees sign and
date the appraisal form with Weig hi ng O bjectives
the understanding that this
merely indicates that the
form has been discussed.
The employee should walk
out with a copy of the form.
Confidentiality can again
be stressed. It’s up to the
supervisor to make sure any
promised follow up occurs
as quickly as is feasible. It’s
up to the employee to ini-
tiate feedback about any
areas of particular concern,
especially if the supervi-
sor is likely to bring them Agree on a plan and commit
up at the next mini review. | it to paper. Make clear that the
It’s also up to employees to [ employee will be accountable for
keep supervisors informed following through, and that the
about the work results of | supervisor will monitor progress,
their effort to achieve the | provide guidance and be available
stated goals. for occasional collaboration.

Consider prioritizing objec-
tives based on their importance.
Supervisors and employees can do
this together, factoring in:

v Impact on mission and
strategic plan.

v Effort involved.

v Special knowledge or
creativity required.

v Scope of project.

Effect on other work.

v Repercussion of not
achieving the objective.

<

Three Scenarios

Markedly different objectives highlight the appraisals of Marilyn,
Richard, and Peg, the composite people introduced in Chapter 2. Be-
cause Marilyn is already a terrific achiever, the challenge for her evalu-
ating supervisor is to keep her enthusiasm high and engage her in
identifying fresh goals to pursue in the year ahead. Recognizing how
she enjoys developing programs and administering details, Marilyn’s
supervisor acknowledges her value to the firm, then suggests she take
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on the planning for her law firm’s legal and community activities over
the coming year. Marilyn is asked to survey the firm’s partners about
topic choices, draft an agenda, suggest speakers, and present options
and a budget to the planning committee within ten weeks. Her al-
ready considerable day-to-day responsibilities of keeping the law firm
running smoothly are also updated and spelled out on her appraisal,
each with measurable goals. Given her enthusiastic approach to im-
plementing numerous tasks, Marilyn and her supervisor schedule a
mini review in four weeks to be sure she’s not too overloaded to meet
expected deadlines.

Richard’s situation is much different. Distracted by a serious
family illness, he’s a good worker whose performance is sliding. The
challenge is to prevent further sliding and help renew Richard’s
pride in performing well. During the appraisal discussion, Richard’s
supervisor can acknowledge the difficulty of the situation and pass
along the Employee Assistance Program information she obtained
for him while preparing for the review. Because of Richard’s excel-
lent contributions to developing his company’s Winter Technical
Exhibit three years before, his supervisor works to engage him in
the upcoming exhibit, not asking him to leave home to attend but,
instead, partially delegating the responsibility of determining which
of four senior copy technicians will represent their company. This
will involve objectively discussing the qualifications of each techni-
cian with their respective supervisors as part of the exhibit plan-
ning team, contributing to a written report, and helping to prepare
the designated technician to attend, including providing input for a
panel discussion and computer demonstration. This work all needs
to be eftectively concluded by the exhibit’s opening in two months.
Goals for Richard’s daily responsibilities are set as well. The supervi-
sor closes by acknowledging the tough circumstances and reinforc-
ing that she has full confidence in Richard’s commitment to meet
his responsibilities. A mini review is scheduled in three weeks to
monitor his work.

Despite continuing support, Peg’s performance continues to be
poor. But rather than turn the appraisal session into a termination,
her supervisor again explains the concerns about Peg’s performance
and its adverse impact on the organization. The supervisor also tries



to have Peg acknowledge her behavior. As a last effort to find a solu-
tion, the supervisor wants to schedule a meeting the following week
to discuss a plan to quantify her improvement. Peg agrees, realizing

Appraisals That Don’t Bite

this is her last chance to keep her job.

Performance reviews can be recorded in many forms and by

Types of Appraisals

various methods.

Absolute Standard or Category Rating

This is a single-form recording method.

v

v

Adjective Rating Scale: Also known as the Graphic
Scale Appraisal, this is one of the oldest and most pop-
ular methods. As the chart below shows, the appraiser
marks the rating that best describes the employee’s per-
tormance. Generally, there is a “comments” section for
specific examples to support the rating.

Performance Performance
Factor Rating

Initiative: Willingly Far exceeds
assumes new and expectations
challenging assign- Exceeds
ments. Is self- expectations
directed and moti-

.. _ Meets
vated. Anticipates expectations
what needs to be P'
done and does it. R Part1ally.meets

expectations

Does not meet
expectations

Checklist Appraisal: On this form, the supervisor

responds to the list of behavioral descriptions. Some-
times items are weighted to reflect importance.
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Does the HR assistant: Yes No
1. Post job ads on time? a a
2. Prepare complete orientation packets? O O
3. Maintain files accurately? a a
4. Answer employee questions promptly? O O
5. Computerize data promptly? a a
6. Support other staff as requested? a a

v Forced-Choice Appraisal: Choosing between two or
more specific statements, the supervisor selects one that
best describes the employee. In a variation of this form,
the appraiser selects a statement that is “most like” the
employee and another that is “least like.”

Relative Standards or Comparative Ratings

These methods compare employees against other employees.

v Group Order Ranking: Using this method, the super-
visor ranks all employees who report to him or her so as
to extract a particular classification, such as the top third.

v Individual Ranking: Employees are ranked accord-
ing to their work performance, from highest to lowest.
There can be no ties.

v Paired Comparison: Comparing each employee with
every other member of the group, this method ranks em-
ployees’ performance by counting the number of times
any individual is rated the highest within the group.

Narratives

These take the form of a written assessment as opposed to a

checklist.

v Essay Appraisal: The essay, which can be whatev-
er length the supervisor desires, describes employee
strengths, areas for development, achievement of goals,
plans for improvement or development, and so forth.
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v Critical Incident Appraisal: Focusing on key behav-
iors that define aspects of the job, the supervisor writes
specific, work-related anecdotes conveying what an

employee did or didn’t do.

Behaviorally Anchored Rating Scales
Coupling elements from the Critical Incident Appraisal and

the Adjective Rating Scale, the supervisor rates employees’” perfor-
mance of specific tasks, using a continuum from low to high, for
example, from 1 to 5.

Employee Feedback Form

Is employee feedback built into your organization’s evaluation
form? If not, you may wish to check the feasibility of including a
form for it in your appraisal process. Perhaps you can pilot it in your
own department; then, if you're pleased with the results, suggest it
be used organization-wide. The idea is to generate thinking from
employees that will be helpful during the appraisal discussion, or as
part of a mini-review. Just as important, it conveys the message that
employee input counts. This form complements the probing ques-
tions on page 38:

Here are five questions that can help jump-start our ap-
praisal discussion on [date]. Responding is voluntary, but I hope
you'll think about responses and jot down your thoughts so we
can discuss them during our meeting, to make sure we’re both
clear about how your work can be as gratifying as possible.

v What work do you most enjoy doing? Are there a
Jfew areas that stand out?

v What responsibilities brought you the most satisfac-
tion during the past [length of review cycle]?

v Ideally, what would you like to do that you're not
doing now?

v What would it take to do this? How can I help you?

v Can I help you in other aspects of your work?
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Mission: Possible

Teamwork is the ability to work together toward a common vision,
the ability to direct individual accomplishment toward organizational
objectives. It is the fuel that allows common people to attain uncommon
results.

—Andrew Carnegie, industrialist, businessman, philanthropist

Every successful organization has a mission, a vision of its own
reason for being and its future. Think of it as the umbrella goal to-
ward which everyone, from the CEO to the receptionist, is working
together. How do you ignite that mission on all levels of the orga-
nization? How do you keep the vision glowing as it’s translated into
goals, objectives and performance measures, tied up in budgets, and
bounced about in often uncertain economies?

The motivation begins at the top. “Producing change is about
80-percent leadership—establishing direction, aligning, motivating
and inspiring people—and about 20-percent management—planning,
budgeting, organizing and problem-solving,” writes Harvard professor
John Kotter. But leadership “exists at all levels of an organization. At

53
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the edges of the enterprise, leaders are accountable for less territory.
Their vision may sound more basic; the number of people to motivate
may be two. But they perform the same leadership role as their senior
counterparts. They excel at seeing things through fresh eyes.”

Top CEOs understand this. UPS’s cofounder and former
CEOQ, James Casey, is credited with not just pioneering a com-
pany but building a culture. Yet he once admonished a reporter to,
“remember the story is to be about us—not about me. No single
individual should be given a disproportionate share of the credit.”
Similarly, Louis V. Gerstner dedicated his book Who Says Elephants
Can’t Dance to “the thousands of IBMers who never gave up on the
company, their colleagues, and themselves. They are the real heroes
of the reinvention of IBM.”

At a discussion in August 2001, Dr. Lionel Tiger, of Rutgers
University, said, “Leaders often forget that people are predisposed
to do a good job. I'm always impressed with the films in which the
young player rushes up and says, ‘Send me in, coach.” People are
hardwired to want to be sent in. One of the things good leaders do
is to allow people to do what is built into them to do anyway, which
is to contribute.”

It’s All About Values

But contribute what, and how? Suppose an employee is working
really hard, doing his or her best, yet still not doing what is best for the
organization. The reason for this outcome may be that the company’s
“core purpose” is not clear. In a Harvard Business discussion, it was
said, “Core purpose reflects an organization’s reason for being. An ef-
fective purpose reflects idealistic motivations for doing the company’s
work. It doesn't just describe an organization’s output or target cus-
tomers; it captures the soul of the organization.”

For this soul to reach every cubicle, it needs to be integrated
through all aspects of work. It can't just be a slogan on the wall, or
perks given out simply to say “good job,” unless that job is performed
so as to advance the organization’s mission and the employee under-
stands that he or she not only performed well but also furthered the
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company’s core purpose. Irying to enlist employees in a “purpose”
is futile if that purpose is not explicit in job descriptions, objectives,
and performance measures. Supervisors and employees are bound to
feel uncertain about their own value in an organization if the link
between their work and organizational mission and values is not
clear and in the forefront of every part of their work.

Core values are the essential and enduring tenets of an organi-
zation. A small set of timeless guiding principles, core values require
no external justification; they have inzrinsic value and importance to
those inside the organization.

The Walt Disney Company’s core values of imagination and
wholesomeness stem not from market requirements but from the
tounder’s belief that these qualities should be nurtured for their own
sake. William Procter and James Gamble instilled in P&G’s culture
a focus on product excellence, not merely as a strategy for success
but almost as a religious tenet. Service to the customer is a way of
life at Nordstrom that traces its roots back to 1901, eight decades
before customer service programs became stylish. As former
Johnson & Johnson CEO Ralph S. Larsen put it, “The core val-
ues embodied in our credo might be a competitive advantage. But
that’s not why we have them. We have them because they define for
us what we stand for.”® Such convictions are the spirited force that
Peter Drucker described as “turning out energy larger than the sum
of the efforts put in.””

Even with organizational principles firmly embedded, if aware-
ness of them stays in the boardroom, most employees may not even
know they exist. For this reason, communicating an organization’s
vision and strategy to every employee should be viewed as an inter-
nal marketing campaign. Its goals are identical to those of tradition-
al marketing campaigns: to create awareness and affect behavior.®

Capturing the essence of core values and purpose is not an ex-
ercise in semantics. The point is not to create a perfect statement but
to convey a deep understanding of your organization’s core values
and purpose, which can then be expressed in many ways. The idea is
not to spout a slogan but to “get upfront and personal” with an orga-
nization’s reason for being, to mainstream its principles and practice
its values as a given of daily work life.
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Georgia-Pacific’s
Cascading Goal-setting

Georgia-Pacific believes it’s criti-
cal that an employee understand how
what they work on every day directly
links with and supports the organiza-
tion’s mission:

“Georgia-Pacific recognized
that its processes for reviewing
and managing performance
were cumbersome and, more
important, did not always
provide a clear link between
employee activities and the
goals of the organization. To
restructure its performance-
management systems, the
company designed a database,
accessible to salaried manage-
ment online and in real time,
that defines a standard com-
petency set applicable to all
employees. The Georgia-Pa-
cific strategic planning process
generates company goals and
measures that are set in Janu-
ary and then cascaded to all
levels of the organization. The
new performance manage-
ment process then links these
organizational objectives to
individual performance tar-
gets, establishing a clear link
between objectives and daily
employee activities.”?

Creating a sound
link with organizational
mission and strong rec-
ognition for workers
contributing to it can be-
come even more crucial
in a down economy. Mary
Hayes wrote in Informa-
tion Week that “in tough
times, companies are
seeing the value of mak-
ing sure employee goals
are closely aligned with
the goals of the business
overall.” Computer soft-
ware, carefully tailored
to mission and values, or
goal-alignment software,
can help employees de-
velop goals, as well as
tracking reviews, bonuses,
and merit pay increases.
Analyst Maria Schafer
emphasizes that how the
tracking is explained is
all-important: “If you say,
‘We're going to be track-
ing you and watching
you,’ who wants that?” In-
stead, she says, companies
must show employees
that they’re stakehold-
ers in the business and
that the more insight
they have into corporate
strategies, the more likely
their company’s success.'
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NationsBank, now integrated with Bank of America, has used
goal-alignment software effectively. Its software gathers relevant in-
formation from every organizational level and transmits it to execu-
tives as brief electronic reports. If executives want more detail about
a given performance measure, they can double-click the item in the
electronic report.”As a result, managers at every level can readily see
if targeted objectives are being met, can tell where the best perfor-
mance is coming from, and reward those responsible,” wrote Omar
Aguilar in an article for Strategic FinanceM

Doing Your Best vs. Doing What's
Best for Your Company

A vision provides the focal point, but, to manage performance
effectively, employee performance must be aligned with organiza-
tional goals. As Peter Drucker wrote, “The real difficulty lies not in
determining what objectives we need, but in deciding how to set
them.”” In other words, “how can both managers’ and their boss’
eyes be focused on what the job—rather than the boss—demands?”**

In The Art of Awareness, ]. Samuel Bois wrote that communica-
tion is a vital start: “It’s a two-way affair, and the receiver’s function
is no less important than that of the sender.”” Regardless of wheth-
er everyone “buys in” to the organization’s goals, each person in an
organization can be expected to understand them. And buy-in tends
to grow as employees feel connected to a mission, understand why
and how their contributions are significant, and have performance
measures directly linking their specific contributions to organiza-
tional goals.

The performance appraisal, as a mainstreamed asset, can help
drive the entire organization toward a shared vision that reflects
proudly on everyone in the organization. “A team isn’t really a team
if it isn't going anywhere,” wrote John C. Maxwell in 7he 17 Essential
Qualities of a Team Player. “And if the values, mission, goals and
practices of a team dont match up, youre going to have a tough
time as a team player.”"
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Supervisors and other managers should be evaluated on how well
their departments contribute to accomplishing strategic goals. To get
everyone on board, accountability needs to cascade from the top. One
human resources consultant, called in to train 180 supervisors on ap-
plying strategic goals to individual departments, learned quickly that
the supervisors had no idea what these new goals were; they had not
been shared—on any level—prior to the training.

Even supervisors who are well grounded in goals can be helped
by being trained to not just implement, but also to identify and
frame goals. If “improve customer service by 30 percent”is a prior-
ity, every department in the organization should spell out what, how,
over what time frame, and at what cost it plans to effect the goal.
Each department can contribute, even if its function isn’t to provide
customer service directly. The point is that everyone works together.

Goal-directed performance appraisals might be viewed as a six-
step process:

1. Establish business objectives and strategic goals.
2. Effectively communicate business objectives and goals.

3. Assess organizational structure’s alignment with business
objectives and goals.

4. Assess the employee’s capacity to achieve business objec-
tives and goals.

5. Fill in the gaps between capacity and business objectives
and goals.

6. Implement, measure, and modify goals.”
When properly executed, an appraisal can become a powerful

tool for establishing corporate culture and ensuring that employees
understand and act on the organization’s broad strategic goals.

Management by Objectives

An evaluation strategy called Management by Objective (MBO)
encourages a supervisor/subordinate partnership that looks ahead. The
focus is on goals to be achieved, rather than on past performance. The
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staff person, actively engaged in
the process, is responsible for
managing his or her own job
performance, rather than just
getting “marked” on what has
already occurred.

Popular in private and pub-
lic organizations, the original
MBO concept came from the
accounting firm of Booz, Allen,
and Hamilton and was called a
“manager’s letter.” The process
consisted of having all the sub-
ordinate managers write a letter
to their superiors detailing what
their performance goals were
for the coming year and how
they planned to achieve them.

Beyond an evaluation pro-
gram or process, MBO reflects
an “entire philosophy of man-
agement practice, a method by
which managers and subordi-
nates plan, organize, control,
communicate, and debate. By
setting objectives through par-
ticipation, or by assignments
from a superior, the subordi-
nate is provided with a course
to follow and a target to shoot
for while performing the job.”®
Goals are objective, often quan-
tifiable, and almost always in
writing.

Strategic Human
Resources

Top management might
begin to look toward the hu-
man resources department as
less of a “service only” depart-
ment and more of a strategic
unit, like marketing. Why not
invite the head of human re-
sources to participate in the
strategic planning process?
He or she can provide ideas
on how to use performance
appraisal as a tool for at-
taining organizational goals.
Dont stop at goal-setting.
Craft a full plan that periodi-
cally measures effectiveness,
rewards advances, and derails
failure. Organizational vision
is the framework in which
all employees are expected
to measure up, knowing they
can count on informed, en-
thusiastic support along the
way. Discussing vision’s role
in running an organization,
Merck & Company former
Chairman and CEO Ray-
mond Gilmartin said, “Every-
thing you do is for a reason,
and that reason is contained
within the vision.”*®
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Because this approach is built on specific goals, it is critical
that these goals be aligned with organizational vision and priori-
ties, not only across a company, but within a department. Given
their prominence, these are the goals that a staft person will feel
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most responsible for achieving.

MBO works something like this:

v

Employee creates a goal list (not too long), or the em-
ployee and supervisor develop it together—goals are
concrete, realistic, and challenging, and they include
time lines.

Goals are considered in the context of organizational
mission and needs of and department needs, along with
the employee’s talents and interests, including training
or other support needed to address the goals.

'The goals may be modified as needed; then the employee
and supervisor agree on a written list of specific goals.
'The two develop a clear action plan.

‘Throughout the evaluation cycle, the supervisor infor-
mally encourages goal attainment, and the employee
takes the initiative to check in.

At the end of the evaluation cycle, they meet to dis-
cuss outcomes and repeat the process for the upcoming
cycle, possibly retaining some goals that have not yet
been fully achieved.

Here’s how the performance reviews of Marilyn, Richard, and

Three Scenarios

Peg are linked to the goals of their organizations:

Marilyn’s law firm has set a goal of 15-percent revenue growth
over the next 12 months and will hire seven associates to reach that
goal. Because Marilyn coordinates new hires in her role as office
administrator, she and the managing partner identified nine new
objectives. Several of them give Marilyn new challenges and involve

some traveling, which she has been eager to do:
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Participate in on-campus recruiting at five law schools.
Select attorneys who will conduct on-site interviews.
Be sure all travel and related arrangements are made.
Circulate the resumes of screened candidates.

Create schedules for students to be interviewed at the
firm.

Distribute and explain the interview assessment form.
Collect completed assessment forms, tally them, and
present the results to the managing partner.

Ensure that follow-up letters are sent to every candi-
date interviewed.

Coordinate final hiring details as requested by manag-
ing partner.
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Richard, in his supervisory role, understands that his company
must produce cutting-edge products to meet customer needs and
stay competitive. Therefore, he is expected to continually learn all
he can and stay on top of new developments. Given the situation
with his ill parent, he has not pursued new training during the past
several months. Loss of a recent order made the lapse even more
apparent.

To meet organizational revenue goals, he worked out the fol-
lowing objectives with his supervisor; each advances organizational
goals, yet are attainable despite Richard’s need to spend time with
his parent. Over the next four months, Richard will be evaluated on
four new objectives:

v

Identify and participate in two to four short-term
training courses, some of which may be available online
or during work time rather than as evening or Saturday
seminars.

Identify four to seven potential new customers and work
with his supervisor to set up a two-hour training session
demonstrating their company’s newest capabilities.
Follow up by phone with participants and assess their
level of interest, submitting a report to his supervisor.
Meet with the supervisor in four months to discuss
how well he has met these objectives.
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As for Peg, given her continuing poor performance record, her
supervisor sits down with her and asks how Peg thinks she can be
more helpful at their advertising agency. The question has an upbeat
tone. It also puts more responsibility on Peg, making her account-
able for a workload that she helps shape. If Peg really doesn’t want
to begin contributing to the agency at an acceptable level, it will be
clear.

The discussion generates three objectives that, along with al-
ready assigned tasks, will drive Peg’s performance. A follow-up dis-
cussion is scheduled in three weeks to review only these new objec-
tives, each of which is geared toward strengthening customer service,
designed to help generate new business. A discussion is scheduled in
six weeks to review Peg’s progress toward all her objectives. The new
objectives include:

v Greet clients by name and ensure that their requests
are met within one day, alerting a supervisor if that is
not feasible.

v Attend the weekly staff meeting, select one project that
is discussed, and suggest a way she can contribute to it.
Ensure that the front desk is covered during the hour-
long meeting, coordinating with a supervisor to secure
the designee’s commitment two days in advance.

v Offer to help out at next week’s exhibit showcasing
campaigns developed for the agency’s clients during
the past year, again coordinating with a supervisor so
that the front desk will be covered.



The Many Facets
of Compensation

Not everything that can be counted counts, and not everything that
counts can be counted.

—Albert Einstein, Nobel Prize—winning physicist

Defined in its broadest sense, compensation is any reward or
payment given for services performed. Operationally, that definition
tends to narrow according to the definer’s perspective. Managers
typically define compensation as the financial rewards package pro-
vided to employees in exchange for their services—wages, salaries,
commissions, and bonuses, plus insurance and other types of indi-
rect monetary benefits. Employees generally think of compensation
more narrowly, as the wage or salary they receive from their employ-
ers for their work.!

The difference is not subtle. With 30 percent or more of com-
pensation in benefits, most employees are receiving significantly
more than the bottom line, or net pay, on the check they take home.
It’s not unusual for employees to be happily surprised when their
benefits are quantified—not just as numbers in paychecks that may
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not be scrutinized regularly, but as a concrete breakdown that is
flagged during the compensation discussion phase of the perfor-
mance appraisal.

As explained in Managing Compensation (and Understanding It
Too), “The total rewards package has three purposes:

1. To attract a sufficient number of qualified workers to
fill organizational positions.

2. To retain employees so that turnover is held to accept-
able levels.

3. To motivate employees to perform to the fullest extent
of their capabilities.”

Organizational rewards packages are usually structured with
three main components:®

1. Direct Monetary Rewards. Sometimes called cash
compensation, direct rewards include everything (such
as salary, wages, commission) that an employee is paid
tor work accomplished or effort expended. This income
is discretionary.

2. Indirect Monetary Payments. Usually called benefits,
these payments include items of financial value that do
not result directly in employees’ receiving spendable
dollars. They cover various forms of protection, such as
health, life, and disability insurance, and services, such
as uniforms, free parking, financial counseling, and em-
ployer subsidized cafeterias.

3. Psychological Satisfactions. Psychological benefits
are key in work environments. This type of compen-
sation includes recognition, opportunities to perform
meaningful work, social interaction, job training, ad-
vancement possibilities, and similar factors.

There are two fundamental compensation philosophies:

1. 'The entitlement philosophy is often characterized by
cost-of-living raises and across-the-board pay increas-
es. Eligibility is longevity-based. There is either a gen-

eral pay increase for all employees, the same increase for
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all employees within a classification, or a step increase
within a pay grade or range.* While the performance
appraisal is crucial for feedback, development, and oth-
er purposes, it provides little, if any, assistance when pay
is entitlement-based.

2. 'The performance-based philosophy entails a variable
pay approach, in which pay increases or decreases based
on a measure of performance. Not everyone in the same
job will be paid exactly the same, and not everyone will
like the approach.” By documenting performance that
can support or discourage a pay increase, performance
appraisals are usually a vital aspect of performance-
based compensation.

Communicating About Pay:
Shadowing the Appraisal

'The discussion about pay is usually more effective when held apart
from the performance evaluation. If not kept apart, talk about com-
pensation can be distracting. Mentioned upfront, an employee may be
mentally computing the new amount, or feeling down because it’s less
than anticipated. If kept to the end, the employee may wait tensely
for the figure and fail to actively engage in the appraisal discussion.
Either way, talk about pay might aftect the entire discussion.

Pay, however, does shadow most formal evaluations. Employees
will be eager to find out about future paychecks, and supervisors
will either want to recognize good work with a tangible reward or
perhaps just get past disappointing news (although there is ample
teedback that shows they are more likely to delay the discussion
than to quickly get through it). But pay is inextricably tied to ap-
praisals, and it’s fair for employees to expect that the compensation
will be scheduled at the end of the appraisal meeting, or soon after.

At the meeting, the supervisor should be prepared to thorough-

ly explain why and Aow the salary decision was made, not just in
the context of the employee’s performance but in line with overall
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compensation decisions. If an employee would have received more
in better economic times, he or she has the right to know it. If there
is a tight pool and others have performed more effectively, that
should be communicated honestly as well. The supervisor needs to
clarify what the raise is based on, the range of possible increase
amounts, and the reasoning that supports the sum awarded.

If supervisors have stayed on top of appraisals through a series
of mini-discussions, and employees have stayed actively engaged,
the discussion about money should include no real surprises. If there
are surprises, supervisors might question whether they said anything
misleading, and employees might question whether there are real
lags in their performance and, if so, what it will take to correct them.

Talking About Dollars

The best of supervisor/employee relationships can get sticky
when it comes to compensation. This is especially true when a tight
financial pool must be distributed among several highly deserving
team members. Here’s a look at how Mark (employee) and Carol
(supervisor) candidly address his justifiable request for a financial
reward and her justifiable need to dole out limited dollars fairly.
Both hold their ground, yet engage in a respectful give-and-take as
MarK’s performance appraisal comes to a close:

Carol: Mark, I looked over the contributions you made recently,
and I'm so pleased. The coordination you handled and the research
you applied to our new series of public seminars are terrific. You
really helped the department by designing and conducting that
needs assessment. The new products were just what our custom-
ers wanted. You were critical to the launch of those products, too.
And as a result of your outreach and creative client communica-
tions, this year’ first frve product seminars were filled to capacity.
1 don’t know who worked harder on them than you.

Mark: Thanks for noticing all that. I spent a lot of time on those
efforts and think my input really helped.
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Carol: I'll make sure you get a copy of this appraisal. As you've
Just seen, your contributions are highlighted in the summary sec-
tion. And I'll definitely be thinking about another opportunity
far You fo use your creaz‘i’uiz‘y and perseverance.

[Carol stands up to close discussion]

Mark: 1d like to discuss one more point with you. Didn't you just
tell me I worked harder than anyone else? And that my efforts re-
sulted in some real success for us, some additional revenue?

Carol: Yes. I also put that in writing on the appraisal form.

Mark: Well, this is a little awkward, but 1 feel I merit some-
thing more for all of the extra time I put in. I spent five com-
Plete weekends in a row working on this project, and also many
late evenings. I brought in 25 new customers this quarter and
worked on the committee to design an online customer order
form. There have already been more than 1,000 hits on it.

Carol: We'll be talking about increases at another meeting,
Mark. This one is just to assess your performance, which is excel~
lent. But I do want you to know that I don’t have a lot of flex-
ibility with increase amounts. I have to spread a finite amount
among all six of you on my team. I'm not at liberty to discuss
your coworkers, but I value each of you for your unique strengths.

Mark: But you said I worked harder than anyone.
Carol: I recognized you for your efforts, but please understand

that other members of the team have done a series of similar
projects—most have also been successful and generated addi-
tional revenue. What I plan to do is distribute the increases in
an equitable way. I do have access to a small discretionary fund
that I use for one-time bonuses. I'm glad you pointed out those
additional contributions. I plan to look at all the data and make
those awards next week. 1 promise youw'll know something soon.

Mark: I hope all of my work will count.

Carol: I won’t forget you, Mark. Your work is excellent, and I
appreciate it. But until I take a comprehensive look at our bud-
get and ﬁgure out a fair increase distribution across the board for
all the employees, I cannot commit to anything. Thank you for
being patient.
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Employees aren’t the only ones appraised by their companies.
Jobs themselves undergo a process of evaluation and analysis, in part
to help establish a pay structure. “Job evaluation” is the process of
analyzing and ranking all the jobs in a given organization to deter-
mine the value of each job in relation to the others. Organizations
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What Counts?

generally use one of these methods:

v

Classification Method. Pioneered by the federal gov-
ernment, this approach seeks to identify common skill
sets, expertise, or responsibilities across a wide range of
different job descriptions. A supervisor with an MBA
who manages 10 to 20 employees would be classified
with a similar supervisor elsewhere in the organization,
even if one were working in manufacturing and the
other in marketing.

Ordering Method. Sometimes called the “ranking
method,” this approach is much more subjective. A spe-
cial committee, usually comprising both management
and employee representatives, hammers out the relative
rank of each job in the company without using specific
weighting criteria. The committee simply asks, “Which
is more important to us—Job A or Job B?”'This method
works well for small organizations, but it can be very
difficult to administrate in companies with hundreds
of positions.

Point Method. This is perhaps the most objective (but
also the most complicated) of the three approaches. In
this method, management assigns a point value to each
of the skills, education levels, or other requirements
necessary to do a given job. The job of nuclear engineer,
for example, might be assigned many more education
points than that of file clerk. Add up all the points, and
the organization has objective criteria for comparing
jobs and establishing pay structures. It takes a lot of
work to put a point system in place, but afterwards the
organization has a fair, reliable, and objective system
that can work for years.
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It's Not Just About Pay

Pay has substantive and symbolic components. In signaling
what and who in the organization is valued, pay both reflects and
determines the organizations culture. Therefore, managers must
be sure that pay practices send the company’s intended messages.
Talking about teamwork and cooperation and then not having a
group-based component to the pay system matters, because paying
solely on an individual basis signals what the organization believes is
actually important—individual behavior and performance. Talking
about the importance of all people in the organization and then pay-
ing some disproportionately more than others belies that message.®

Performance appraisals send powerful messages about an orga-
nization’s principles. The care with which evaluations are developed,
whether they are developed, and how timely and tailored they are, con-
vey how much the company values its employees. And the extent to
which employees participate in the process reflects their commitment,
as well. Given that appraisals themselves can be awkward and “pay is a
difhicult topic of conversation in most organizations. . .altogether taboo
in many workplaces [and] simply not discussed unless absolutely nec-
essary,”’ the coupling of a genuine talk about evaluation and pay may
be a conversation still waiting to happen. How pay is structured and the
thoroughness with which a manager addresses it “reflect a fundamental
[organizational] belief about people, motivation, and management.”

But it’s important to have this conversation. Having an attractive
benefits package is not enough. Employees must have ample knowl-
edge of all benefits available and the value of those benefits. Yet re-
search has indicated that the typical employee is able to recall less than
15 percent of the benefits received from the company. Effective com-
munication is apparently the exception rather than the rule.’

'This is unfortunate because, beyond the “how much,” employees
care about understanding the “why” of their pay. “While the actual
amount is very important, they want to know the rationale behind it.
Research has shown that pay satisfaction increases with understand-
ing of the pay scheme.”

Employees must see rewards as fair and equitable in order to be
motivated. Equity theory emphasizes that an individual is concerned
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not only with the absolute rewards for efforts contributed, but also,and
perhaps more important, with the relationship of his or her rewards
and efforts to the rewards and efforts of others." Employees’ com-
fort levels with compensation and recognition for work performed
will also help shape other factors, such as turnover and absence, all of
which are directly linked to over-all organizational morale, productiv-
ity, and competitiveness.

By developing a keen understanding of organizational compen-
sation policy, and amplifying that knowledge with specifics linked to
individual employees, managers have an opportunity to build trust
and strengthen communication in an area that is often difficult.
They can be terrific ambassadors in showcasing company benefits
and organizational values.

Communicating About Pay

There are several things to keep in mind when delivering news
about pay.

Specificity Is Key

A manager’s promise of a “good increase” may not look so good
to an employee. A remark such as, “I'm going to get you the most
I can,” may build unrealistic expectations. “It is important to work
out the details beforehand so that specifics can be clearly commu-
nicated...,” writes Terry Satterfield in “Speaking of Pay,” an article
in HR magazine. “No chance of misunderstanding or false expecta-
tions can be permitted.”

Pay Is Relative

“Each individual has a unique set of personal circumstances that
make a given number high or low...same for the company,” writes Sat-
terfield. Supervisors should understand the “reference point,” the fac-
tors such as performance, market, and economy that go into compen-
sation, and explain them. Explaining can mean the difference between
a disappointed, frustrated employee and a disappointed employee
who appreciates being told about the bigger picture—and sees it.
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All Pay Is Not Created Equal

Base pay and bonuses, the most common forms of direct cash
compensation, require different discussions. Talk about base pay is
more general and balanced. Market practices, budget realities, and
pay range are reference points. Bonuses offer a terrific motivational
opportunity. “Handing money to an employee while discussing ac-
tions and behaviors [you] would like to see repeated creates a pow-
erful link between performance and reward,” writes Satterfield.'

Ways to Pay
v People-Based Pay. The bureaucratic job-based ap-

proach used to determine pay won't be the major for-
mat driving pay system designs of the 21st century.
Instead, the new designs will be people-based, driven
by today’s service and knowledge sectors.™

v Skill-Based Pay. Master new skills and boost earn-
ings. No one receives a raise or promotion until new
proficiency is demonstrated. Instead of job descrip-
tions, “person” and “skill block” descriptions are devel-
oped. The evaluation tools include direct observation,
testing, and measurement of results.

v Knowledge-Based Pay. Be rewarded for acquiring
additional knowledge, performing either the current
job or a new one.

v Credential-Based Pay. Be recognized for having a
license or diploma, or passing examinations given by
a third party professional or a regulatory agency.

v Feedback Pay. Job descriptions become mission
statements aligned with strategic business objectives
that establish a direct link between an employee’s role
and accomplishing those objectives.

v Competency-Based Pay. Subjective measures, which
now are not usually considered, are added to skills,
knowledge, and credentials. Motives, values, self-im-
age, and even social role might be included. It’s dif-
ficult to assign a dollar value on this model.
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Pay for Performance

Pay for performance describes a broad range of pay practices.
Repeated raises, while not meant as such, might be considered enti-
tlements if they are not linked to specific performance achievement.
Pay for performance is intended to link a worker’s actions to his
or her well-documented level of performance. Despite the commit-
ment of management time and administrative complexity required,
nearly one out of six organizations use such systems.'

Just like the appraisals they’re often tied to, salary structures
have changed through time. The traditional structure is hierarchi-
cal, with minimum to maximum ranges and grades and narrow pay
bands. There may be a few dozen such ranges. This structure often
supports traditional merit pay programs driven by appraisal systems
that yield overall numerical scores. Perceived as being more objec-
tive than other structures, the traditional one is often an integral
part of an organization’s management style.!®

Base pay, also a traditional form of compensation, provides di-
rect compensation not affected by weekly productivity. However, the
performance appraisal system and a job market study of average pay
rates is crucial in justifying and determining an increase in base pay.'®

Skill-based pay focuses on the fundamental knowledge, skills,
and abilities required of a position. But developing the performance
criteria for assessing a skill can be very time consuming, and the
skills may become outmoded, replaced by technological develop-
ments. And then what is to be done with the worker? Reduce his or
her pay given the obsolete skills? Raise the worker’s pay for achiev-
ing the replacement skills?”

Variable pay can work for individual, team, or organizational per-
formance, perhaps as a bonus or some form of incentive payment. In
executive compensation programs, stock options might be included.
Variable pay generally requires a more fine-tuned performance ap-
praisal system because it is outcome-oriented. For variable pay to gen-
erate worker interest and energy, the expectations must be realistic
and the rewards for achieving these outcomes must be meaningful.
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Nevertheless, from a financial standpoint, variable pay can be a very
appealing alternative to base pay increase systems. Variable pay does
not compound from year to year. Funds not spent can be reused in the
current year or the next budget cycle. “Having employees re-earn their
performance bonus each year creates a compelling reason for them to
improve instead of relaxing into an entitlement mentality, which is
often the result of base pay increase programs.”™®

Piece-rate pay is a form of variable pay in which worker out-
put (number of widgets produced) is easily measurable and directly
linked to his or her compensation. Pay can vary from day to day or
hour to hour. Often, the worker receives a base rate. Added com-
pensation is based on output above a predetermined standard. A
piece-rate system can be administered without any formalized per-
formance appraisal system.

Gainsharing aims to build productivity by sharing organiza-
tional gains from that productivity with those responsible, as in re-
wards for saving time or dollars. While gainsharing outcomes are
often quantifiable, they can vary considerably from one work unit
to another, making consistency in performance appraisal difficult.

An alternate structure, the fast-emerging use of broadbands, ac-
commodates today’s flatter organizational structure by eliminating
narrowly defined jobs. Broadbanding emphasizes skills development
and gives employees more freedom to move, either laterally or up and
down, within a pay grade. An employee desiring to downshift to a less
stressful position, for instance, could do so without suffering a drastic
pay cut. Broadbanding recognizes that 21st-century employees often
perform not one but several different jobs."

Under broadbanding, pay decisions rest largely with managers—
and the performance appraisal can be key. Entry-level employees
with minimal qualifications begin at the first step of their range. But
advancement depends on performance. All raises become individu-
ally determined merit raises. On the downside, managerial discre-
tion opens possibilities of favoritism and abuse of the broadbanding
structure.®
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Incentives...or Disincentives?

More than 50 years ago, behavioral scientist Frederic Herzberg
concluded that, “If you want people to do a good job, give them a
good job to do.” Herzberg found that achievement and recogni-
tion are motivators. Pay becomes an issue only when it’s inadequate,
in which case it’s a “dissatisfier.” Today’s employers seem boundless
in their quest to give recognition. There are rewards for every reason.
But however creative, how well do these perks work?

Alfie Kohn, a leading writer on money and motivation, asked
whether the rewards work for the long-term interest of the company,
or for some short-term personal goal? He indicated that non-cash
rewards don't increase quality, productivity, or creativity. He pointed
out that “one of the most thoroughly replicated findings in social psy-
chology is that the more you reward people, the more they tend to lose
interest in what they did to get the rewards. When interest declines,
so does quality. ‘You can get people to do more of something [or do
it] faster for a little while if you provide an appealing reward. But no
scientific study has ever found long-term enhancement of quality of
work as a result of any reward system.”*

“People seek, in a phrase, an enjoyable work environment,” wrote
Jeffrey Pfeffer.” Investigating successful companies characterized by
motivated employees and low turnover despite competitive markets,
he found that “one of the core values at each company is fun.” In Six
Dangerous Myths About Pay, he described what employees value at
the SAS Institute in North Carolina:

Employees said they were motivated by SAS’s unique perks—
“plentiful opportunities to work with the latest and most up-to-date
equipment and the ease with which they could move back and forth
between being a manager and being an individual contributor. They
also cited how much variety there was in the projects they worked
on, how intelligent and nice the people they worked with were, and
how much the organization cared for and appreciated them.”*

Robert McNamara, former Secretary of Defense, once said,
“Brains, like hearts, go where they are appreciated.” The point that
experts repeatedly underscore is that when core values are conveyed
by recognition on many levels, when incentives capture organizational
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principles and genuinely honor employee dedication and talent, they
can work exceptionally well. When awards are just exercises in giv-
ing awards, and an organization’s core values are not defined and
embedded at all levels of the organization, awards will tend to fall
flat after initial interest. To sustain employee motivation, there needs
to be more than a symbolic pat on the back...unless the pat is truly
earned and the act of giving it is heartfelt.

Recognition matters. In 7001 Ways to Reward Employees, Bob
Nelson offers a treasure chest of positive and creative reinforcements—
everything from low-cost, no-cost, and fun awards, to attendance
and safety awards, team awards, self-development awards, and sales
goal awards. Research by Dr. Gerald Graham throughout the United
States revealed that the type of reward employees prefer is personal-
ized, spur-of-the-moment recognition from their direct supervisors.
And a survey of American workers found that, in fact, 63 percent
ranked a pat on the back as a meaningful incentive.”

In addition to other opportunities, ensuring a series of informal
evaluations throughout the year, rather than just the yearly appraisal
“event,” builds in the time to provide recognition that employees and
supervisors value. One study found that just 41 percent of surveyed
employees believe that the average company listens to employees’
ideas. The average American worker makes only one or two sugges-
tions per year, while the average Japanese worker submits hundreds.?

Three Scenarios

Applying compensation considerations to our three composite
employees, Marilyn warrants extra incentives, Richard requires can-
dor and support and, based on her continuing poor performance,
Peg merits no increase.

Because Marilyn is such a consistently good performer, but al-
ready at the top of her range, she is slated for a substantial bonus.
Her firm wants to keep her. As an added demonstration of apprecia-
tion, Marilyn might also receive a significant non-financial benefit.
A thoughtful and very special perk might be free parking or atten-

dance at her law firm’s retreat.
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Richard’s history of solid performance serves him well during
this difficult period when his ill parent needs his help. But work
concerns need to be discussed openly. If Richard’s work continues
to slip, his next rate increase will be affected. For the time being, it’s
not. Richard also receives other support, including the opportunity
to explore telecommuting, a compressed work week, or time off un-

der the Family and Medical Leave Act.

Peg’s poor performance still shows no improvement. Giving her
any type of financial or non-financial recognition would send the
wrong message. Acknowledging the problems, and documenting
them as they occur, doesn’t appear to be making a difference.
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Rating Error Traps

1 don’t know that there are any shortcuts to doing a good job.

—Sandra Day O’Connor, first female justice
on the U.S. Supreme Court

When employees trust their supervisors to conduct fair and
unbiased evaluations, their satisfaction with the system increases
dramatically.’ But the process must remain trustworthy; if it breaks
down toward the end because of rating errors, the whole effort is
tainted. Both employees and supervisors must be aware of what
these errors are and how they affect performance evaluations. Em-
ployees need to stay vigilant, and managers’good intentions must be
accompanied by the skill, understanding, and training required to
reduce rating errors as much as possible.

Even then, it’s difficult. Although software can support some
types of evaluations, performance appraisals are a human process—
conceived, developed, and administrated by people. No evaluation
comes with a flaw-free guarantee. Peter Drucker makes it clear that
performance cannot be measured fully: “As each human being is
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unique, we cannot simply add them together, or subtract them from
one another....[T]o arrive at meaningful measurements is one of the
greatest challenges to management.”?

Goal-based systems are often seen as the best current option for
rating performance, but they must be used carefully. The kinds of be-
haviors that are specified in the goal-setting process are exactly what
the employee will tend to focus on in his or her work, so it’s critical that
these are the behaviors the organization wants to encourage.’

Examples can be drawn from the composite employees of the
three scenarios used at the ends of chapters in this book. Because
Marilyn takes great pride in being cited for outstanding interper-
sonal relationships, there is some danger that she may not insist that
some work move as fast as required. Richard’s goals of processing a
high number of duplicating orders per week may undercut quality
and, in fact, may hurt business. Although Peg’s poor performance
must be addressed at every level, it’s possible that paying attention
to effective telephone protocols is undercut by a responsibility such
as supporting typing overloads. This is another instance in which
customer service may suffer.

Rater Bias

Focus on the dynamics of worker characteristics appears to have
surfaced close to a century ago. Workplace awareness of individual
needs and differences goes back to at least the early 20th century. In
England, the work of Charles Darwin popularized ideas that individ-
uals differed from each other in ways that were important. In France,
the work of Alfred Binet and Theophile Simon led to the develop-
ment of the first intelligence tests, and during World War I several
armies tried using these tests to better assign soldiers to jobs. By 1923,
personnel management was spelling out how to match a person’s skills
and aptitudes with job requirements.*

Performance evaluations have been evolving since the early 20th
century, when they were created, in part, to reduce the potential for la-
bor unrest. Companies began introducing formal job analysis to aid
in employee selection and rationalize the hodgepodge of wage rates
that existed in many companies.’
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Bias in the process is well documented. A 15-year study by
Pennsylvania State University revealed a pattern of employment
practices that historically helped men get promoted to upper-
management positions. It showed that employers make decisions
based on “impression management,”the ability of employees to shape
and manage a self-image that positively influences others. Women
were shown to be “low self-monitors,” that is, less concerned with
crafting an impressionable image than men, whose “chameleon-like
quality” helped them adapt to changing social climates. It was dis-
covered that “when employee promotions are based on subjective
evaluations rather than skills and talent, men have the edge, with a
15 percent higher chance of being promoted.”

Another study, at a Midwestern university, found that when
viewing a female employee on video, students consistently gave her
lower ratings on such characteristics as “dependability” and “ability
to do the job” when she was pregnant than they did when she was
shown five months later, even though her behavior was the same on
both tapes.”

Evaluation problems also emerge because of perceptual dif-
ferences in definitions. When words such as poor, fair, adequate,
satisfactory, and excellent are used, the evaluation can be distorted.
Exactly what does each mean? In comparison with whom? Is every
employee being rated by the same standard?

Common Rating Errors

Halo effect. An error can occur when an outstanding quality that
the employee posesses unjustifiably affects the entire rating. There is
a difference between halo errors and a true halo, which is justified
by across-the-board excellent performance. Some organizations ask
raters to evaluate everyone on a single dimension before proceeding
to the next. The aim is to encourage raters to focus on a particu-
lar dimension rather than overall performance. Another often-used
method is “reverse wording,” which structures forms so that a favor-
able answer for the first question might be 10 on a scale of one to 10,
while a favorable response to the sixth question might be one on the
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same scale. Again, the evaluator is required to focus on each question
separately. Favorable first impressions that stay intact despite evolv-
ing problems are sometimes attributed to the halo effect.

Horns effect. In this reversal of the halo effect, a negative di-
mension becomes the basis of the whole evaluation, and a poor rat-
ing emerges because the negative performance in one area casts a
shadow on all the others. If a sales manager, for example, receives
a poor rating because he or she turns in paperwork late, that rating
might be extended to sales skills that are excellent. Careful docu-
mentation of sales closings through the year would be one way to
correct that kind of unjustified evaluation.

Sunflower effect. Managers may worry that giving employees
a rating of “average” will reflect poorly on themselves, and so give
all their employees top ratings. But that can backfire: the managers’
supervisors may question the ratings and conclude that the man-
agers did not spend enough time on the review to do it carefully.
During an exit interview at one association, the departing employee,
when asked his perspective on performance appraisals, responded
that they were a joke—despite his earning among the highest rat-
ings in the entire association. “Don’t get me wrong,” he said. “I like
the increases, but I'm not doing my best work. I want to learn more,
and either my supervisor doesn’t care about understanding the work
of different employees, or she just doesn’t care.”

Leniency or harshness error. One rater may tend to be tough-
er or more lenient with employees than other managers, or several
raters may all have different value systems. When appraisals apply
words like “adequate” and “good,” standards might not be defined
clearly enough to ensure consistency throughout an organization.
Some raters just tend to mark high; others low. It’s often why em-
ployees report feeling as if they’re back in school—and frustrated.
Two employees performing similarly may receive quite difterent rat-
ings from their respective supervisors simply because of these super-
visors’ tendencies to rate high or low. This error is also called posi-
tive or negative leniency. Evaluators report that positive leniency
“motivates employees and makes them feel good.” They may justify
negative leniency with the observation that “nobody’s perfect.” The



Rating Error Traps 81

tendency to make leniency errors is particularly strong when raters
are rushed.” Raters may be asked to check their evaluations for a
pattern toward leniency. One common remedy for this is to ask rat-
ers to distribute their ratings, with percentages designated for the
number of employees rated as excellent, good, adequate, and poor.
But this is a contrived solution and can unjustly place employees
in false categories simply because their evaluators must respond to
percentage demands.

Central tendency error. Some supervisors are reluctant to give
high or low ratings. They rate all employees as average and fail to
distinguish between the star performers and those who need specific
support. Also termed “clustered ratings error” or “scale shrinking,”
this method absolves managers from having to make judgments. It’s
sometimes used by raters who feel they don’t know an employee
well enough to come up with an actual rating. Sticking to the mid-
dle makes these evaluations less useful for making personnel deci-
sions such as promotions, salary increases, training, counseling, and
even feedback. Raters who make a central tendency error can be
shown the bigger picture so they understand how their ratings are
distorting the evaluation process. Sometimes organizations ask that
employees be ranked so they don't all end up in the middle. But
imposing a bell curve disbursement of employees’ ratings can create
other problems. Forcing the hand of a manager in an effort to ar-
rive at predetermined ratings, or at a distribution that supports the
increased budget, is not fair to employees and can lead to serious
morale and legal problems.

Sugar-coating error. Discussing concerns verbally isn't enough
to evaluate performance well. Problems develop when supervisors
talk at length about needs for improvement and other concerns, but
just jot down a few general lines on the appraisal form itself. Every-
thing communicated verbally should also appear in writing, and vice
versa. If that is not done, and further action needs to be taken, the
available documentation falls short. For example, an employee may
consistently give other departments incorrect information, but her
appraisal reads only, “more care is needed in communicating to oth-
ers.” That does not cover the full scope of concern.
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Recency of events error. This error occurs when the rating is
based on a recent events—good or bad— rather than the entire pe-
riod that is to be reviewed. Alleviating this error is one excellent rea-
son for ensuring ongoing documentation and discussion. Without
these activities, raters can forget the last five months of behavior and
evaluate just the past five weeks. Employees sometimes exploit this
reality, becoming especially active and visible just before review time.
But even if a supervisor documents performance effectively, employ-
ees will benefit from carrying a “picture” of their efforts during the
review cycle into the appraisal meeting, particularly if he or she has
shown improvement since the previous cycle.

Critical incidents effect. Similar to the halo and horns effects,
this error distorts the overall review by giving undue emphasis to a
single episode, positive or negative. No one incident should domi-
nate the entire review cycle. An especially excellent or poor perfor-
mance at any point in the cycle should not subsume performance
during the rest of the cycle.

Contrast effect. When the evaluation of one employee affects
that of another, it’s known as a contrast error. Because every employee
merits an appraisal based on individual performance, the contrast er-
ror skews the process. If a stellar performer, for example, is evalu-
ated right before a good performer, the contrast might demote the
second employee to just a fair rating. A contrast error can also result
when the rater compares past and present performance. An employee
rated “good”in one review might be rated “poor”in the next one, even
though his or her performance would otherwise be rated fair.

Personal Bias Error. Bias has many faces—and none belongs
in the appraisal. Some types of bias are readily apparent. But others
are subtler, such as what’s called a similarity error. This distortion
occurs when a supervisor gives a higher rating to an employee sim-
ply because the two of them share similar characteristics, such as
getting to work on time or being willing to work late. A supervisor
may be totally unaware that he or she is even doing this. Long-
time employees should be evaluated based on the quality of their
performance, not on the number of years they have been with an
organization. Ongoing, careful documentation, coupled with ob-
jective standards, goes a long way toward countering a bias error.
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Stereotyping, or generalizing across a group, is tied to bias. Just
like other forms of bias, stereotypical views can also be subtle. Not
recognizing individual differences and assuming, for example, that
all marketing directors are motivated and ambitious and that every
engineer is highly analytical creates subjective standards that can
lead to rating errors. There may also be perceptual difference errors
shaped by the manager’s experiences and perspectives. A teacher,
for example, might be appraised based on the rater’s classroom ex-
periences rather than on his or her own teaching skills.

Low motivation error. Evidence shows that it is more difficult
to obtain accurate appraisals when important rewards depend on
the results.”” When the stakes are high, supervisors may be reluctant
to provide an unbiased appraisal for fear of hurting the employee’s
chances of receiving added compensation, a promotion, or other op-
portunity for professional growth.

Pastanchoring errors. Employees get caught in this error when
managers rate performances based on prior evaluations instead of

taking a fresh look.

Sampling error. This error occurs when the evaluator rates an
entire review cycle on the basis of just a small sample of an em-
ployee’s work.

Varying standards error. When two or more employees per-
form similar work yet are held to different standards, the discrep-
ancy distorts a fair and just evaluation process. One employee, for
example, might be rated “good” for closing 65 percent of his or her
sales while another employee documenting the same number of
closings is rated only “fair.”

Holding employees accountable when it’s not their fault.
Widespread negative evaluations probably mean that fault is with
management, which is not holding all employees accountable. If,
for example, documents from large numbers of staft tend to show
up late at certain times, there may be problems with technology, not
the employees. It’s important to check that before appraisal time.
Employees should also not be held accountable for work require-
ments they were never told about, a problem that can surface when
work standards are set without referring to the job description and
actual requirements. This error is tied closely to setting unrealistic
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objectives, such as holding employees accountable for work they’re
not trained for, or having them field multiple priorities with unre-
alistic deadlines, complete complex assignments without adequate
research assistance, and similar misplaced goals.

Attribution bias. Distorted ratings occur when outstanding
performance is attributed to factors external to the employee being
rated, such as “great team support,” but poor performance is per-
ceived as the result of an employee’s own behavior. Poor techno-
logical acumen, for example, might be attributed to lack of employee
understanding, while excellent technological skills might be due to
organizational training. In one instance, the employee is held account-
able; in the second, an external factor gains the praise. A supervisor
may want to grab credit for good performance. In other words, when
work goes well, good management is credited. When it doesn’t, poor
employee performance is blamed.

Reducing Rating Errors

'The following practices greatly reduce the errors in performance
reviews:

Management Review

Performance appraisals should be reviewed by the manager’s
manager or the human resources department before the manager sits
down with the employee. This helps ensure that the rating matches
the narrative and that the overall assessment is justified. Being one
step removed from the manager/employee relationship, the man-
ager’s manager can contribute the objective insight and construc-
tive feedback needed to make necessary changes. The management
review provides safeguards that are important to both the supervisor
and the organization.

Training

“Research shows that training can minimize rating errors. When
raters learned which data to focus on, how to interpret it, and how to
use it to formulate judgments, ratings were more reliable and accurate
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than when there was no training or training incongruent with rating
needs,” wrote E.D. Pulakos." The two most popular types of training
programs are designed to help eliminate the kinds of errors described
previously and to improve supervisors’ observation and recording
skills. While programs dealing with errors seem to eliminate many of
them from ratings, there is much less evidence that this kind of train-
ing actually increases the accuracy of appraisals. Programs focused on
observation and recording skills may offer greater improvements in
accuracy than those that simply focus on errors, according to an article

in The Journal of Applied Psychology.”

Regardless of the format, effective training conveys a full un-
derstanding of the evaluation process. It involves learning how to
complete all materials, becoming a true player in appraisal sessions,
being alert to legal implications, and leaving the door open to a con-
tinuing process. Trainers design sessions reflecting the particular
culture and needs of organizations, with workshop activities that
tackle the tough challenge of reducing rating errors.

Rater training serves to remind supervisors and employees of
the importance of the appraisal process. It underscores that for every
employee to receive the fairest rating possible, information must be
reviewed responsibly, knowledgeably, and legally. Because it’s not dif-
ficult for rating errors to creep into any performance evaluation, it’s
essential to be on guard against any distortion of the process.

Training will work only if supervisors are motivated and com-
mitted to applying it and organizational accountability is built into
the process. Conducting high-quality, timely performance appraisals
should, in fact, be a rated factor in the appraisals of supervisors.

Appeals Process

Most companies build employee response into the evaluation pro-
cess. This may take the form of an employee-generated memo, but often
it is an official response form that is attached to the written review.
Sometimes happy employees will respond accordingly, but employees
who are displeased with their ratings are more apt to express their re-
action. Some organizations make sure those employees have another
option: a complaint resolution process or formal grievance procedure.
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Ensuring Checks and

Balances

Conduct rater training.
Clarify the sequence of
evaluation procedures.
Ensure that the
supervisor’s supervisor
signs off on all appraisals
before they’re given to
employees.

Build in time for the
Human Resources
department to conduct a
second check.

Provide a clear form
inviting the employee to
respond, in writing, to
the review.

Institute a formal
appeals review, including
a mediator if the em-
ployee desires one.

Smart companies believe
that any employee with a
complaint should have the
opportunity to be heard and
have the concern promptly
and objectively reviewed
and corrected, if necessary,
with no fear of retaliation.
Organizations support
resolution through varying
routes; some are two- or
three-step processes, others
are more extensive.

For any process to
be effective, it should in-
clude an orderly and well-
communicated  system,
specific steps and time
frames that are followed
by any employee with
a similar issue. Conflict
resolution processes begin
with an employee putting
his or her rebuttal in writ-
ing, then discussing those

concerns with the immediate supervisor. The organization should
designate in writing how many days the employee has to schedule
and conduct this meeting and each subsequent meeting as necessary.

If the issue is not resolved by this point, a more formal process
begins. An independent mediator might be brought into the pro-
cess to facilitate a resolution as quickly as possible. If the employee
remains dissatisfied, the supervisor can schedule a private meeting
between the employee and the supervisor’s supervisor. This meeting,
too, should occur within a specified time, after which both managers
write the results of their respective meetings on designated portions
of the appraisal form. If an employee still seeks a resolution, he or
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she can meet with the next level of management. That individual
looks into the matter and proposes a solution.

If the dispute is still unsettled, a panel of trained peers, guided
by a mediator, can explore the information from both parties. The
peers will make a decision within organizational parameters. Hu-
man resources and one of the top executives will review the panel’s
decision, either signing off on the decision and making it binding, or
offering an alternative solution that all parties can live with.

Three Scenarios

The following evaluation incidents about Marilyn, Richard,
and Peg demonstrate how easily rating errors can occur. Because
Marilyn, a generally high performer, gets along well with everyone,
her supervisor gives her an across-the-board “excellent” rating, with-
out first reviewing her performance across the full range of rating
categories (halo effect). As another example, one of Marilyn’s key
responsibilities during the appraisal cycle was to contract out con-
struction work designed to expand the office in time for new at-
torneys to come on board. Despite contractor delays, Marilyn made
sure the job was finished on deadline. As significant as it was, her
supervisor allowed this one achievement to color all others (critical
incidents effect).

Richard’s parent was rushed to the hospital two weeks before
his performance review. Unexpectedly away from the office, he never
delegated his work, and part of an important assignment slipped
through the cracks. This incident stayed fresh in the mind of his
supervisor, who gave him an overall low performance rating despite
Richard’s other positive achievements during the appraisal cycle
(recency of events error). In another instance, Richard’s duplicating
department budget was sliced, despite a commitment to a client to
produce work requiring technology that now had to be placed on
hold. Told to deliver the work anyway, Richard had to outsource the
work, then was held responsible for the budget deficit (unrealistic
objectives error).
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Despite Peg’s continuing poor performance, her supervisor
keeps trying to support her, postponing or completely derailing the
need to fire her. She’s also concerned that a poor rating will affect
her supervisor’s review of her as a manager, so she gives Peg a higher
rating than her performance deserves, a disservice to Peg, her su-
pervisor, and the advertising agency that employs them (sunflower

effect).

Performance-Review Training Exercises
for Large and Small Groups

Open by asking participants to generate a list of why per-
formance appraisals are important; this jump-starts thinking
about the review’s long-term importance efore focusing on the
form.

Ask what documentation is needed to arrive at a fair rat-
ing, including last year’s goals, significant accomplishments,
job description, work examples, observation notes, input from
others, employee’s self-assessment, and any other job- or goal-
related information based on performance that should not be
overlooked. Build a discussion about the value and pitfalls of
each item.

Stage a role-play in which an “employee” works through
each section of the evaluation form, with ratings based on ex-
amples drawn from the documentation. The “employee” chal-
lenges the ratings, providing the “supervisor” a chance to clar-
ify why and how he or she arrived at the ratings. Sprinkled
through the explanation are blatant, then subtler, examples of
rating errors. Participants have sheets listing many rating errors.
Individually, then as a group, they are identified.

Small-group exercises are useful, too. After a general ex-
planation of rating errors, written scenarios are distributed
and participants break into small groups to identify the source
of problems. The larger group can then convene to discuss re-
actions to the process of identifying, then correcting, errors.
'The group can discuss the best ways for supervisors and em-
ployees to spot rating errors before they take hold.
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When Appraisals Derall

Tell me, I will forget,
Show me, I may remember,
Inwvolve me, I will understand

—Chinese Proverb

What can send an appraisal discussion off track? There are many
possible culprits. One of the most serious is an absence of mini-
conversations on performance throughout the cycle. The result is
often surprise and disappointment for the employee once they finally
hear the manager’s assessment during the anual discussion.

But there can be a number of other reasons for negative discus-
sions. This is the time to conduct what author Jim Collins calls an
“autopsy without blame,” an open, honest look at the reasons for
derailment and their root causes “in a climate where the truth can
be heard.”

Such an environment requires not just hearing but “active lis-
tening.” On the supervisor’s part, it requires a clear explanation of
purpose, a willingness to establish trust, the openness to invite the

89
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Blueprint for Positive
Appraisals
v Give feedback that

is specific and
behavioral.

v Describe the behav-
ior’s impact on the
team or the attainment
of the person’s goals.

v Express your observa-
tions calmly.

v Avoid overwhelming
the other person with
too much feedback all
at once.

v Let the person
present his or her side
of the problem, engage
in a dialogue, and
avoid any tendency to
lecture.

v Focus on the future.

v Clearly identify the
pay-off.

v Provide the appropri-
ate balance of positive
and negative feedback.
Ofter to help improve.

v Express empathy when
you perceive discour-
agement. Acknowledge
that change does not
happen overnight and

can be difficult.

The Essential Performance Review Handbook

employee into the feedback
process, and a genuine effort to
understand what the employee
is saying. Feedback must be
treated as information, not as a
value judgment.?

On the employee’s part, it
takes much of the same, with
demonstrated willingness to
become actively engaged in
owning the appraisal.

In Coaching, Ferdinand F.
Fournies emphasized that “[i]t’s
important to remember that this
is a discussion: two people are
participating in a conversation.”
Supervisors shouldnt lecture
or answer their own questions.
“[E]mployees have learned that
if the boss asks them a ques-
tion and they dont answer it,
the boss answers his or her own
question.” If, after a reasonable
period, the employee still hasnt
answered, the supervisor can ask
if the employee wants the ques-
tion repeated.®

In working toward next
steps, Fournies cautions that “[i]
tyou argue the merits of ideas as
they are given, you are wasting
idea-giving time. If you reject
ideas as they are given, you could
be punishing idea-giving behav-
ior....Generating ideas depends
on the interaction of ideas,” and
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the process needs patience to most effectively run its course. The best
ideas may even rebound from the bad or seemingly trivial ones. *

According to The Successful Manager’s Handbook, “Successtul
negotiation engages people, especially those who have ongoing in-
teraction, in seeking and identifying a solution satisfactory to all.
When both sides are open to winning on some points and compro-
mising or losing on others, they are more likely to arrive at a solution
they can accept and support. When a clear winner and a clear loser
emerge from a negotiation session, hard feelings are likely to result.
The “loser” may undermine the solution, and it is possible that no
one will “win”in the long run.®

For example, negotiating ideas can work like this:
Supervisor: It’s time to start the inventory count next week.
Employee: I created a new system for us to us.

Supervisor: I'm not convinced...I've been using our old system

for years.
Employee: It has some great features I think youw'll like, and it
lets us get the job done quicker.

Supervisor: Lets do this: continue to use the old tracking forms,

but add the new columns for the extra data you're gathering. We

can review it together and decide how to proceed. Sound fair?

Because any misunderstanding can be a springboard for an in-
accurate perception, it’s critical to correct it before the inaccurate
perception takes hold and spawns more.

Natalie Loeb, a New Jersey executive coach, calls feedback a
gift. “It’s hard,” she says, “to correct something when you're not clear
what it is.”

Employee: I know why you called me in.
Supervisor: Why do you think?

Employee: I came in late again yesterday. It’s that bus. It al-
ways runs late.

Supervisor: Yes, Jessica, I am concerned about that. But the real
problem is that we have a team here. You're on the team. If you
can come in late, it'’s not fair to the others. The same thing applies
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to the weekly report. I depend on everyones feedback to move it to
the board. So do you see what the problem really is here?

Employee: I'm not sure.

Supervisor: I want to hear what you think.

Employee: I guess I need to be more on time with things.
Supervisor: Why, do you think?

Employee: I'm part of the whole team here. And I'm creating
holes.

Superfuisor: You say it well, Jessica. Can I count on you now to

Sl them?
Employee: I'm on board.

In 7hat’s Not What I Meant, Deborah Tannen—a widely pub-
lished linguistics professor at Georgetown University in Washington,
D.C.—called attention to “some typical ways the conversational sig-
nals of pacing, pausing, loudness, and pitch are used to carry on the
business of taking turns in conversation; relating ideas to each other
and showing what the point is; and showing how we feel about what
we’re saying and about the person were saying it to. These are the
signals that combine with what is said to make up the devices we use
to show we're listening, interested, sympathetic, or teasing. Normally
invisible, these conversational signals and devices are the silent and
hidden gears that drive conversation.”

“We don't pay attention to these gears unless something seems
to have gone wrong,” Tannen wrote. “Then we may ask, ‘What do
you mean by that”” And even then we don't think in terms of the
signals ‘Why did your pitch go up?—but in terms of intentions—
‘Why are you angry?

Derailed appraisals can indicate a struggle to say what we mean.
But “say what you mean, and mean what you say” is only half of it.
How the information is taken in, and what occurs in the translation,
is where trip-ups also occur. This is especially true if blocks to listen-
ing are in play.
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The Hostile Employee

Toni, the front office desk clerk, doesn’t accept responsibility for
substandard performance and gets very angry and defensive during
the appraisal discussion. She disagrees with her review and blames
other employees while speaking with her supervisor, Lydia.

Tips for the Supervisor

v Let Toni respond.

v Listen.
v Ask Toni questions to find out the real reason for her
anger.

Lydia: It’s time to discuss a_few areas where you
can concentrate some additional effort.

Toni: What are you talking about?

Lydia: Well, I have a few samples of the monthly re-
ports here. There are some gaps where room charges
needed to be added before you submitted them.

Toni: Just a minute. That wasn’t my fault!

Lydia: Tell me how you think the process failed. Is
there something else bothering you?

v Restate your point of view.
v Let Toni know that it is difficult to continue the con-
versation with so much emotion.

Lydia: Toni, 14 like to do some problem-solving
with you here.
Toni: I think youre just trying to blame me. You
know very well that the kitchen is responsible for
getting that information to me. Why should I have
to remind them when it’s due? They're adults! You
Just want fo criticize me.
Lydia: I don’t want to criticize you. I want you to
be the best employee around here.

Toni: Right.
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Joe, the mail clerk, accepts his review without saying a word
and prepares to leave before there has been much discussion. His
supervisor, Charlie, thinks the review is fair and balanced, accept-
able overall. It seems that Joe is agreeing with him either to end the

The Essential Performance Review Handbook

Decide whether it is prudent to continue the perfor-
mance appraisal meeting.

If not, reschedule. If possible, establish some ground
rules for the rest of the meeting and continue.

Lydia: Toni, I can see that you're upset. These dis-
cussions about pe;formance are not meant to do
that. Why don’t we meet again later this after-
noon, at 3 p.m., and we’ll start over? I'll expect
you to approach the topic of work problems con-
structively. And we'll both come to that meeting
with some solutions. Is that a deal?

Be ready to share with Toni examples that support the
ratings and/or narrative comments on the evaluation
form.

Let Toni know that you will give her resources to help
her in her work and be available to provide guidance.
Make sure she understands that she will be respon-
sible for her performance. If she is able to turn things
around, you will be her biggest supporter.

The Too-Quiet Employee

session quickly or to please his boss.

v
v
v

Tips for the Supervisor

Probe to see what Joe’s feelings are.
Make sure he understands the performance issues.
Ask open-ended questions to encourage him to talk.

Charlie: I've covered all the points I wanted to go
over with you, Joe, but you haven't said much. 1
was /yoping for more of a two-way conversation
about your performance.
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Joe: Well...

Charlie: Why don’t you give me your reaction to
what I've said?

Joe: 1t was all fine, Charlie, really. I agree.

Charlie: Okay. Let’s talk about some future proj-
ects for you. What would interest you?

Joe: Whatever you want me to focus on is fine with
me. You're the boss, Charlie.

v Tell Joe that he will be expected to talk 60 percent of
the meeting time.

v Listen.

Allow silences.

v Reschedule if necessary.

Charlie: No, Joe, that’s not how this works. This
is your performance appraisal, a discussion pull-
ing together all the talks weve had over the last
six months. Its time for reflection, for planning,
and for some good feedback, both ways. Maybe I
wasn’t clear about what I hoped this meeting could
achieve. Why don’t we reschedule for tomorrow
morning and we’ll pick up there? I'll expect you to
do most of the talking, Joe, so be ready. Give some
thought as to what youd like to do next quarter
during the remodeling of the mailroom. Remem-
ber, Joe, I'm going to do a lot of listening not talk-
ing. See you then.

<

v Have more frequent meetings with Joe.

The New Supervisor

Tara was recently brought in from the outside to be the senior
vice president of human resources. Lucas, director of employee rela-
tions, wanted that position and felt he was qualified. He was very
disappointed that he wasn't selected and has not accepted Tara in
her role as her supervisor.
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Tips for the Supervisor

Anticipate resistance.

Respect feelings.

Be patient.

Avoid confrontation or downplay conflict; try to refuse
resistance.

Give adjustment time.

Show yourself as a supportive boss; remain positive.

Tara: It time to have your performance apprais-
al, Lucas.

Lucas: You haven't been here long enough to as-
sess my work.

Tara: That's true. So I won't be doing a full ap-
praisal at this time. But I wanted to share the form
your previous supervisor left. As we work together
in the months ahead, I'll be able to see the good
work you do first-hand. I'm looking forward to it.

Stress common ground/areas of agreement; build
rapport.

Be clear about expectations.

Stress mutual benefits for department.

Tara: I know we both want to be involved in the
most effective and efficient HR operation. And 1
think we could make a formidable team. I'd like us
to set some reachable goals for you and your group
for the next quarter. Lets examine the turnover
statistics and supervisory training sessions for the
last year. I'd like your thoughts on how we can
reduce the number of unemployment claims and
terminations.

Lucas: I have a lot of ideas.

Tara: Great. I was hoping you would. Lets get
started. This will be the first in a series of meetings

for us.

Keep communication open. Cultivate the relationship.
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The Settled-In Employee

Harvey, the marketing copywriter, is a long-term employee who
has not received honest feedback regarding his less-than-stellar
performance for years. Dorinne, his new supervisor, has taken her
responsibility of preparing an honest appraisal very conscientiously
and has to review some areas of unsatisfactory and marginal perfor-
mance. She has tried to provide open and honest feedback through-
out the performance period but Harvey has refused to hear it.

Tips for the Supervisor

v Show appreciation for the value Harvey adds.

v Ask Harvey how he thinks things are going. His
responses may help you decide how to proceed.

v Give specific examples of his performance that fell
short of expectations.

v Review a few earlier conversations regarding his
performance.

Dorinne: Harvey, you've been with the depart-
ment quite a while, and you've seen a lot of chang-
es. I rely on you to give me some of that archival
knowledge you have on so many projects. I value
that. As we discussed through the year, there are
a few areas of your performance that need some
attention.

Harvey: With all due respect, Dorinne, youre my
[ifth supervisor in seven years, and everyone else
thought I was doing just fine.

Dorinne: I can’t comment on how others might
have evaluated your work, Harvey. But I need
you to know that I take this responsibility quite
seriously. I want to continue to give you honest
Jfeedback to help you be even more of an asset to our
unit. I think there are some things we can work
on together. Id like that. For example, I have some
ideas that might help you get your response rate
up. Your last three packages didn’t meet the target.
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v Restate expectations.

v Ask open-ended questions to determine how Harvey
teels about his job.

v Reinforce his strengths.

v Develop a plan for improvement together.

v Express support that Harvey can meet the
expectations.

v Establish a follow-up process.

Dorinne: I've gotten the conference schedule for
the copywriters’ seminar next month. Perhaps
a few of the technical sessions would be helpful.
You need to get your response rate up to 10 per-
cent. Which sessions might be most helpful, do
you think? I think you'll be able to bump up those
numbers. Let’s review the next package together,
okay?

The Surprise Appraisal

Paul is a “hands-off” director rarely available to his manager,
Bernie. It’s now time for the performance review meeting, and
Bernie has no idea what Paul will say. There has been no ongoing
dialogue throughout the performance period, and Bernie is looking
forward to some constructive feedback.

Tips for the Employee

v Don't expect too much.

v Actively solicit feedback.

v Hit the high points of your performance; be brief and
focused; don’t be long-winded; don't overwhelm.

v Present a well-documented self-appraisal.

v Get clarification on expectations.

Paul: You're doing fine, Bernie, just fine.

Bernie: ‘Thanks, Paul. I've been looking forward
to hearing more about how I'm doing.
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Paul: More?

Bernie: Well, details about what I did that really
worked; what I could have improved on. And of

course, fuz‘ure projects...
Paul: I see.

Bernie: I've prepared a self-appraisal for you to
check. I've highlighted my major responsibilities
at the top, along with some of the major projects
for the last six months. Could we go through it
briefly?

Read clues as to when Paul is ready for the meeting to

end.
Bernie: Two last questions, because I know you
need to get to another meeting: Do you have spe-
cific deliverables for me next quarter? And what
specifically would you advise me to do fo get ready
for my next step professionally? I value your opin-
ion. 1d be available to pick up this discussion later
if that works better for you. These meetings help
me so much.

Accept that details arent important to Paul.
Try for brief follow-up meetings in the future; express

how they help you.
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Keep It Legal!

By Diane Gold

Fiction is obliged to stick to possibilities. Truth isn’t.

—Mark Twain, American humorist and author

In a legal battle, even emerging as a winner may feel like a half-
hearted victory after so much time, money, and emotion have been
invested in the effort. An employer can use performance appraisals
to defend against a claim, can be the focus of an employee com-
plaint, or can be used as evidence in legal disputes tied to other
employment decisions. If an employee is part of a “protected” class,
such as being age 40 or older, and an appraisal statement reads, “Carl
needs to show more energy,” that might be construed as an age-
related criticism.

When another employment decision is the issue, such as an
employer’s alleged failure to promote an employee, that employee
might point to outstanding appraisals to show reason for promo-
tion. If an employee alleges that his or her job was terminated for a
discriminatory reason, then, too, the employee may point to positive
appraisals to show that the termination is not justified.
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Avoid Challenges

To avoid lawsuits alleging discriminatory appraisals, it’s vital
that the performance objectives and the rating itself are consistent.
If, for example, an employee is rated on elements that were not
clearly articulated, he or she is more likely to allege that the rating
is unfair. If there is no clear basis for the rating, the employee may
assume that the reason for the low or negative rating is based on
race, religion, sex, national origin, or another illegal categorization.

As long as rating elements are objective, a manager will have an
easier time defending a challenged rating. If an employee is rated
on “friendliness,” for instance, what does that really mean? What is
friendly to one person might be annoying to another. Subjective crite-
ria such as attitude, personality, or demeanor are inherently difficult to
measure. Examples of more objective evaluation factors include mea-
suring how many sales an employee made, how often a copywriter
has met deadlines, or whether a vice president has brought projects
in on budget 90 percent of the time. While it’s not always possible to
quantify rating elements with numbers, aiming for objectivity makes
it easier for the manager to prepare the rating and easier for the em-
ployee to understand it. Quantifying those elements may also keep
the rating from being challenged.

It’s also vital that supervisors keep a running file of notes on
their employees’ performances. This ensures a contemporaneous
performance record with specific examples to cite. With carefully
kept records in hand, supervisors won't have to dig into their memo-
ries and are more likely to produce an appraisal that fairly reflects
the whole appraisal period, not just recent events.

EEO Compliance

Staying out of legal trouble means rating employees equitably,
based on their skills and abilities. Federal law prohibits considering
an employee’s race, color, age, sex, religion, national origin, pregnan-
cy, or disability in all employment decisions, including performance
evaluations. State, county, or city laws, and local rules or ordinances,
must also be followed.
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The most legally damaging comments in an appraisal are those
that blatantly indicate that the rater factored in a protected category.
The focus must be on performance only. Also, managers must be
trained in understanding and complying with employment laws.

Another problem is giving employees higher ratings than they
would otherwise receive—simply because a supervisor likes them,
has a personal friendship with them, or is attracted to them. Rat-
ings that factor in personality conflicts can also trigger legal trouble.
How much an employee is liked or disliked does not belong in the
appraisal process, and supervisors must keep personal feelings in
check to prevent claims of bias down the road.

Don’t Provide Evidence

Plaintiffs in employment cases often try to show that they do
not deserve undesirable treatment by using positive performance
appraisals. An employee questioning a demotion or low compensa-
tion will undoubtedly use positive performance ratings to prove that
the negative action is unfair and unwarranted. If managers inflate
ratings, they can find that their hands are tied later, when they need
to let someone go.

In a case of alleged discriminatory termination, employees with
a history of positive reviews can be expected to use those reviews or
ratings as evidence on their behalf. In one age discrimination case, a
court reasoned that the employer’s defense—that the plaintiff was a
poor performer—was not substantiated by written ratings. The court
ultimately concluded that using poor job performance as a reason for
his RIF (reduction in force) was “an afterthought.”

What the Courts Say

In analyzing discrimination cases, including ones involving
performance appraisals, courts follow legal analyses and case law
developed pursuant to Title VII of the Civil Rights Act of 1964.
Three areas of evidence are analyzed in discrimination cases. First,
the employee is required to prove a prima facie case that is consid-
ered to raise an inference of discrimination. Second, the employer
must come forward with why it took the action in question. Third,
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in order to prevail on his or her claim, the employee must establish
that the employer’s reason is not valid, or is merely a pretext for a
discriminatory motive.

Establishing a prima facie case of prohibited discrimination
means employees must prove three factors:

1. 'They are part of a protected class.
2. 'They have suffered an adverse employment action.

3. 'They have been treated less favorably than someone
who is similarly situated who does not belong to their
protected class.

When Is a Bad Appraisal an "Adverse Action”?

As the second factor of a prima facie case, employees must prove
that their rating constitutes an “adverse action.” Poor performance
appraisals, along with other business decisions that might make an
employee unhappy, aren't necessarily considered adverse actions un-
der the law. Courts generally look at whether the action at issue is a
“tangible employment action” that amounts to “a significant change in
employment status, such as hiring, firing, failing to promote, reassign-
ment with significantly different responsibilities, or a decision caus-
ing a significant change in benefits.”> While a lower than expected
rating itself may not rise to this level, the negative monetary effect of
such a rating, such as a lower bonus, cash award, or salary, can often
be considered an adverse action for making out a valid claim of dis-
crimination. For instance, in a Washington, D.C. case in which the
plaintiff received a bonus of $807 based on a rating of “excellent,”
instead of the $1,355 bonus that her coworker received with a rating
of “outstanding,” the court determined that this difference constituted
an adverse action for the purposes of presenting a prima facie case of
discrimination under Title VIL.?

To complete their prima facie case, employees must show that
they were treated less favorably than someone in a similar position
who is not part of his or her protected group. If employees can prove
all the elements of the prima facie case, the burden then shifts to
employers to defend their decision.
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Courts will frown upon documentation of poor performance
made after the appraisal is conducted. Created “after the fact,” such
documentation might be viewed by courts as an attempt to cover up
a rating that was not based on appropriate or lawful criteria.

When Is an Inconsistent Rating
Discriminatory “"Pretext”?

After a prima facie case is established, the court raises a pre-
sumption that the motivation behind the employment action was
“prohibited discrimination” against the employee because she or he
belongs to a protected group.* At this point, the employer can over-
come that presumption by articulating a valid reason for taking the
action.” If the employer does so, the employee can introduce evi-
dence tending to prove that the employer’s reason is not valid and is
instead really pretext, with the real motive having been the prohib-
ited discrimination that the employee originally alleged.

“Pretext,” in the context of job performance ratings, means that
the employer is not being truthful and that the actual reason for the
negative employment action is either discriminatory or otherwise
unlawful or inappropriate. Pretext can be shown in several ways: in-
consistency in the evidence the employer presents or between the
rating and the actual performance, or a difference in treatment be-
tween employees relating to the appraisal process. For instance, if
only some employees receive ratings, if employees with similar jobs
are rated on different criteria, or if some employees receive extensive
explanations of their ratings while others get minimal feedback, the
employee can strengthen his or her legal case by pointing to the dif-
ference in treatment.

When ratings are inconsistent, there is inequity—and legal vul-
nerability. If a lawsuit is brought, a court may find that “[d]eviation
from established policy or practice may be evidence of pretext.” Once
a court finds that the employer’s defense is pretextual, it can infer that
the employer is trying to cover up a discriminatory motive. Alterna-
tively, courts have ruled that if an employee who suddenly gets a bad
rating has a new supervisor, the sole fact that the new supervisor’s
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expectations difter from those of previous supervisors will not neces-
sarily prove pretext.” Courts will also look at substantial changes in an
employee’s work responsibilities as an explanation for deviation from
a pattern of generally positive appraisals.

For an employee to ultimately prevail, he or she must prove his or
her case by a “preponderance of the evidence”™—that is, “that degree
of relevant evidence which a reasonable mind, considering the record
as a whole, might accept as sufficient to support a conclusion that the
matter asserted is more likely to be true than not true.”

Special Considerations
Disability

Sometimes an employer gets into legal trouble when a supervi-
sor thinks that a bad rating might be the result of a mental or physi-
cal problem and asks the employee health-related questions. A court
could interpret these types of questions as evidence of disability dis-
crimination. However, if the employee reveals and/or explains that
he or she has a medical issue that requires attention, the supervisor
should handle the matter with sensitivity and refer the employee
to personnel who are trained to handle these types of issues (for
example, an employee assistance program, a staff nurse, or the hu-
man resources department). The message here is that the supervisor
should focus on the performance deficiency itself, without speculat-
ing about the reason for its occurrence.

Retaliation

Retaliation claims arise when employees allege they received a
lower rating than they otherwise would have, because they filed an
EEO complaint or engaged in other activity that is considered
“protected.” Employers need to be particularly careful about fair-
ness in rating an employee who has engaged in such activity. It is
generally easier for an employee to prevail on a retaliation claim
than to prove the initial claim of discrimination itself.
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In order to prove a retaliation claim, employees generally must
prove:

1. 'They engaged in a protected activity.

2. 'Their employer was aware of the protected activity.
3. 'The employer took adverse action against them.
4

There was a causal connection between the protected
activity and the adverse action.® Demonstrating that
the adverse action followed the protected activity with-
in a short period of time is one way to establish a causal
connection.

Employees and their attorneys might scrutinize a rating that
is received after an EEO complaint was filed. If the rating is lower
than the employee received in previous years, or the language reflects
hostility or a previously absent critical tone, there is often fertile
ground for a new EEO complaint based on the rating.

After an employee files a discrimination charge, or is otherwise
involved in a discrimination case, supervisors must take special care to
treat him or her fairly. Although it might be difficult to focus on fair-
ness if the employer considers the employee’s claim unjust, supervisors
must work to keep any acrimonious feelings in check.

Team Evaluations

All individuals participating in evaluations must understand
and be trained in the process, as well as in EEO laws, documenta-
tion, and consistency. This is especially important because if an em-
ployee ever challenges an evaluation and/or the appraisal process, a
court could see a derogatory or otherwise inappropriate comment by
one of several evaluators as tainting the entire process. Also, an em-
ployer’s efforts to train supervisors on how to comply with employ-
ment laws is an important part of defending against an EEO claim.

E-Mails and Other Documentation

When an employee challenges a performance appraisal in court,
his or her attorney will be able to access and review a wealth of
information, any or all of which could shape the court’s decision.
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Documentation includes previous performance appraisals, other
employees’ appraisals, and memos and e-mails concerning perfor-
mance. E-mails are often the evidence of choice in employment dis-
crimination cases because people generally take less care when writ-
ing them than when writing official correspondence or documents
on company letterhead. Take heed, or your hard drive may show up

in court. Here again, training is vital.

<

TestYour Legal IQ

Are the rating factors objective?

Do employees understand what is expected of them?
Are you documenting performance during the entire
rating period?

Are you communicating with the employee about
his or her performance during the course of the rat-
ing period?

Are you spending the same amount of time and at-
tention on each employee’s performance?

Have supervisors received training on implementing
the performance process?

Have supervisors received basic EEO training?

Is the appraisal free from extraneous comments and
personal opinions?

Have you given specific examples on the appraisal to
demonstrate the employee’s strengths and/or
weaknesses?

Are you rating performance solely on the bases of
skills and abilities?

Are you favoring or disfavoring any employee for
reasons unrelated to his or her performance?

Are ratings consistent in process and procedure
throughout the organization?

Are ratings reviewed (and signed) by a more senior
manager?

Are ratings discussed with the employee so that he
or she understands any deficiencies?
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Performance Reviews
in a Changing World

We shape our tools, and thereafter, our tools shape us.

—DMarshall McLuhan, visionary educator and the “father of
the electronic age,” who declared, “The medium is the message.”

We're experiencing what Future Shock author Alvin TofHer
might call “an exclamation point in history,” an era in which old bar-
riers fall and there is vast reorganization of the production and distri-
bution of knowledge and the symbols used to communicate it.?

Fast changes in today’s work climate—flextime, telecommuting,
job-sharing, improved training, and grouping employees by team,
among many others—make it feasible to examine a fresh, fluid ap-
proach. A lagging economy and deep staff cuts make it a necessity.

Still not easy or even understandable in many traditional work
settings, performance appraisals, too, need to adapt to change, espe-
cially with a workforce that is becoming both older and younger. A
decade ago, in private industry, employees aged 55 or older consti-
tuted 11.9 percent of the working population. In 2000, that figure
jumped to 12.9 percent. By 2010, it’s projected to leap to an estimated
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Psychological Turnover

“Retention issues are changing
with the market,” Dr. Beverly Kaye (co-
author of Love Em or Lose ‘Em: Getting
Good People to Stay) told a Society for
Human Resource management forum.
Rather than physically walking out the
door, she said, staft may “check out” by
abandoning motivation and productiv-
ity, which creates “psychological turn-
over.”” Although talented staff may stay
with an organization during a sluggish
job market, to hold them over the long
run and boost their performance, Kaye
recommended:

v Know that employers spend
three times as much to re-
cruit as they do to retrain.

v Understand that people stay
in jobs for reasons beyond
pay—employers must pay
competitive salaries and of-
fer an appealing workplace
culture.

v Understand why staft stay
or leave—conduct periodic
“stay interviews,” not just exit
interviews.

v Make retention everyone’s
job.

v Recognize that mentoring is
central to retention.

v Recognize that there will
always be a higher bidder.

16.9 percent.* And just
as baby boomers made
their mark on the busi-
ness world, 44 million
Gen Xers are doing
the same. Moving up
fast are the Gen Ys.
Born between 1979
and 1994, they’re now
“entering the workforce
in earnest, with a lot of
raw energy, unbridled
enthusiasm, and the
skills and experience
of much older work-
ers.”* Gen Ys “live to be
trained” and “absolutely
thrive on recognition.”

With matrix man-
agement, work groups,
team  projects,
tiple raters, multiple
supervisors, and more
workplace innovations,
the team mindset is
accelerating. Like so
many of today’s per-
sonnel practices, work
by team isn’t new. San-
ford Jacoby, a profes-
sor of management at
UCLA, reported that
“self-managing  work
teams were evident in
the 1870s, when groups

of workers negotiated

mul-
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with owners for tonnage rates for each job, then decided on pay dis-
tribution, whom to hire, and how to organize and train for the job.”
What is new is the prevalence of the team focus. Teamwork is not just
a buzz word, but a concept that is spreading through organizational
structures. In some cases, as in matrix management, it is changing
those structures, injecting a new zest into organizations. Business as
usual is getting a facelift.

Collaboration: Not an Ideal,
But an Expectation

Even given the tools to retain good staff, an organization must
have the will to apply them. Smart companies manage change by
embracing it. As one CEO put it, “No matter what I've faced, per-
sonally or professionally, what keeps me going is a passage from
The Life and Letters of Charles Darwin: ‘It’s not the strongest or the
smartest that survive, but the ones most adaptable to change.”
Duke Ellington put it another way: “Life has two rules: Number
one, never quit. Number two, always remember number one.”

A company that prizes close teamwork and continuing feedback,
despite its rapid growth developed an employee evaluation program
characterized by quarterly reviews. “The whole idea of having an eval-
uation is to help you improve your performance,” said Anil Chouhan,
a supervisor there. “But if you're going to change behavior, you have
to get the information to do it in a timely fashion—this way, you can
decide that you need to work on these particular things over the next
three months, and quickly see the results.”

Another large company is working to shift appraisals away from
merely measuring results. Using the process to build teamwork among
employees and supervisors, it views management as “a function, not a
class,” which mitigates performance appraisal anxiety.

Yet another manufacturing firm combines objective and sub-
jective performance measures into a single, integrated system. Its
middle managers follow a “management by objectives” process in
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which performance is tied to indicators such as profit and debt ob-
jectives, customer service, and increasing sales in a particular market.
Meeting objectives earns them sizable bonuses if their division also
meets its objectives. Half of one division’s managers might meet all
their performance goals, but if the other half doesn't, none of them
receive a bonus. That’s a strong and measurable incentive for them
to work together as a team.

Managing Change

In order to manage change, 7he Successful Mangers Handbook
advises that you:

v Know the organization’s current situation within its

field.

v Develop a clear picture, or vision, of where it needs
to go.

v Set specific goals and dates by which to achieve that
vision.

v Outline the transition process in detail: Determine
what needs to be done to achieve the desired change.
The organization’s subsystems of people, structure,
technology, and tasks need to be directed to be com-
patible with the change.

v Develop and execute the plan for managing the
transition. *°
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In the Harvard Business Review on Change, Robert H.
Schaffer and Harvey A. Thomson state, “there is no reason for
senior-level managers to acquiesce when their people plead
they are already accomplishing just about all that can be ac-
complished, or that factors beyond their control are blocking
accelerated performance improvement...Instead management
needs to recognize there is an abundance of both unexploited
capability and dissipated resources in the organization.

Here’s how they suggest driving new opportunities and

Jump-Starting Results

»11

jump-starting good results:

v

Ask each unit to set and achieve a few ambitious,
short-term performance goals. Every organization
can improve with resources at hand. There might
be faster turnaround time on customer requests,
test of a managerial process, or cost savings.
Periodically review progress, capture the essential
learning, and reformulate strategy. Learn what
is and isn't actually working. Fresh insights can
generate new support, changed methods, and the
confidence that comes from overhauling obsolete
practices.

Institute the changes that work—and discard the
rest. Integrate the practices and technologies that
contribute most to performance improvement.
Create the context and identify the crucial busi-
ness challenges. Establish a broader, strategic
framework to guide continuing improvement.




114 The Essential Performance Review Handbook

Making Convictions Operational

Adapting performance reviews, even developing and imple-
menting them effectively to begin with, never occurs in a vacuum.
The broader work climate must embrace those needs. And the will
to do that begins at the top—possibly after some convincing stops
on the way up. But once a CEO understands the value of holding
managers accountable for having ongoing workplace conversations,
it’s up to managers to turn that business philosphy into a robust per-
formance-management system. Doing so requires communication,
more communication, training and monitoring, and assessment. It
takes, as Toffler put it, “thinking about ‘big things’while you're doing
‘small things,’ so that all the small things go in the right direction.”?

Championing the big things, such as organizational vision,
takes many routes, all of which can help shape a positive perfor-
mance appraisal process.

Communication

Leaders talk about leadership, usually enthusiastically. Micro-
soft Chairman Bill Gates said, “What I do best is spread my enthu-
siasm.”” Microsoft CEO Steve Ballmer said, “The end point must
be exciting enough to stir thousands to uncommon effort.”** For-
mer Chairman and CEO Herb Kelleher explained that Southwest
Airlines gives employees the “opportunity to be a maverick. You
don't have to fit into a constraining mold—you can have a good
time.”" Asked by a BusinessWeek columnist to sum up why he had
been so successful at GE, former CEO Jack Walsh said, “My main
job was developing talent. I was a gardener providing water and
nourishment.”%

Still, a survey conducted jointly by the Society for Human
Resource Management and Personnel Decisions International
found that 22 percent of participants said the greatest challenge they
face is a lack of support from top management. Forty-two percent
of the organizations that took part reported that executives do not
even bother to review the performance management systems cur-
rently in place.”
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As underscored throughout this book, almost everything an orga-
nization does tells its employees how much they count. For employees
to feel valued, they must be valued. Expecting them to be on board
with the organizational mission means they must genuinely be a part
of that mission, and understand how. Vision needs to dovetail with
recognition. A performance appraisal that recaps a continuing dia-
logue says the employee is vital to moving forward toward the vision.
A perfunctory annual review says the opposite.

Organizations invite two-way communications in innumerable
ways—from daily e-mails, chat rooms, and town hall meetings, to
Friday pizza parties, more formal meetings, and sit-downs with the
CEO. Some companies conduct anonymous surveys, asking such
questions as “What’s the best thing about working here?” “What
three things would you change?” and “What makes you proud to be
here?” At a company in Sydney, Australia, an employee was chosen
by lottery and asked, “What would you do if you were CEO for a
day?”

Welcoming employees to articulate values can be especially
helpful in advance of a corporate restructuring, planning a prod-
uct launch, designing new symbols, or perhaps redesigning of the
appraisal process. Management consultants and authors James C.
Collins and Jerry I. Porras often recommend “a Mars Group,” a di-
verse group of employees they call “a representative slice of the com-
pany’s genetic code.”® A Mars Group works like this:

“Imagine that you've been asked to recreate the very
best attributes of your organization on another planet but
you have seats on the rocket ship for only five to seven peo-
ple. Whom should you send? Most likely, you'll choose the
people who have a gut level understanding of your core val-
ues, the highest level of credibility with their peers, and the
highest level of competence. We'll often ask people brought
together to work on core values to nominate a Mars Group
of five to seven people (not necessarily from the assembled
group). Invariably they end up selecting highly credible rep-
resentatives who do a super job of articulating the core val-
ues precisely because they are exemplars of those values—a
representative slice of the company’s genetic code.”"



116 The Essential Performance Review Handbook

More than 2,000 years ago, Aristotle observed that if communi-
cation is to change behavior, it must be grounded in the desires and
interests of those who receive it. Since 350 Bc, there have been no
major changes in that central idea.”

Training

Touching employee values means that, just like setting work ob-
jectives and conducting appraisals, the training needs to be in line
with what will actually work. How much will the training count on
an everyday basis? Are there supports in place to leverage the train-
ing? How will related growth and development be fostered once the
PowerPoint presentation goes dark?

In The Fifth Discipline, Peter Senge wrote, “Organizations learn
only through individuals who learn.””! Yet many organizations ofter
little or no training when it comes to evaluating performance and con-
ducting performance appraisal sessions. It often seems that firms be-
lieve promotion to a supervisory or managerial position automatically
gives an individual the ability to perform all managerial functions,
without formalized training. Most performance appraisal problems
could be eliminated through proper training—training that begins
with promotion to a supervisory position and is reinforced through at
least annual updating sessions.*

Basic to any appraisal training are techniques for applying work
standards and setting them jointly with employees. How to avoid rat-
ing errors should also be high on the list. Coaching and counseling
skills based on directly observed behavior are equally essential to a
solid training agenda. “Management by wandering around,’a concept
popularized by Tom Peters, is the tactic of observing what’s occurring
firsthand, and it’s a good one. Mishandled—and it’s easy to do—it
often becomes ‘management by stumbling around.”?

Training in the performance system should be directed to both
employees and managers, and it should be designed based on how
adults learn. As quoted in an article for Training/HRD Magazine,
adults will learn only what they feel a need to learn, seek to learn
what they have identified as important, look to learning what can
be immediately applied, and learn by doing.”* Employees trained in
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performance appraisals become empowered to take charge of their
own performance. They are better prepared to initiate discussions
about their work and to do self-appraisals on a continuing basis. Af-
ter participating in training, employees should be able to understand
the process, monitor their own performance, be clear about the im-
portance of taking responsibility for their work, accept feedback,
and pursue their own professional development. They should benefit
from understanding the importance of performance management in
their organization and their particular role in bolstering it.

Retraining should occur each year. Be sure new employees and
managers are introduced to the performance system early on. Don’t
forget to train those managers who were promoted from within
the organization as well. Training is especially key when a new
system is introduced. Benchmark and stay abreast of best prac-
tices, within the Human Resources field, tracking what’s working
at other organizations.

To receive consistent feedback is perhaps the biggest pay-off
for the employee. Employees deserve to know where their talents
are and how they can build more skills and develop professionally.
Getting that feedback is a prime reason that employees stay with a
company, surveys have shown.

Monitoring and Assessment

The most important job skill in this era of constant change is
the ability to learn and relearn. But communicating and training are
not necessarily agents of change. Just because they occur does not
mean they are working. Even if they are working, the results may be
short-lived. Is the pay-off immediate? Still going strong in a month?
Six months? Do trainees exhibit a really fresh understanding? And
if so, are they demonstrating it in new, desired ways, or is their per-
formance basically unchanged?

The process is eased by top-quality hiring, in which a “good fit”
upfront translates into eager, dedicated employee performance most
of the time. But the communication and training are meant for cur-
rent employees, so the aim is to make them work well and leverage
the benefits as widely as possible. With performance appraisals, it’s
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easier to gauge the effects of
Sound Appl’BiSB'S training than of some other
initiatives designed to change
behavior. Are supervisors mak-
ing fewer rating errors? Are
employees more engaged? Is

According to Robert H.
Woods, to ensure sound ap-
praisals, you must:

1. Understand rating talk about setting objectives
CITOTS. livelier—even becoming a gen-

2. Understand how uine debate? Are mini-reviews
to process observed occurring more frequently, or
information. perhaps for the first time?

3. Understand how to To answer these ques-
establish a frame of tions, managers can use both
reference for what is observable behavior and their
observed. “gut barometer.” It’s impor-

4. Be familiar with the tant to stay tuned: investing
performance appraisal in communications and train-
system in use. ing will be counterproductive

if employee performance re-

5. Experience observ- -
mains unchanged.

ing a performance

appraisal. Feedback  should be
sought soon after the training
or specific communications,
and again at a later time. “In
the study of human behavior
psychologists ~ discovered a
long time ago that feedback
is one of the most critical re-
quirements for sustained high-level performance of any human act.
Without frequent and specific feedback, performance varies and
often fails.”* Drucker says, “It has been estimated that approxi-
mately 50 percent of the nonperformance problems in business oc-
cur because of lack of feedback.”” Even after receiving sound train-
ing or communications, workers need feedback about how they are
demonstrating its effects.

6. Practice effective in-
terviewing techniques.

7. Practice conducting a
performance

appraisal.®




Performance Reviews in a Changing World 119

Challenges as Evaluations Evolve

Envisioning how businesses in the then-coming century will be
“seen, understood and managed entirely as an integrated process,”
Peter Drucker wrote, “manager[s] will have to acquire a whole new
set of tools—many of which [they] will have to develop themselves.
[They] will need to acquire adequate yardsticks for performance
and results in the key areas of business objectives.””® Drucker also
pointed out that “the best and most dedicated people are ultimately
volunteers.””

Indicating that as companies move forward, they will need to
draw on the full creative energy and talent of their people, Collins
and Porras asked “why people should give full measure.” They ar-
rived at a pair of questions to be asked of each staff member: “How
could we frame the purpose of this organization so that if you woke
up each morning with enough money to retire, you would never-
theless keep working here? What deeper sense of purpose would
motivate you to continue to dedicate your precious creative energies
to this company’s efforts?”*

Globalization presents particular challenges for the future, in-
cluding international companies’ mix of different cultures and hiring
or importing local staff. Add a queasy economy with RIFs to the
workplace mix, and appraisals become even more vital. Conducted
effectively, they are essential in clarifying organizational expecta-
tions, rewarding good performance, recognizing specific employee
interests, and providing a predictable structure in an often tough,
uncertain world.

Here are suggested approaches to handling some of the chal-
lenges of this new era:

Flextime

Because companies define flextime differently, it can be dif-
ficult to translate best practices from one organization to another.
Many difterent arrangements are made to help employees main-
tain more balanced lives. For some companies, flextime involves
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building work hours around an identified core period when all em-
ployees are expected to be at the office or work location. Other em-
ployers allow major adjustments in an employee’s weekly sched-
ule with advance notice. Another model compresses hours into a
shortened workweek.

'The U.S. Bureau of Labor Statistics reported that in May 2004,
more than 27 million full-time wage and salary workers had flex-
ible work schedules that allowed them to vary the time they began
or ended work.?! A study by William M. Mercer of 800 firms with
1,000 or more employees found that 34 percent use compressed
workweeks for some part of their workforce, and an additional 14
percent are considering this approach.®

Flextime appears to contribute to decreased tardiness, reduced
absenteeism, less job fatigue, increased organizational loyalty, and
improved recruitment.*® It should not adversely affect the perfor-
mance management process: objectives should be set and measured
at regularly scheduled mini-reviews, and the employee must show a
willingness to do quality work and make the new schedule operate
predictably and seamlessly. To minimize problems, employees should
stay organized and leave detailed directions for supervisors and co-
workers, while being able to reach them when the unexpected occurs.
'They need to work at keeping each other in the loop. Because flextime
often needs a “test run” to make sure it works, supervisors and employ-
ees can agree upfront on a time frame for it, after which the program
can be adjusted or even discontinued—and discuss a schedule for per-
formance review discussions.

Telecommuting

Telecommuting is here to stay. Whether it’s instituted to save
space at the office, increase employee retention, or just link work and
home, it’s usually a hit. The U.S. Department of Labor estimates that
between 13 million and 19 million full-time or part-time employees
telecommute.**

The International Telework Advisory Council identifies four
factors necessary to make a telecommuting, or telework, program
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successful: dedicated resources, automated processes and technol-
ogy, job function considerations, and manager characteristics. The
manager should have above-average organizational, planning, and
coaching skills; be able to focus on output rather than hours; be
able to establish and evaluate well-defined, measurable objectives
and goals; and provide timely and constructive feedback.* Manag-
ers should also be comfortable managing employees who are not in
sight. Employees should be reliable, disciplined, and able to get work
done with limited supervision. Good time management and com-
munication skills really matter.

Consultant Yvonne Zhou, president of Futrend Technology Inc.
in Virginia, says, “A teleworker must be evaluated as a non-teleworker.
Telework forces managers to measure by performance, not by face
time or the number of hours an employee is in the office.”

Training managers and employees is critical to ensure good
performance and high productivity among teleworkers and the suc-
cess of a telework program. Managers need to learn how to man-
age, motivate, and collaborate with their telecommuting staff. As
for all employees, managers must be shown how to develop clear
performance standards and measures that evaluate an employee’s
performance based on objective criteria. The expectations must be
discussed upfront. Employees should be self-disciplined and be able
to handle varying situations. The supervisor and employee should
agree to review the arrangement frequently and make changes or
discontinue it as needed.

Job-Sharing

“There is a strong business case for job-sharing,” says Honey
Melville-Brown, a consultant who helped compile a study showing
that “not only in terms of performance, but also as a critical reten-
tion tool, job-sharing is an excellent way to fill the skills gap. It may
be a company’s ideal to have a single, full-time person, but [com-
panies] are realizing that it’s better to have the right skills package
spread across two bodies than an inadequate one in one.”*
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'The challenge is to distribute tasks fairly and build strong com-
munication between the job-sharers so that co-workers and custom-
ers aren't affected. Here, too, strong, measurable standards, consis-
tent performance monitoring, and continuing, clear communication

are key.

Performance evaluation in job-sharing is similar to evaluating
part-time employees. Goal-setting is a major element. Responsi-
bilities can be divided in ways that make sense and promote work
continuity. Each worker’s clear understanding of the objectives for
which he or she is responsible ensures accountability.

Team Performance Appraisals

In evaluating the performance of a team, two assessments are
needed: one for the entire team and one for each individual. Un-
derstanding and reinforcing the balance between them is important
to the success of both, especially in organizations that value and
promote teamwork. It takes motivated individuals to spur on the
team. Many organizations now factor behaviors beneficial to team
development into their criteria for individual performance. Employ-
ees are expected to deliver results in specific ways.

As Nelarine Cornelius states, “In a case study of self~-managed
groups at the Digital Equipment Corporation in Colorado Springs,
Carol Norman and Robert Zwacki found that team appraisal ap-
peared to improve participation, commitment, and productivity. The
need to participate is reinforced by the requirement for all team
members to take specific roles and responsibilities for performance
appraisals.”

Yet a Mercer Management study found that just 13 of 179 teams
received high ratings. “Somehow we need to get past this idea that
all we have to do is join hands and sing ‘Kumbaya’ and say, ‘We've
moved to teamwork.” Many companies are narrowing the focus and
horizon of teams.”®
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Virtual teams bring benefits along with complications. Just as
with telecommuting, the supervisor’s reliance on line-of-sight man-
aging can create discomfort with this work arrangement.

Carl Worthy, an expert on oft-site workers, explained, “Man-
agers are process-focused. They think, ‘T know you’re doing a good
job because I see you working.” Because that’s impossible with
virtual teams, managers have to focus on results. Managers also
may find it difficult to coach and advise, assess training needs, and
give feedback to team members who aren’t in view. Reviews using
360-degree feedback can help managers understand how members
are performing, and analyzing bulletin boards and intranets will give
a feel for the team’s issues and problems.”

Matrix Management

With appraisal issues similar to those of team evaluations, ma-
trix management involves both horizontal and vertical reporting.
Two or more intersecting lines of authority can run through the
same individual, who typically reports to two supervisors. In matrix
structures, the main or functional manager typically has primary re-
sponsibility for performance reviews, with matrix team leaders or
product managers providing input.

Multiple Rater Appraisals and
Multiple Supervisors

Various situations arise when there are multiple raters. For fair-
ness and employee comfort, it is extremely important to be sure all
on board are thoroughly grounded in what is being measured and
whom is being evaluated; the employee should not feel as if this is a
town meeting. Everyone’s role should be clear to raters, supervisors,
and the employee.

Just as in matrix management, it is usually the primary supervi-
sor who takes the lead, with input from one or more supervisors who
share management responsibility.
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Goal-setting is crucial. All supervisors must agree on goals and
the value or weight assigned to each goal. This establishes the pri-
orities that will guide employee performance throughout the evalu-
ation cycle. All supervisors should also commit to being available as
needed to offer support and direction. Periodic mini-reviews are key
to keeping everyone on the same track.

Upward Performance Appraisals

Mention employees reviewing managers, and managers often
cringe. In part, upward appraisals are an extension of customer-
focused thinking—those on the receiving end are best qualified
to evaluate it. Today’s employees don’t want to be merely cogs in a
wheel. They seek knowledge and understanding about their worlds
and want to put that information to good use. Two-way evaluations
often appeal to them.

Several challenges face an employer willing to give upward ap-
praisals a shot. Should the employee/evaluators be anonymous?
Anonymous evaluations are more likely to result in honest feedback.
And how should the review be designed? The employee also needs to
really know his or her supervisor’s work firsthand—no long-distance
speculation.

Though research has shown that supervisors do improve per-
formance as a result of anonymous upward appraisals, it also shows,
not surprisingly, that those who receive upward appraisals view non-
anonymous feedback more positively. Conversely, employees view
the process more positively when it is anonymous.* Managers who
receive the appraisal and subsequent coaching are frequently the
biggest supporters of the upward appraisal process.

This process requires employees to evaluate their supervisors on
a set of pre-established criteria, often having to do with supervisory
style and effectiveness. Any employer who wants to implement up-
ward appraisals must be sure that evaluation criteria are unmistakably
clear. It’s best to pilot the process before launching it ofhicially.
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Sample Upward Appraisal
For each of the following statements, rate your supervisor
on a scale of 1 to 5.

1 = Never does this.

2 = Does this sometimes.

3 = Does this about half the time.
4 = Does this most of the time.

5 = Always does this.

1. Really listens to me.

2. Delegates new assignments and the authority to
oversee them.

3. Thoroughly explains projects.

4. Cares about my growth and development.

5. Encourages me to take risks.

6. Respects me.
7. Gives me credit on projects I've contributed to.
8. Creates a positive work setting.

9. Knows his/her job.

10. Supports my actions and decisions.

11. Asks for my input.

12. Treats all employees fairly.

13. Gives specific, timely feedback on an ongoing basis.
14. Motivates me.

15. Enforces policies equitably.

16.Is able to explain the organization’s goals.

17. Helps me writes good, challenging objectives.

18. Keeps me informed of pertinent company
information.

19. Is consistent.

20. Appreciates my efforts.*
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360-Degree Feedback

360-Degree Feedback is an evaluation and feedback approach
that comes from all directions—above, below, and all sides. Typically
one employee is evaluated by the supervisor(s), peers, subordinates,
customers, and possibly others. Also called Multi-Rater Feedback,
this is the most comprehensive and costly form of performance re-
view. It also provides the broadest range of employee performance
teedback. It tends to consolidate peer evaluations, upward appraisals,
and self-reviews. But because feedback comes from all directions, the
approach carries the risks of rater bias and inconsistent focus. A man-
ager, for example, may focus on results. Peers may focus on leadership
potential or collegiality. Direct reports may look at whether they are
included in decision-making.

Given the considerable cost and time, 360-degree appraisals can
hurt more than they help, especially when performance measures
stray from business objectives. They need to be administered for the
right reasons, that is, in order to solve a problem or strengthen the
value of an evaluation program. They can be useful to provide feed-
back for top management.

Again, it is important to be completely clear about expectations.
Everyone participating should be knowledgeable about the process
and trained in assessing behavior and performance without bias.
Documenting is important. And decisions about how the informa-
tion is to be used—for development purposes, to justify a raise or
bonus, or some other objective—must be made early on, defore the
appraisal occurs. How the employee receives the feedback is another
important training topic.

Automated Appraisals

The amount of time required to develop appraisals is criticized
almost universally. Already overloaded with paperwork, managers
and employees are not looking for more. The time-consuming na-
ture of good appraisals is one reason why so many participants want
to just get through them—fast.
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One reason they take so long is the paper itself: writing, circu-
lating, and keeping track of each form. Doing evaluations online can
help. It’s important that the organization know its goals, the features
it wants to include, and the results it wants to draw from the process.
To be effective, an evaluation software program should help manage
and improve the paper-based process, not merely automate it.

Just automating a poor appraisal tool will not save time or sim-
plify the process. It’s still crucial to have clearly defined goals, per-
formance standards that are understood and tied to the business
plan, and action plans for dealing with any performance shortfalls.
But once these elements are firmly in place, automating can make
the process easier. A well-developed system can promote attention
to training, performance gaps, and the need for course corrections.
Training is essential to get the most out of the system.

Aging Workforce Is *“Booming”

“Boomers want to problem-solve. Ask Nancy Boomer how she
would handle XYZ if it arose in her workday.”* Given that baby
boomers are at or nearing retirement age, often with gaping holes
in their savings, the workforce can benefit from millions of problem
solvers. Indications are that large numbers of boomers aren’t neces-
sarily planning to retire at 65.

Raised with TV coverage of assassinations, Vietnam, and
Wiatergate, boomers tend not to be as trusting as the previous
generation, but theirs is a generation that continues to be vital,
energetic, and involved. They can help organizations develop per-
formance appraisals, structure a blueprint for the next evaluation
cycle, build in victories along the way, and find ways to meet the
challenges of this ever-changing era in the world of work.

Gen Xers

Although this generation is sometimes criticized for being self-
focused and having a sense of “entitlement,” a study commissioned

by Deloitte & Touche and The Corporate State found that Gen Xers
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Managing Gen Xers
and Beyond

Generation X (born 1965—
1976) 51 million

Mentoring Do’s
v Casual, friendly

work environment.
v Involvement.
v Flexibility and
freedom.
v A place to learn.

Generation 'Y or Millenials
(born 1977-1998) 75 million

Mentoring Do’s

v Structured,
supportive work
environment.

v Personalized work.

v Interactive
relationship.

v Be prepared for
demands, high
expectations.*

Source: The Learning Café

and American Demographics
Enterprising Museum 2003

want a work environment
that is “stable” and “clearly
structured.”

Margaret Lack, former
principal and co-founder
of The Millennium Group
International, LLC in Vir-
ginia, wrote that “the key to
Gen X appraisals is simple:
Remember who the audi-
ence is!” She says Gen Xers
place a high priority on self-
reliance, independence, and
work/life balance. They are
goal-oriented and achieve-
ment-focused, meaning that
their supervisors would be
wise to develop a self-direct-
ed work environment, en-
gaging the employee in tar-
geting priorities and goals.

Because of this achieve-
ment orientation, it is im-
portant that Gen Xers see
results, feel challenged, and
learn new, marketable skills.
As a rule, Gen Xers will
want coaching. The ongo-
ing nature of performance
management will be ap-
pealing. Gen Xers tend to

be flexible and technologically savvy; they often “think outside the
box.” Lack advised customizing the appraisal process, with collab-
orative goal-setting to address self-management and achievement
needs. Goals can be developed with continuing milestones so that
Gen X employees can experience results early and often. “Stretch
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goals” can be tailored to particular challenges—this is a generation
that was raised on games. Coaching, mentoring, and frequent, fast
teedback will add value to their work experience, Lack wrote.

GenerationY

Generation Y is “up for any challenge (‘bring it on’ may well
be the motto), and they have an astonishing amount of expertise in
technology.... They work well in team environments,” wrote Joanne
Sujansky in Workforce Magazine. Generation Y will number 80 mil-
lion, and their considerable volume makes retaining them a top pri-
ority for today’s businesses.*

Sujansky wrote that mem- Welcomin g
bers of Generation Y—also g
called The Millennials, among CIRDEELEY

other labels—“live to be v Communicate the big

trained” and want to be asked picture.

for “their ideas and contribu- v Motivate team-

tions.” They should be given building.
“opportunities to move up.... v Create “cool” work
They want to know how their assignments.

work fits into a company’s big v Invite ideas.

picture.” Employers should | v Balance correction with
make sure that corrective feed- praise.

back is balanced with praise.
“Catch them doing something right, and reward them when you do...
[they] absolutely thrive on recognition.”*Generation Y will look for
work assignments that are not just standard fare.

Eric Chester, an active speaker on “Generation Why,” observed
that Generation Y is “better educated, more creative and far more
techno-savvy than those who have come before them. Employers can
expect them to refuse to blindly conform to traditional standards and
time-honored institutions.”

An important point concerning performance reviews is that
there’s no cookie-cutter approach to dealing with employees. Marcus
Buckingham and Curt Coffman say in their book First Break All the

Rules that we don’t breathe the same psychological oxygen.
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So get to know your employees and tailor your message—either
positive reinforcement or gentle redirection—to each one. Do all
you can to create an environment that motivates and engages them.



Appendix

Sample Forms

Note: All forms included in this appendix are samples only.
In light of changing legal requirements and state law variations,
employers should always consult with employment counsel before
using them.
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Sample Performance Appraisal

Form #1
Used by permission of Atlantic Human Resource Advisors, LLC.

EMPLOYEE PERFORMANCE REVIEW

Employee Name :

Position Title:

Department#: ____ Date of Hire: In Current Job Since: _____
Due in HR: Effective Date:

Performance Factors

1. Job Knowledge

Has poor Has fair Has sufficient | Has thorough | Has excellent
knowledge knowledge knowledge knowledge and | knowledge
of job; and compre- and compre- comprehension | and compre-
requires hension of job; | hension of job; | of job; rarely hension of
ongoing requires mini- | requires mini- | requires job; works
training mum direction | mum direction | additional independently.
instruction in completing | in completing | direction.
and work. work.
direction.

6 12 18 24 30

2. Decision-Making

Unable to Decision- Takes initia- Can make Consistently
make deci- making barely | tive to make decisions that takes initiative
sions is un- meets average exceed to make effec-
acceptable, minimum decisions. standards. tive decisions.
does not standards.
take
initiative.

6 12 18 24 30

3. Quality of Work

Work qual- | Work quality | Work qual- Work quality Consistently
ity is unac- barely meets ity meets job exceeds accept- | produces ac-
ceptable; minimum standards; able standards; | curate and
causes and/ | standards; error rate is rarely makes quality work;
or creates error rate is acceptable. errors; shows always shows
an excessive | high. pride in work. | pride in work.
number of
errors.

6 12 18 24 30
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4. Quantity of Work

Works atan | Works at a Works at a Works at a fast | Works at a
extremely slow pace; vol- | steady pace; pace; exceeds rapid pace;
slow pace; ume of work produces an acceptable consistently
produces an | falls short of acceptable requirements; produces a
unacceptable | requirements. | volume of often produces | large volume
volume of work. alarge volume | of work.
work. of work.
6 12 18 24 30
5. Human Relations
Discour- Occasion- Normally Consistently Demonstrates
teous or ally abrupt pleasant and courteous and | outstanding
abrupt when dealing courteous to helpful to interpersonal
with team with peers the team and customers and | relations with
and other and team; employees; employees. peers and
employees; somewhat lends assis- employees;
unconcerned | indifferent to tance when Recognizes and
about the the needs of needed. praises team
needs of others. members/
others. Does peers for their
not praise efforts.
team.
5 10 15 20 25
6. Attendance/Punctuality
Excessively Frequently Occasionally Seldom absent | Excellent
absent or absent or absent or tardy; | or tardy; attendance
tardy; tardy; barely attendance dependable. record; rarely
attendance acceptable record absent or
record not attendance acceptable. tardy; very
acceptable. record. dependable.
5 10 15 20 25
7. Initiative
Needs Needs some Routine work- | Handles Displays con-
constant prodding er; accepts ad- | assignments fidence and
prodding to complete ditional tasks efficiently and | enthusiasm in
to complete | work; shows when asked; timely; accepting or
work; no little en- seldom seeks usually willing | seeking new
enthusiasm; | thusiasm; new tasks. to accept or assignments;
deadlines are | deadlines are seck new assists others
constantly occasionally assignments. voluntarily.
missed. missed.
4 8 12 6 20
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8. Organization of Work
Work is Work is usu- Work is usu- Work is always | Work is always
constantly ally disorga- ally organized, | organized, extremely
disorga- nized, result- | resulting in resulting in organized,
nized, result- | ing in minor acceptable smooth resulting in
ing in major | workflow workflow. workflow. most efficient
workflow disruption. workflow.
disruption.
4 8 12 16 20
9. Adaptability
Is unable or | Learns new Adapts to Learns new Exceptionally
unwilling to | tasks slowly and learns tasks quickly quick at learn-
learn news and reluc- new tasks at and easily; ing new tasks;
tasks; resists | tantly; has normal speed; | accepts change | handles assign-
change. some difficul- | usually will- with minimum | ments easily;
ty accepting ing to accept difficulty. very flexible to
change. change. change.
3 6 9 12 15
10. Acceptance of Feedback
Becomes Becomes Generally Consistently Clearly and
very de- defensive accepts con- accepts con- consistently ac-
fensive at times structive feed- | structive feed- cepts feedback
when given when given back well. back well. exceptionally
constructive | constructive well; sees feed-
feedback; feedback; back as a way
places occasionally to learn.
blame, gets makes excus-
angry and/ es, becomes
or makes angry or
excuses. places blame.
3 6 9 12 15
11. Communication
Has poor Has fair Has sufficient | Has very good | Has excep-
verbal and/ verbal and/or | verbal and verbal and tional verbal
or written written com- written com- written com- and written
communica- | munication munication munication communica-
tion skills. skills. skills. skills. tion skills.
3 6 9 12 15
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12. Management/Supervision

Has poor
supervisory
skills; re-
quires ongo-
ing training,
instruction
and direc-
tion; is

not always
honest/fair
when dealing
others; rarely
provides
constructive
feedback to
subordinates.

Has fair
supervisory
skills; re-
quires more
than normal
amount of
instruction/
direction;

is usually
honest/fair
when deal-
ing others;
sometimes
provides
constructive
feedback to
subordinates.

Has sufficient
supervisory
skills; requires
minimum
direction; con-
sistently hon-
est/fair when
dealing with
others; gener-
ally provides
constructive
feedback to
subordinates.

Has very good
supervisory
skills; rarely
requires ad-
ditional as-
sistance in
managing
departmental
issues; consis-
tently provides
constructive
feedback to
subordinates.

12

Has excellent
supervisory
skills; work
well indepen-
dently in man-
aging depart-
mental issues;
always provides
constructive
feedback to
subordinates.

15

Performance | 1|23 |4(5|6|7 9(10(11|12|13| Total
Factors Points
Points

*Please Note: Only calculate the points in #13 when reviewing non-
exempt supervisors.

Below
Standard
(51-74
Points)

Fair Competent
(75-128 | (129-179
Points) Points)

Commendable

(180-230 Points)

Distinguished

(231-255
Points)

*Use this Points Scale when calculating points for Performance
Factors 1 through 12
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Below
Standard
(54-78
Points)

Fair
(79-135
Points)

Competent
(136-189
Points)

Commendable
(190-243 Points)

Distinguished
(244-270
Points)

*Use this Points Scale when calculating points for Performance

Factors 1 through 13

Indicate any additional comments that support the performance rating

on this form:

Summarize the employee’s job-related strengths:

Summarize the employee’s job-related weaknesses, and provide recom-
mendations for improvement:

Indicate specific goals or actions planned for the next performance
review period:
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REQUIRED SIGNATURES
The completed form must be signed by the Employee and Manager/

Director. The completed form should be returned to the Human Resources
Department, where the rating will be recorded and the form filed in the
employee’s personnel file.

Employee’s Comments:

I'acknowledge having read this Performance Review.

Employee Signature: Date:

Manager/Director’s Comments:

Manager/Director’s Signature: Date:
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Sample Performance
Appraisal Form #2

Used by permission of the National Council of La Raza.

Performance Evaluation Form

Employee: Title:
Component: Supervisor:
Date of Hire: | Date of Last Time Period of This
Evaluation: Evaluation:
Evaluation Type: 90-Day Annual
Other (explain)
Instructions

'This form is used to evaluate the employee’s performance and
to record that evaluation for use by the organization. The
employee’s performance should be evaluated against specific
expectations of key responsibilities or standards of the job.

*  The employee’s supervisor must complete and review with the
next level of management.

*  'The evaluation should be discussed with employee. The em-
ployee should complete the “Comment” section (see page 6),
if applicable. Employee and supervisor must sign the form in
designated spaces when completed.

*  Completed form should be submitted to Human Resources
Department, with one copy to employee and one to supervisor.
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Standards and Competency

A set of core NCLR competencies is listed. You may include core
standards from the job description, component, or department goals.
You may also include additional competencies related to your component/
department. The rating scale is 1 to 5.

1 | Unsatisfactory: the lowest rating, which means that
performance is consistently below the accepted standard or
that the employee did not meet the goal on time or within
other prescribed limits

2 | Needs Improvement: performance quality and/or quantity is
inconsistent, at times requiring additional work

3 | Satisfactory: the accepted standard of performance or
behavior

4 | Exemplary Performance: consistently above average

5 | Excellent: the highest level of performance, consistently above
the standard

Description of Competency | Rating Comments
and/or Standards From
the Job Description or
Component

Technical Knowledge: Is fully

capable of using all available
technologies that positively
impact the work, goals, and
mission. Has the substantive
knowledge to perform current
job functions.

Quality of Work: Meets
NCLR standard of work; work
is submitted error-free the

first time. Is committed to
continuous improvement; is
open to suggestions, creating
an environment leading to the
most efficient and effective work
processes.
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Description of Competency
and/or Standards From
the Job Description or

Component

Rating

Comments

Timely Work: Consistently sets
and meets time lines; works in
coordination with other staff

to ensure time lines are met;
renegotiates deadlines at earliest
point at which original plan is in
jeopardy. Manages workload and
delivers the product promised.
Understands direction, clarifies
as needed.

Communication Skills:
Proficient writing and oral

skills both for internal and
external communications. Is
easy to approach and talk to;
builds rapport well; is a good
listener; is effective in presenting
(if applicable) in formal and

informal settings.

Initiative: Takes charge of tasks
at hand with minimal need for
guidance and acts appropriately;
understands the “Big Picture”
and makes it happen.

Strategic Ability: Sees ahead
clearly; can anticipate future
consequences and trends
accurately; can paint credible
visions of possibilities and
likelihoods. Anticipates needs
and plans ahead. Is a problem-

solver.
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Description of Competency
and/or Standards From
the Job Description or

Component

Rating Comments

Decision-Making Abilities:
Exercises sound judgment,
analysis, wisdom, and experience
confidently and assertively.
Makes decisions in a timely
manner based on available
information and within tight
deadlines and pressures.

Teamwork: Integrates into teams,
encourages collaboration, and is
capable of creating strong morale
through sharing of wins and
successes; fosters open dialogue;
defines success in terms of the
whole team and creates feeling of
belonging in the team.

Achieves Impact: Understands
goals and objectives, both
personal and organizational, and
pursues them to completion;
sees clear connection between
mission, goals, and personal
results. Can differentiate

and prioritize tasks based on
relevance to desired impact.

Rate the following, if applicable; add additional competencies

or standards as applicabl

e to the specific position.

Leadership Skills: Develops
strategies that advance work/
employee development and
overall institutional goals.
Learns from and shares with
others. Creates a positive work
environment. Inspires and
focuses on possibilities.
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Description of Competency | Rating Comments

and/or Standards From

the Job Description or
Component

Goals and Overall Performance From Last Year
List goals/objectives based on the individual’s program plan or from
the individual’s previous performance evaluation.

Goals/Objectives Rating Comments

Overall Performance Rating Comments
To what extent did individual’s
work consistently meet
requirements/objectives of work
plan?

Identify major accomplishments
achieved.

Note objectives not achieved.
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Goals for Next Performance Cycle
Based on the goals of NCLR, or your component, list those for which
you will have primary responsibility and the timetable for completion.

Goals Timetable

Development Plan for Next Performance Cycle

Skills/ Knowledge/ Experience Actions | Timetable
Strengths:

= What key strengths could employee
leverage/build on to increase future
effectiveness?

= What effective behavior should
employee continue to use in
managing or working with others?

Areas for Improvement:

®  What skills can be strengthened to
enhance effectiveness, progress, and
career goals?

®  What should the employee start or
stop doing to be more effective?
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Supervisor Comments/Recommendations

Supervisor Signature: Date:

Employee Comments

My signature means I have reviewed the evaluation and discussed
the contents with my supervisor; it does not necessarily imply that I
agree with this evaluation.

Employee Signature: Date:

Forward completed and signed copy to HR Department and employee.
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Sample Performance
Appraisal Form #3

Used by permission of the Special Olympics.

Performance Review Form

Instructions for completing form:

1. Employee completes the self-assessment portions of the
review (Sections 1-2) and submits to his/her supervisor by
an agreed upon date.

2. 'The supervisor then completes his/her portion of the assess-
ment (Section 3).

3. Once done, the supervisor schedules and holds a meeting
with the employee to review and discuss performance and
to hold an initial conversation about the employee’s devel-
opment goals.

4. Before a final overall rating is assigned to each employee, a
calibration session will be held with supervisors to ensure
ratings are applied consistently across departments. At the
conclusion of this process, a final rating will be assigned to
the employee (Section 4). At this time, the supervisor and
employee should discuss and finalize a development plan

(Section 6).

5. 'The employee will then have the opportunity to make any
additional comments before signing the form (Section
5,7). The form should also be signed by the employee’s

supervisor and turned into HR for signature.

Section 1 - Employee Information
Employee Name: Current Supervisor:

Title: Dept:
Performance Period: Jan 1,2008 — Dec 31, 2008
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Section 2 - Employee Self-Assessment

Part 1: Employee provides a narrative assessment of overall performance
during the review period, using examples of noteworthy accomplishments
and of the impact of his/her work.

Part 2: Employee lists performance goals for the review period, and
assesses performance against goals.

Note: Comments may be added to explain performance which
exceeded or did not meet established goals. Comments may also be
added to indicate changes in goals over the course of the review period,
or external factors that impacted performance toward goals, such as new
priorities, reduced resources, or other factors.

Clearly Above Average|Solid Needs Improvement
Performance
F=Far E= M= Met P= U= Unsatisfactory
Exceeded | Exceeded Goals Partially Performance
Goals Goals Met
Goals
F |E M P (U
List Goal 1—
COMMENTS:
List Goal 2—
COMMENTS:
List Goal 3—
COMMENTS:
List Goal 4—
COMMENTS:
List Goal 5—
COMMENTS:
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Section 3 — Supervisor Assessment
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Part 1: The supervisor provides a detailed description of the employee’s
performance against assigned performance goals and provides examples
to support assessment.

Part 2: The supervisor rates the employee’s performance in the follow-
ing areas and provides examples to support rating.

Clearly Above Average

Solid

Performance

Needs Improvement

F=Far
Exceed

Expectations

E= Exceeds

Expectations

M= Meets

Expectations

P= Partially
Meets

Expectations

U=
Unsatisfactory
Performance

This Section Is To Be Completed For All Employees

FIEM|P U

JOB KNOWLEDGE—Competent in required job skills, is knowl-
edgeable of the duties, methods, equipment, and procedures required
by the job, displays understanding of how job relates to others, able to
perform a wide variety of job-related tasks.

COMMENTS:

QUALITY OF WORK——Completes assignments in a thorough and
accurate manner, produces quality work and achieves results under

established quality standards.
COMMENTS:

INITIATIVE—Persistent and resilient in the pursuit of the assigned
performance objects and goals

COMMENTS:

TEAMWORK—Demonstrates ability to get along with others, com-
municates and acts as a team player.

COMMENTS:

WORK ETHICS/HABITS—Demonstrates commitment and dedi-
cation to accomplishing assigned duties, has solid attendance record,
arrives to work on time.

COMMENTS:
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SERVICE QUALITY—Effectiveness in servicing both ex-
ternal and internal constituent/customers,  responsive to con-
stituent/customers, and meets constituent/customer expectations.

COMMENTS:

COMMUNICATION—Handles internal and/or external communi-
cations effectively, expresses ideas clearly in oral and written form,

COMMENTS:

'This Section Is To Be Completed For Employees In A F [E M
Supervisory Position

LEADERSHIP AND DIRECTION—Successfully coaches and
mentors subordinates, clearly communicates goals for the work group,
motivates others to perform well.

COMMENTS:

STRATEGY—Recommends, sets, implements, and communicates
company and departmental goals/strategies and ability to move em-
ployees in that direction.

COMMENTS:

PLANNING/ORGANIZATION ABILITY—Sets goals and objec-
tives of self and others, initiates and implements changes smoothly,
plans and performs work systematically to meet stated objectives and
priorities for self and subordinates

COMMENTS:

JUDGEMENT/DECISION-MAKING—Makes timely decisions
and actions based on sound reasoning and weighing of outcomes, ef-
fective handling of sensitive matters, exhibits sound and accurate judg-
ment, includes appropriate people in decision-making process

COMMENTS:
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Section 4 — Performance Summary and Overall Rating

After the calibration process has been concluded, supervisor should
check the appropriate box below. Rating should reflect the employee’s
total contribution, taking into consideration all comments and ratings
assigned in Sections 2-3.

a

Far Exceeds Expectations.

Employee currently exceeds overall
performance expectations for his/her position
as outlined in Section 2, including aggressive,
difficult, and complex objectives.

Employee consistently performs at an
exceptional level well above the norm of what
is expected, clearly setting him/her apart from
peers.

Employee’s results add significant value

to the team, to Special Olympics, and its
constituents.

Employee excels in demonstrating core
competencies outlined in Section 3 and acts
as a role model for other employees.

Exceeds Expectations.

Employee currently meets overall
performance expectations for his/her position
as outlined in Section 2, and exceeds many.
Employee consistently performs above the
norm of what is expected for his/her position.
Employee’s results add value to the team, to
Special Olympics, and its constituents.
Employee performs above the norm in
demonstrating core competencies outlined in
Section 3.

Meets Expectations.

Employee currently meets all or most of the
performance expectations for their position,
as outlined in Section 2.

Employee’s results add value to the team, to
Special Olympics, and its constituents.
Employee fully demonstrates the core
competencies outlined in Section 3.
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0 Partially Meets Expectations.

e Employee sometimes meets agreed upon
results, but does not meet all expectations as
outlined in Section 2.

e Employee demonstrates some of the core
competencies outlined in Section 3, but does
not demonstrate all of them consistently.

e Employee requires immediate attention
to performance improvement to meet the
expected performance level.

0 Unsatisfactory.

e Employees in this category are currently
unsatisfactory and require immediate
performance improvement to continue in
their position.

Section 5 — Additional Employee Comments (Optional)

This section is to be used for any additional comments the
employee wishes to make concerning the appraisal.

Section 6 — Development Plan

Employee and his/her supervisor should consider performance in the
review period, as well as performance goals set for the coming year, and
discuss development needs to enhance performance or help employee
meet new goals. Employee and his/her supervisor should also discuss
employee’s career development goals over the next 3-5 years, such as
new areas of responsibility and vertical or lateral movement within the
organization. The development plan below should reflect both the inter-

ests and goals of the employee and the needs of Special Olympics.
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Development Resources

o  Continuing e  Computer e  Professional e  Mentoring
Education based Seminars e On-the-job
e Job Cross- Training e  Professional Training
Training e  Project Associations e Publications/
o Inter- Assignments e Coaching Presentations
departmental e  Professional e  Regional/
work Certification Program
e  Project e  Supervisory experience
Management Training
Development Focus Actions Planned Status/Timing

Section 7 — Signatures

1 have reviewed and discussed this Performance Assessment and
Development Plan with my Supervisor and have been advised of the
assessment level of my performance. My signature below does not imply
my agreement with the performance assessment, but rather indicates that
the discussion took place and that I was afforded the opportunity fo record
additional comments, if I so desired.

Employee Date
Print name Signature

Supervisor Date
Print name Signature

HR Representative Date

Print name Signature
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Sample Performance
Appraisal Form #4

Used by permission of the Folcomer Equipment Corporation.

Performance Evaluation Form
Employee name:
Date:
Person conducting review:

Score the performance in each job factor below on a scale of
1-5, as follows:

5 = Outstanding, consistently exceeds expectations and is recognized by
peers and/or customers as a leader and positive example for others.

4 = Above Expectations, consistently meets and occasionally exceeds
expectations.

3 = Meets Expectations, consistently meets expectations.

2 = Below Expectations, occasionally fails to meet expectations.

1 = Needs Improvement, consistently fails to meet expectations and a
job performance improvement plan is required.

Job factor Employee Manager | Comments
Self- Evaluation
Evaluation

Job-specific
knowledge
Quality of work
Quantity of work
Dependability

Punctuality and
attendance

Interpersonal/
communication

skills

Teamwork

Customer service

Other (please specify):
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Additional comments:

Goals for next review period/areas for improvement:

Signatures
Employee: Date:
Manager: Date:

Human Resources: Date:
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Sample Performance
Appraisal Form #5

Used by permission of the National Association of Federal Credit Unions.

Employee Name:
Reviewer:

Date Completed:

Title:
Years in Position:
Review Start Date:

Review End Date:

Cover Sheet

2009 Performance Evaluation

a Position Description Reviewed/Updated

Interim 01 Date:
Interim 02 Date:
Self Eval Date:

Date Due to HR:

Reviews
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Employee
Name:

Reviewer:

Section A
Performance Factors

Date
Completed:

2009 Performance Evaluation

1. Job Knowledge &
Application

Rating of Expectations
O Far Exceeds O Exceeds O Successfully Meets
O Partially Meets O Does Not Meet

Rate the employee’s technical
knowledge and skills;
analytical abilities, and
problem-solving skills.

Comments:

Type over the example text and enter your
comments about the employee here. Your comments
should reflect the accomplishments noted in

the employee’s self-evaluation form and rate the
employee’s performance against the expectations in
these standard performance factors.

2. Organization &
Quality of work

Rating of Expectations
O Far Exceeds O Exceeds O Successfully Meets
O Partially Meets © Does Not Meet

Rate the employee’s accuracy,
neatness, thoroughness, and
completeness of work.

Comments:

Type over the example text and enter your
comments about the employee here. Your comments
should reflect the accomplishments noted in

the employee’s self-evaluation form and rate the
employee’s performance against the expectations in
these standard performance factors.

3. Time Management

Rating of Expectations

& Productivity O Far Exceeds O Exceeds O Successfully
Meets O Partially Meets O Does Not Meet
Comments:
Rate the employee’s work Type over the example text and enter your

output, speed, timeliness,
effectiveness, and work
habits. Also assess
performame in meeting
deadlines.

comments about the employee here. Your comments
should reflect the accomplishments noted in

the employee’s self-evaluation form and rate the
employee’s performance against the expectations in
these standard performance factors.
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4. Interpersonal Skills
& Teamwork

Rating of Expectations
O Far Exceeds O Exceeds O Successfully Meets
O Partially Meets O Does Not Meet

Rate the employee’s working
relationships, teamwork,
conflict resolution, and
cooperation.

Comments:

Type over the example text and enter your
comments about the employee here. Your comments
should reflect the accomplishments noted in

the employee’s self-evaluation form and rate the
employee’s performance against the expectations in
these standard performance factors.

5. Problem-Solving &

Rating of Expectations

Judgment O Far Exceeds O Exceeds O Successfully Meets
O Partially Meets O Does Not Meet
Comments:
Rate the EmP/0y€€ s use Type over the example text and enter your
0f /ogica/ and sound comments about the employee here. Your comments
judggmgn[. should reflect the accomplishments noted in

the employee’s self-evaluation form and rate the
employee’s performance against the expectations in
these standard performance factors.

6. Communication

Rating of Expectations
O Far Exceeds O Exceeds O Successfully Meets
O Partially Meets O Does Not Meet

Rate the employees written
and verbal communication,
presentation skills, and
listening skills.

Comments:

Type over the example text and enter your
comments about the employee here. Your comments
should reflect the accomplishments noted in

the employee’s self-evaluation form and rate the
employee’s performance against the expectations in
these standard performance factors.

7. Resource
Management

Rating of Expectations
O Far Exceeds O Exceeds O Successfully Meets
O Partially Meets © Does Not Meet

Rate the manager’s
budgeting and financial
management skills, effective
use of resources, and use of
technology tools.

Comments:

Type over the example text and enter your
comments about the employee here. Your comments
should reflect the accomplishments noted in

the employee’s self-evaluation form and rate the
employee’s performance against the expectations in
these standard performance factors.
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8. Leadership & Rating of Expectations
Management O Far Exceeds O Exceeds O Successfully Meets
O Partially Meets O Does Not Meet
Comments:
Rate the manager’ skill Type over the example text and enter your
in coaching, motivating, comments about the employee here. Your comments
supervising, decision- should reflect the accomplishments noted in

the employee’s self-evaluation form and rate the
employee’s performance against the expectations in
these standard performance factors.

making; as well as
communication with and
development of employees,

and serving as a role model.

Employee
Name: Section B
Reviewer: Annual Goals
Date
Completed:

2009 Performance Evaluation

Rating of Expectations

GOAL1 O Far Exceeds O Exceeds O Successfully Meets
O Partially Meets O Does Not Meet
Comments:
Enter Goal 1. Type over the example text and enter your comments about

the employee’s accomplishment of the goal here. Your
comments should reflect accomplishments noted in the
employee’s self-evaluation form and rate the employee’s
performance against the specific and measureable language
in the goals established for the review year.

Rating of Expectations

GOAL2 O Far Exceeds O Exceeds O Successfully Meets
O Partially Meets O Does Not Meet
Comments:
Enter Goal 2. Type over the example text and enter your comments about

the employee’s accomplishment of the goal here. Your
comments should reflect accomplishments noted in the
employee’s self-evaluation form and rate the employee’s
performance against the specific and measureable language
in the goals established for the review year.
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GOAL3

Rating of Expectations
O Far Exceeds O Exceeds O Successfully Meets
O Partially Meets O Does Not Meet

Enter Goal 3.

Comments:

Type over the example text and enter your comments about
the employee’s accomplishment of the goal here. Your
comments should reflect accomplishments noted in the
employee’s self-evaluation form and rate the employee’s
performance against the specific and measureable language
in the goals established for the review year.

GOAL 4

Rating of Expectations
O Far Exceeds O Exceeds O Successfully Meets
O Partially Meets O Does Not Meet

Enter Goal 4.

Comments:

Type over the example text and enter your comments about
the employee’s accomplishment of the goal here. Your
comments should reflect accomplishments noted in the
employee’s self-evaluation form and rate the employee’s
performance against the specific and measureable language
in the goals established for the review year.

GOAL 5

Rating of Expectations
O Far Exceeds O Exceeds O Successfully Meets
O Partially Meets © Does Not Meet

Enter Goal 5.

Comments:

Type over the example text and enter your comments about
the employee’s accomplishment of the goal here. Your
comments should reflect accomplishments noted in the
employee’s self-evaluation form and rate the employee’s
performance against the specific and measureable language
in the goals established for the review year.

GOAL 6

Rating of Expectations
O Far Exceeds O Exceeds O Successfully Meets
O Partially Meets O Does Not Meett

Enter Goal 6.

Comments:

Type over the example text and enter your comments about
the employee’s accomplishment of the goal here. Your
comments should reflect accomplishments noted in the
employee’s self-evaluation form and rate the employee’s
performance against the specific and measureable language
in the goals established for the review year.
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Rating of Expectations
GOAL7 O Far Exceeds O Exceeds O Successfully Meets
O Partially Meets O Does Not Meetot Meet
Comments:

Enter Goal 7. Type over the example text and enter your comments about
the employee’s accomplishment of the goal here. Your
comments should reflect accomplishments noted in the
employee’s self-evaluation form and rate the employee’s
performance against the specific and measureable language
in the goals established for the review year.

Rating of Expectations
GOALS8 O Far Exceeds O Exceeds O Successfully Meets
O Partially Meets O Does Not Meet
Comments:

Enter Goal §. Type over the example text and enter your comments about
the employee’s accomplishment of the goal here. Your
comments should reflect accomplishments noted in the
employee’s self-evaluation form and rate the employee’s
performance against the specific and measureable language
in the goals established for the review year.

Employee
Name: Section C
Reviewer: Summary Page
Date
Completed:

2009 Performance Evaluation

Performance Factors Total | Weight (%) | Rating
1. Job Knowledge/Application 0 0.0% 0
2. Organization/Quality of Work 0 0.0% 0
3. Time Management/Productivity 0 0.0% 0
4. Interpersonal Skills/Teamwork 0 0.0% 0
5. Problem Solving/Judgment 0 0.0% 0
6. Communication 0 0.0% 0
7. Resource Management 0 0.0% 0
8. Leadership/Management 0 0.0% 0
AVERAGE 0.00
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| Annual Goals Total | Weight (%) | Rating
Goal 1 0 0.0% 0
Goal 2 0 0.0% 0
Goal 3 0 0.0% 0
Goal 4 0 0.0% 0
Goal 5 0 0.0% 0
Goal 6 0 0.0% 0
Goal 7 0 0.0% 0
Goal 8 0 0.0% 0
0.00
SCALE
Far Exceeds TOTAL
4.60 — 5.00 REVIEW
Exceeds SCORE
3.60 —4.59
Succ. Meets
3.86 — 3.59 0.00
Partially Meets
2.20-2.85
Does Not Meet
1.00-2.19
Employee
Name:
Reviewer: Goals for 2010
Date
Completed:

2009 Performance Evaluation

GOAL1 Comments:

Enter Goal 1 — concentrate on During the year, type over this
example text and note ongoing

esmé'lzs/ym g specific, measurable, and progress toward your goal here.
attainable goals.

GOAL2 Comments:
Enter Goal 2 — concentrate on During the year, type over this

example text and note ongoin
P going

establishing specific, measurable, and progress toward your goal here.

attainable goals.
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GOAL3

Comments:

Enter Goal 3 — concentrate on
establishing specific, measurable, and
attainable goals.

During the year, type over this
example text and note ongoing
progress toward your goal here.

GOAL 4

Comments:

Enter Goal 4 — concentrate on
establishing specific, measurable, and
attainable goals.

During the year, type over this

example text and note ongoing

progress toward your goal here.

GOAL S5

Comments:

Enter Goal 5 — concentrate on
establishing specific, measurable, and
attainable goals.

During the year, type over this
example text and note ongoing

progress toward your goal here.

GOAL 6

Comments:

Enter Goal 6 — concentrate on
establishing specific, measurable, and
attainable goals.

During the year, type over this
example text and note ongoing

progress toward your goal here.

GOAL7

Comments:

Enter Goal 7 — concentrate on
establishing specific, measurable, and
attainable goals.

During the year, type over this
example text and note ongoing
progress toward your goal here.

GOAL 8

Comments:

Enter Goal 8§ — concentrate on
establishing specific, measurable, and
attainable goals.

During the year, type over this
example text and note ongoing
progress toward your goal here.
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Employee
Name:

Reviewer:

Date
Completed:

2009 Performance Evaluation

Section D
Comments/Signatures

Reviewer’s Comments

Comments:

Enter summary comments as the
Reviewer...

Type over the example text and enter
your comments about the employee
here. Your comments should reflect
the accomplishments and goals,

and should be completed prior

to discussing the review with the
employee.

Reviewee’s Comments

Comments:

Enter summary comments as the

Copy comments provided by the
employee and paste them in this text

Reviewee... box. The employee should be allowed
a reasonable amount of time to
complete comments that are provided
in this annual review document.

Signatures

Reviewer: Date:
Reviewee: Date:
Dept VP
(if different Date:
from Reviewer):
Director
Date:
of HR:
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Sample Performance
Appraisal Form #6

Used by permission of a DC-based association.

PERFORMANCE PLAN & REVIEW
Annual Review Form

Associate’s Name:

Position:

Supervisor’s Name:

Review Date:

Department:

Date Sentto Human Resources:

Performance Rating Definitions

Performance consistently and significantly exceeds expectations and
position requirements

Performance which is clearly exceptional. Performance consistently
surpasses all expectations for the job. The associate consistently exceeds
an above average level of performance. This level of performance
indicates the capability of assuming new responsibilities within a
larger framework and eligibility for promotion. Performance reflects
competence, dependability at all times and the capability to succeed in
all tasks with a great degree of autonomy. Little or no supervision is
required. Activities always contribute to improved or innovative work
practices. This category applies to truly outstanding performers—those
who serve as role models for others.
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Performance consistently meets and sometimes exceeds expectations
and position requirements.

Performance which provides a contribution that exceeds the defined
expectations of the job. The associate regularly accomplishes more than
is required and is capable of identifying problems, providing solutions
and taking full responsibility for the results. Little supervision is needed.
Associate at this level consistently does the work that is required. This
category is for associates who are solid performers and competent at all
aspects of their job.

Performance consistently meets expectations and position

requirements.
Performance is entirely acceptable. Quality of work corresponds to the job

requirements. Employee achieves the objectives set. Work is performed
with a minimum of difficulty and error.

Performance meets some but not all expectations and position
requirements.

Performance does not entirely meet job requirements. Not all objectives
have been reached. Improvement is needed in certain areas. This rating
may be given due to brief tenure in position, creating the requirement for
more time to fulfill performance expectations. Supervision is required.

Performance does not meet expectations and position requirements.

Performance does not meet expectations for the job. ‘This category
includes associates who must demonstrate immediate improvement.
Corrective action is necessary.
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Section 1: Key Job Responsibilities

List three to six parts of the job that require the most time, attention
and effort and, for each responsibility, identify specific objectives to be
achieved. Rate the associate’s performance in each area and provide
comments and examples to support the rating.

Responsibility:
Specific Objectives:

Comments:

o Consistently & Significantly Exceeds Expectations & Position Requirements
o Consistently Meets & Sometimes Exceeds Expectations & Position Requirements
o Consistently Meets Expectations & Position Requirements

o Meets Some but not all Expectations & Position Requirements

o Does not meet Expectations & Position Requirements

Responsibility:
Specific Objectives:

Comments:

o Consistently & Significantly Exceeds Expectations & Position Requirements
o Consistently Meets & Sometimes Exceeds Expectations & Position Requirements
o Consistently Meets Expectations & Position Requirements

o Meets Some but not all Expectations & Position Requirements

o Does not meet Expectations & Position Requirements

Responsibility:
Specific Objectives:

Comments:

o Consistently & Significantly Exceeds Expectations & Position Requirements
o Consistently Meets & Sometimes Exceeds Expectations & Position Requirements
o Consistently Meets Expectations & Position Requirements

o Meets Some but not all Expectations & Position Requirements

o Does not meet Expectations & Position Requirements
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Responsibility:
Specific Objectives:

Comments:

o Consistently & Significantly Exceeds Expectations & Position Requirements
0 Consistently Meets & Sometimes Exceeds Expectations & Position Requirements
o Consistently Meets Expectations & Position Requirements

0 Meets Some but not all Expectations & Position Requirements

0 Does not meet Expectations & Position Requirements

Responsibility:
Specific Objectives:

Comments:

o Consistently & Significantly Exceeds Expectations & Position Requirements
o Consistently Meets & Sometimes Exceeds Expectations & Position Requirements
o Consistently Meets Expectations & Position Requirements

0 Meets Some but not all Expectations & Position Requirements

0 Does not meet Expectations & Position Requirements

Responsibility:
Specific Objectives:

Comments:

o Consistently & Significantly Exceeds Expectations & Position Requirements
0 Consistently Meets & Sometimes Exceeds Expectations & Position Requirements
o Consistently Meets Expectations & Position Requirements

0 Meets Some but not all Expectations & Position Requirements

0 Does not meet Expectations & Position Requirements
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Section 2: Core Behaviors

This section contains core behaviors that characterize the association’s
Statement of Philosophy and that the association expects of each
associate. Rate the associate’s performance in each area and, where
appropriate and applicable, provide examples to support the rating.

Core Behavior: Teamwork

Specific Objectives: Willingly cooperates with others and places
shared goals before narrower interests. Is
receptive and responsive to others’ ideas and
opinions. Is personally eftective as a team
member.

Comments:

o Consistently & Significantly Exceeds Expectations & Position Requirements
o Consistently Meets & Sometimes Exceeds Expectations & Position Requirements
o Consistently Meets Expectations & Position Requirements

o Meets Some but not all Expectations & Position Requirements

o Does not meet Expectations & Position Requirements

Core Behavior: Problem-Solving

Specific Objectives: Identifies and defines problems, evaluates
information and develops alternative
solutions. Faces problems willingly and with
a positive attitude. Follows up quickly and,
whenever possible, personally.

Comments:

o Consistently & Significantly Exceeds Expectations & Position Requirements
o Consistently Meets & Sometimes Exceeds Expectations & Position Requirements
o Consistently Meets Expectations & Position Requirements

o Meets Some but not all Expectations & Position Requirements

o Does not meet Expectations & Position Requirements
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Core Behavior: Initiative

Objectives: Suggests and/or initiates actions that will
improve operations, use resources more
creatively, and/or increase the efficiency and
effectiveness of the work being done. Takes
actions that are necessary and appropriate to
meet organizational needs—not necessarily
at the direction of the supervisor.

Comments:

o Consistently & Significantly Exceeds Expectations & Position Requirements
o Consistently Meets & Sometimes Exceeds Expectations & Position Requirements
o Consistently Meets Expectations & Position Requirements

0 Meets Some but not all Expectations & Position Requirements

0 Does not meet Expectations & Position Requirements

Core Behavior: Personal Responsibility

Objectives: Takes ownership of the job. Willingly
accepts authority and accountability for
accomplishing results in carrying out the key
job responsibilities.

Comments:

o Consistently & Significantly Exceeds Expectations & Position Requirements
0 Consistently Meets & Sometimes Exceeds Expectations & Position Requirements
o Consistently Meets Expectations & Position Requirements

0 Meets Some but not all Expectations & Position Requirements

0 Does not meet Expectations & Position Requirements
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Core Behavior: Service Attitude

Objectives: Recognizes that we work for our
membership and other internal and external
constituents. Anticipates their needs and
responds in a timely, positive manner.
Embraces service challenges and finds ways
to overcome obstacles to providing high

quality support.

Comments:

o Consistently & Significantly Exceeds Expectations & Position Requirements
o Consistently Meets & Sometimes Exceeds Expectations & Position Requirements
o Consistently Meets Expectations & Position Requirements

o Meets Some but not all Expectations & Position Requirements

0 Does not meet Expectations & Position Requirements

Core Behavior: Professional Responsibility

Objectives: Focuses activities on accomplishing
association objectives. Works within
budgets. Makes no permanent enemies—
remembers that “this is not personal.” Treats
others with respect.

Comments:

o Consistently & Significantly Exceeds Expectations & Position Requirements
o Consistently Meets & Sometimes Exceeds Expectations & Position Requirements
o Consistently Meets Expectations & Position Requirements

o Meets Some but not all Expectations & Position Requirements

0 Does not meet Expectations & Position Requirements
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Section 3: Development Plan

List areas where development efforts will be concentrated
during the coming year. Activities can be drawn from any of the
tollowing categories:

e On-the-job experience (new assignments or special
projects)

e In-house training (association offered seminars and
workshops)

e Outside training (seminars, workshops, or courses

offered outside the association)

e  Professional development (involvement in organizations,
committees, and conferences)

e  Other (internal or external resources—
videos, books, manuals)

Focus of Activities to Time-Frame to
Development Effort Undertake Complete Activities

Section 4: Overall Rating
After rating each of the job responsibilities and core behaviors,

develop an overall performance rating for the associate.

o Consistently & Significantly Exceeds Expectations & Position Requirements
o Consistently Meets & Sometimes Exceeds Expectations & Position Requirements
o Consistently Meets Expectations & Position Requirements

0 Meets Some but not all Expectations & Position Requirements

0 Does not meet Expectations & Position Requirements

Additional Supervisory Comments (include any changes/
additions to key job responsibilities):

Associate Comments:
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Section 5: Year-End Signatures and Approvals

We have completed the Performance Plan and Review for the
current review cycle, have met and discussed each area and
agreed upon goals for the next review cycle.

Supervisor’s Signature Date

Associate’s Signature Date

I have reviewed this performance appraisal with my supervisor
and have been given a copy for my records.

Next Level Supervisor’s Signature Date

Division Head’s Signature Date
Next Annual Review Date

PERFORMANCE PLAN & REVIEW

Progress Discussion Notes

Periodically throughout the performance plan year, supervisors should
meet with associates to provide feedback, to commend performance that
is above expectations, to note improvements that were made since the last
review and/or to note where improvement is still needed. This will help
to ensure that performance expectations are clearly communicated and
understood throughout the plan year, that the associate has an opportunity
to regularly discuss where he/she may need guidance or support from
the supervisor, and to identify training needs or career aspirations. Any
changes or additions to the associate’s key job responsibilities since the
last review should be discussed during these meetings and noted below.

Progress meetings should be held with the associate on a quarterly basis.
Use the space below to make notes on issues discussed during these
progress meetings. Both the supervisor and the associate should sign
and date to indicate what items were discussed. These notes should be
reviewed when completing the Annual Review Form.
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Progress Discussion #1
Date of Meeting:

Issues Discussed:

Changes/Additions to Key Job Responsibilities:

Supervisor’s Signature Date

Associate’s Signature Date

Progress Discussion #2
Date of Meeting:

Issues Discussed:

Changes/Additions to Key Job Responsibilities:

Supervisor’s Signature Date

Associate’s Signature Date

Progress Discussion #3
Date of Meeting:

Issues Discussed:

Changes/Additions to Key Job Responsibilities:

Supervisor’s Signature Date

Associate’s Signature Date
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Sample Performance
Appraisal Form #7

Used by permission of Fried, Frank, Harris, Shriver & Jacobson LLP
Each appraisal is individually prepared based on the appropriate job description.

PERFORMANCE EVALUATION
(For Non-Exempt and Professional Administrative Staff)

Employee:

Reviewer:

Position: HR/Benefits Jr. Analyst
Director:

Department: Human Resources
Last Review Date:

Division: Administration

Date of Review:

Part I: Primary Responsibilities

Rating Scale:

4 = Exceeds Expectations - Overall performance is exceptional. The employee dem-
onstrates superior skills, creativity and personal effort in substantially exceeding
performance standards.

3 = Meets Expectations - The employee is conscientious and consistently meets perfor-
mance standards. Contributions made have been valuable to the Firm and depart-
ment.

2 = Partially Meets Expectations - Overall performance meets some but not all of the
position requirements. Performance in one or more areas of responsibility is either
below expectations or not at a consistent and sustained level of achievement. The
employee must improve performance in specified areas to bring results to a Meezs
Expectations level.

1 = Does Not Meet Expectations - Overall performance is below minimum standards
and expectations. The employee has demonstrated a lack of required skills, knowledge,
and/or effort. Performance at this level requires immediate, sustained improvement
and may necessitate further disciplinary action.

N/A = Not Applicable
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List the primary responsibilities from the position description. The ap-
praiser should assign to each responsibility the rating which most ac-
curately describes the employee’s performance. Qualitative as well as
quantitative/observable measures should be used in planning and evalu-
ating performance. If the employee has more primary responsibilities
than listed below, please add them in the space(s) provided and attach an
additional sheet if necessary. Please provide comments in all categories.

PRIMARY BENEFITS

Responsibility: Rating:
Responsible for processing benefits enrollment and benefits termination
for legal staff enrolled in the HTH overseas medical plans. Acts as
intermediary between legal staff and HTH insurance carriers to resolve
any problems, processes claims and premium payments.

Comments:

Responsibility: Rating:
Assists the Benefits Analysts in conducting benefits orientation for
new staff, processing enrollment forms for medical/dental plans and

COBRA information.
Comments:

Responsibility: Rating:

Assists the Benefits Analysts in processing claims for wage continuation
and disability plans, including FMLA, NYSD and worker’s
compensation.

Comments:

Responsibility: Rating:
Assist with Health Club enrollment and administration.
Comments:

Responsibility: Rating:
Assist the Benefits Analysts in data entering of beneficiary information

for Life and L'T'D benefit plans.
Comments:
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Responsibility: Rating:
Assist with Partner and Employee Beneficiary Designation inquiries
and changes.

Comments:

Responsibility: Rating:

Assist the Benefits Analysts with special benefits projects, such
as Health Fair, CPR/AED Certification, Blood Drives, Weight/
Watchers, quarterly benefits auditing, as required.

Comments:

PRIMARY HUMAN RESOURCES

Responsibility: Rating:
Provides general administrative and clerical support to the Human
Resources and Benefits Department.

Comments:

Responsibility: Rating:
Screens incoming calls and responds to general inquiries to include
requests for employment verifications, reference requests, mortgage
verifications, unemployment insurance, etc., greets and assists all guests
at the front desk and sorts department mail.

Comments:

Responsibility: Rating:
Establishes and maintains relationships with managers to understand
temporary staffing needs. Assists with filling temporary staff requests,
maintaining temporary staffing agency relationships and agreements,
requesting criminal/credit back ground checks, and maintaining
updated status of temporary staft at the Firm.

Comments:
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Responsibility: Rating:
Maintains current the administrative procedures manual, HR Intranet
page, ie, discounts, employee handbook updates, etc.

Comments:

Responsibility: Rating:
Processes invoices for all HR Managers and maintains information on
dollars spent in appropriate budget accounts. Assists with processing
tuition reimbursement requests.

Comments:

Responsibility: Rating:

Assists with the employee recognition program, staff appreciation
day functions, the annual milestone anniversary program, assists with
employee in-house seminars, and coordinates Retirement parties.
Comments:

Responsibility: Rating:
Responsible for ordering and/or distribution of Firm anniversary gifts,
employee gifts for births/weddings, ordering of flowers for death/
illnesses.

Comments:

Responsibility: Rating:

Serves as back-up for the Benefits Analysts and Human Resources
Assistant.

Comments:
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Part II: Performance Factors

This section is comprised of factors which directly affect how well an
employee does his/her job and should be considered in determining an
overall rating of performance. Comments are encouraged on any fac-
tor, however, they are required on those evaluated as Exceeds Expectations
(4), Partially Meets Expectations (2) and Does Not Meet Expectations (1).

Quantity/Quality of Work: Rating:

Overall, consistently produces an acceptable volume of work in relation
to time, established standards, and conditions in the department.
Consistently produces thorough, neat and accurate work.

Comments:

Dependability/Flexibility: Rating:
Consistently follows through on assignments and responsibilities;
adapts well to change and supports change; flexible to working overtime
when requested.

Comments:

Time Management: Rating:
Consistently produces an acceptable volume of work in relation to time,
established standards, and conditions in the department. Organizes
work well and uses time effectively. Meets established deadlines Works
well under pressure.

Comments:

Interpersonal Relationships/Communication/Cooperation/
Teamwork: Rating:

Relates in a positive, professional and cooperative manner with co-
workers, supervisors and other staft members toward common goal.
Shares information in a timely manner; keeps appropriate people
informed; listens, understands, uses confidential information with
discretion; writes and speaks in a clear, concise manner. Supports the
Firm and departmental plans, programs, policies, procedures and assists
other team members.

Comments:
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Initiative/Judgment: Rating:
Willingly assumes new and challenging assignments; is self-directed
and motivated. Anticipates what needs to be done and does it. Offers
creative, innovative and workable solutions. Exercises good judgment
and knows when to consult.

Comments:

Acceptance of Criticism: Rating:
Accepts constructive criticism, learns from it and improves personal
performance.

Comments:

Attendance and Punctuality: Sick Lateness
Rating:
Comments:

Part III: Significant Contributions and

Accomplishments
Using the space below, focus on significant contributions and/or accom-
plishments the employee has made during the appraisal period.

Part IV: Professional Growth and Development (If
applicable)

Based on the overall performance and the competencies required for suc-
cess in the present position, list the developmental objectives that the
employee and manager agree to achieve in the next 12 months. The
primary focus should be on improving the employee’s performance in
their present job. Secondary emphasis should be placed on preparation
for possible future assignments.

ik L
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Use the developmental action plan format below to indicate specific ac-
tions that will be taken to improve the employee’s performance. Be sure
to indicate who will initiate the action and when it will take place. Ad-
ditional pages may be added if necessary.

How
Competence
Developmental Will be
Objective How to Achieve Target Date Measured

Part V: Appraisal Summary

Provide a summary rating of overall performance. This rating should
reflect overall performance during the appraisal period and include per-
formance against ongoing job responsibilities, previously agreed upon
objectives and special projects. It should reflect both quantitative and
qualitative assessments of performance.

Exceeds Expectations

Meets Expectations

Partially Meets Expectations

Does Not Meet Expectations
Employee Comments:

Part VI: Signatures
Note: Signature does not indicate agreement/disagreement

Employee’s Signature: Date:
Reviewer’s Signature: Date:
Director’s Signature: Date:
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Sample Performance
Appraisal Form #8

Used by permission of Columbia Lighthouse for the Blind

Employee:

Department:
Title:

Review Period: to

INSTRUCTIONS
In completing this appraisal, the following sequence should be
followed:

1. Employee completes page one (1), Performance Assessment, and
reviews the job description provided by Human Resources. The
completed Performance Assessment should be turned in to the
supervisor. Complete by

2. Supervisor completes pages two (2) through eleven (11) by
indicating the appropriate numerical value. To determine the
overall performance ranking (simple average) on page ten, add
the numerical values together and divide by eight. Note: If the
employee has supervisory responsibilities, complete the supervisory
section as well. The divisor will then be twelve. Review the job
description provided by Human Resources.

Complete by

3. Supervisor combines each employee’s Performance Assessment
with the rankings page and obtains the signature of their supervisor
for each of their direct report’s review form(s).

Complete by

4. Supervisors will, upon receipt of approval signatures, discuss
the review and the current job description with the employee.

Complete by
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5  Employees should sign and date the review form and the job
description. Notify Human Resources of any changes/additions to

the job description. Complete by

6. Supervisors will return the signed Performance Review to Human
Resources for permanent filing once they discuss the appraisal
with the employee and obtain their signature. Complete by

Employee: PERFORMANCE ASSESSMENT

Noteworthy (strong) areas of present performance:

Opportunities for improvement in job performance:

What performance areas have improved since the previous review?

Accomplishments since last review:

List no more than five (5) goals for the coming year:

Supervisors: Indicate the appropriate numerical value in the blank based
on the following scale. Note that you must support Exceptional and

Unsatisfactory rankings with specific examples for each.

5

N W A

Exceptional *
Exceeds Expectations
Meets Expectations
Needs Improvement
Unsatisfactory ™
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1.JOB KNOWLEDGE

Knowledge of products, policies and procedures; OR knowledge of
techniques, skills, equipment, procedures, and materials.

__ Expert in job, has thorough grasp of all phases of job. (5 )

__ Very well informed, seldom requires assistance and instruction. (4 )
__ Satisfactory job knowledge, understands and performs most phases
of job well, occasionally requires assistance or instruction. (3 )

__ Limited knowledge of job, further training required, frequently
requires assistance or instruction. ( 2 )
__ Lacks knowledge to perform job properly. (1)

Comments, required for a rating of “Unsatisfactory” (1) or “Exceptional”

(5):

2. QUALITY OF WORK

Freedom from errors and mistakes. Accuracy, quality of work in general.

___ Highest quality possible, final job virtually perfect. (5 )

__ Quality above average with very few errors and mistakes. ( 4 )

_ Quality very satisfactory, usually produces error free work. (3 )

__ Room for improvement, frequent errors, work requires checking &
re-doing. (2)

Excessive errors and mistakes, very poor quality. (1)

Comments, required for a rating of “Unsatisfactory” (1) or “Exceptional”

(5):

3. COMMUNICATION

Uses proper oral and written language. Demonstrates good judgment

in selecting proper means of communication. Listens actively and

seeks clarification when needed. Keeps other departments informed of

developments affecting their functions. Promptly responds to requests.

Excels in dealing with the public — consumers, volunteers, donors.

__ Excels at communicating effectively both internally and externally. (5 )

__ Above average communication skills; messages are always clear. (4)

_ Demonstrates effective communication on all levels. ( 3 )

__ Needs improvement in communication with staff and/or public;
messages are not clearly communicated. ( 2 )

__ Lacking in effective communication skills; uses inappropriate
means of communication. (1)

Comments, required for a rating of “Unsatisfactory” (1) or “Exceptional”

(5):
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4. QUANTITY OF WORK

Work output of the employee.

___ High volume producer, always does more than is expected or
required. (5)

__ Produces more than most, above average. (4)

__ Handles a satisfactory volume of work, occasionally does more than
is required. ( 3 )

__ Barely acceptable, low output, below average. ( 2 )

__ Extremely low output, not acceptable. (1)

Comments, required for a rating of “Unsatisfactory” (1) or “Exceptional”

(5):

5.RELIABILITY

'The extent to which the employee can be depended upon to be available

for work, do it properly, and complete it on time. The degree to which

the employee is reliable, trustworthy, and persistent.

__ Highly persistent, always gets the job done on time. (5 )

__ Very reliable, above average, usually persists in spite ofdifficulties. ( 4 )

__ Usually gets the job done on time, works well under pressure. ( 3 )

___ Sometimes unreliable, will avoid responsibility, satisfied to dothe
bare minimum. ( 2 )

__ Usually unreliable, does not accept responsibility, gives up easily. (1)

Comments, required for a rating of “Unsatisfactory” (1) or “Exceptional”

(5):

6. INITIATIVE AND CREATIVITY

"The ability to plan work and to go ahead with a task without being told

every detail, and the ability to make constructive suggestions.

__ Displays unusual drive and perseverance, anticipates neededactions,
frequently suggests better ways of doing things. (5)

_ A self starter, proceeds on own with little or no direction,
progressive, makes some suggestions for improvement. ( 4 )

__ Very good performance, shows initiative in completing tasks. (3 )

Does not proceed on own, waits for direction, routine worker. ( 2 )

Lacks initiative, less than satisfactory performance. (1)
Comments, required for a rating of “Unsatisfactory” (1) or “Exceptional”

(5):
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7. JUDGEMENT

'The extent to which the employee makes decisions which are sound.

Ability to base decisions on fact rather than emotion.

__ Uses exceptionally good judgment when analyzing facts and
solving problems. (5 )

___ Above average judgment, thinking is very mature and sound. ( 4 )

__ Handles most situations very well and makes sound decisions
under normal circumstances. ( 3 )

__ Uses questionable judgment at times, room for improvement. ( 2 )

__ Uses poor judgment when dealing with people and situations. (1)
Comments, required for a rating of “Unsatisfactory” (1) or “Exceptional”

(5):

8. COOPERATION

Willingness to work harmoniously with others in getting a job done.

Readiness to respond positively to instructions and procedures.

__ Extremely cooperative, stimulates teamwork and good attitude in
others. (5)

__ Goes out of the way to cooperate and get along. (4)

__ Cooperative, gets along well with others. ( 3)

___ Indifterent, makes little effort to cooperate or is disruptive to the
overall group or department. ( 2 )

__ Negative and hard to get along with. (1)

Comments, required for a rating of “Unsatisfactory” (1) or “Exceptional”

(5):




Sample Forms 185

COMPLETE THE FOLLOWING SECTION FOR
SUPERVISORY PERSONNEL ONLY

9. (Supervisors Only) PLANNING, ORGANIZING, &

PRIORITIZING

'The ability to analyze work, set goals, develop plans of action, utilize

time. Consider amount of supervision required and extent to which you

can trust employee to carry out assignments conscientiously.

__ Exceptionally good planning and organizing skills. Conscientious. ( 5)

__ Above average planning and organizing. Usually carries out
assignments conscientiously. ( 4 )

__ Average planning and organizing. Occasionally requires assistance. ( 3 )

__ Room for improvement. Frequently requires assistance. (2)

__ Unacceptable planning and organizing skills. (1)

Comments, required for a rating of “Unsatisfactory” (1) or “Exceptional”

(5):

10. (Supervisors Only) COACHING & MENTORING

'The ability to create a motivating climate, achieve teamwork, train and

develop, measure work in progress, take corrective action.

__ Exceptional leader, others look up to this employee. (5 )

__ Above average. Usually, but not always motivational. (4 )

__ Average. Sometimes needs to be reminded of leadership role. ( 3 )
__ Needs to improve motivational and teamwork skills. ( 2 )

__ Unacceptable directing and controlling skills. (1)

Comments, required for a rating of “Unsatisfactory” (1) or “Exceptional”

(5):

11. (Supervisors Only) DECISION-MAKING

'The ability to make decisions and the quality and timeliness of those

decisions.

__ Exceptional decision making abilities. Decisions are made in a
timely manner. (5 )

__ Above average decision making abilities. Usually makes sound and
timely decisions. (4 )

__ Average. Sometimes requires assistance in making decisions. (3)

__ Needs to improve decision making and/or timeliness of decisions. (2 )

__ Unacceptable decisions and/or timeliness. (1)

Comments, required for a rating of “Unsatisfactory” (1) or “Exceptional”

(5):
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12. (Supervisors Only) INTERPERSONAL SKILLS/

NEGOTIATION & CONFLICT MANAGEMENT

Builds trust and rapport among staff while recognizing the opinions

and needs of others. Conveys a positive personal image and develops

positive working relationships. Successfully prevents conflicts

from arising and excels at resolving conflicts when they do arise by

identifying issues and concerns of all parties.

__ Exceptional ability to deflect conflict and resolve issues before they
become a conflict. Demonstrates appreciation for the opinion of
others. (5)

__ Above average negotiating abilities. Usually prevents conflicts
through negotiation. (4 )

__ Average. Occasionally requires assistance in resolving conflicts. (3 )

__ Needs to improve negotiation skills. ( 2 )

__ Ineffective management of conflicts and negotiations. (1)

Comments, required for a rating of “Unsatisfactory” (1) or “Exceptional”

(5):

PERFORMANCE LEVELS
EXCEPTIONAL (5)
Truly outstanding performance that results in extraordinary and
exceptional accomplishments with significant contributions to
objectives of the department, division, group or company.
EXCEEDS EXPECTATIONS (4)
Consistently generates results above those expected of the position.
Contributes in a superior manner to innovations both technical and
functional.
MEETS EXPECTATIONS (3)
Good performance with incumbent fulfilling all position requirements
and may on occasion generate results above those expected of the
position.
NEEDS IMPROVEMENT (2)
Performance leaves room for improvement. This performance level
may be the result of new or inexperienced incumbent on the job or an
incumbent not responding favorably to instruction.
UNSATISFACTORY (1)
Lowest performance level which is clearly less than acceptable, and
which is obviously well below minimum position requirements.
Situation requires immediate review and action. Possible separation
or reassignment is in order without significant and immediate
performance improvement.
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Overall Performance Rating:
Cumulative:
Divided by 8 (or 12):

Select one category below:
Exceptional *
Exceeds Expectations
Meets Expectations
Needs Improvement
Unsastifactory **

=N W A

* Written justification for ‘distinguished’ performance must be
submitted to the department head and human resources prior to
discussion with the employee.

**A detailed plan to address “unsatisfactory” performers must be
submitted to the department head and human resources, prior to
the performance discussion with the employee.

EMPLOYEE COMMENTS:

SIGNATURES: Signatures acknowledge that this form was

discussed and reviewed.

Employee: Date:

Preparcd by: Date:
Supervisor

Approved by: Date:

Supervisor’s Supervisor
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Sample Performance
Appraisal Form #g

Used by permission of the Farmington Country Club.

PERFORMANCE REVIEW

Employee: Reviewer:
Position/Job Title: Position/Job Title:
Date of Review: Period Covered by Review:

'This review is a tool for improving performance. When done properly,
it will highlight strengths and accomplishments while identifying areas
for improvement in the future. In completing this review, please take
the time to carefully and fairly consider the performance of the person
being reviewed for the entire period covered by the review.

To ensure a consistent perspective and vocabulary for all reviews, we
describe performance suing the following six terms:

LETTER

CODE

GE Greatly Exceeds Expectation: Significantly and consistently
exceeds standards and expectations

E  Exceeds Expectation: Exceeds standards and expectations

M Meets Expectation: Meets standards and expectations

BID Below Expectation, Improvement Desired: Does not meet
standards and expectations

BIE Below Expectation, Improvement Essential: Significantly below
standards and expectations

NA NotApplicable: This aspect of performance is not relevant to
position

On the page that follows, various components of job performance are

listed. In the space to the left of each statement, please indicate your

review of this employee’s performance by using the letter codes from

the definitions provided above.

In the Comments section, provide specific examples of the employee’s

job performance that illustrate your review, and identify the goals that

were achieved and those that still need to be achieved.
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'The performance review form includes a separate page for you and
the employee to identify individual knowledge and skill development
goals and performance goals for the employee to achieve during the
next review period. These goals should be measurable, realistic, and set
within a specific timeframe for completion.

®  During this performance review, complete columns 1-3

(Goal, Action Plan, Timetable for Completion
®  During the next performance review, complete column 4

(Goal Achievement)

Technical Knowledge Displays understanding of facts
and concepts necessary to perform
capably over time

Applied Knowledge Is able to apply technical
knowledge to job situations in ways
that enhance performance

_ Productivity Completes work with a high level
of quality in the time allotted

_ Work Quality Output meets the high standards of
the Club

_ Member Interaction Says “hello,” makes eye contact and

is helpful and courteous

Leadership Sets high standards, communicates
them in words and conduct, and
serves as a teacher and a role model
for co-workers

Teamwork Gets along with other employees
and willing pitches in when needed

Communication Uses appropriate language and
effectively conveys meaning

Decision Making Carefully gathers all necessary
information and considers
alternatives before choosing one

Independence Works with little or no supervision

Initiative Seeks new tasks and opportunities

to expand knowledge and ability
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Creativity Suggests ideas, discovers new
and better ways of accomplishing
individual and group goals

Professionalism Maintains mature and dignified
demeanor
Attendance Is consistently on time and

minimizes absences

Dependability Can be relied on to complete
responsibilities with a minimum of
supervision and follow-up

Adherence to Policy Is familiar and complies with
relevant Club policies

Comments
Provide specific examples of the employee’s job performance that
illustrate your review, and identify the goals that were achieved and
those that still need to be achieved. Your examples may describe:
® job performance that exceeded or greatly exceeded your
expectations, improved during the review period, or needs
improvement during the next review period; and
® poals that were achieved during the review period, or goals
that were not achieved during the review period.

(Type Comments Here)

Signatures below indicate that a meeting took place to review the perfor-
mance during the past review period and to establish knowledge and skill
development goals and performance goals for the next review period.

Employee Signature and Date

Reviewer Signature and Date

Department Head Signature and Date

General Manager Signature and Date

HR Manager Signature and Date
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Employee: Reviewer:
Position/Job Title: Position/Job Title:
Period Covered by Goals:
Individual Knowledge and Skill Development Goals
Goal
achievement
Goal Action plan T1metablf: for (C.omplete
completion with next
performance
review)
Individual Performance Goals
Goal
achievement
Goal Action plan T1metab1?3 for (C.omplete
completion with next
performance
review)

Signatures below indicate that a meeting took place to review the perfor-
mance during the past review period and to establish knowledge and skill
development goals and performance goals for the next review period.

Employee Signature and Date

Reviewer Signature and Date

Department Head Signature and Date

General Manager Signature and Date

HR Manager Signature and Date
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Sample Performance

Appraisal Form #10
Used by permission of the Farmington Country Club.

PERFORMANCE REVIEW

FOR MANAGERS AND SUPERVISORS
Employee: Reviewer:

Position/Job Title: Position/Job Title:
Date of Review: Period Covered by Review:

'This review is a tool for improving performance. When done properly,
it will highlight strengths and accomplishments while identifying areas
for improvement in the future. In completing this review, please take
the time to carefully and fairly consider the performance of the person
being reviewed for the entire period covered by the review.

To ensure a consistent perspective and vocabulary for all reviews, we
describe performance suing the following six terms:

LETTER

CODE

GE Greatly Exceeds Expectation: Significantly and consistently
exceeds standards and expectations

E  Exceeds Expectation: Exceeds standards and expectations

M Meets Expectation: Meets standards and expectations

BID Below Expectation, Improvement Desired: Does not meet
standards and expectations

BIE Below Expectation, Improvement Essential: Significantly below
standards and expectations

NA Not Applicable: This aspect of performance is not relevant to
position

On the page that follows, various components of job performance are

listed. In the space to the left of each statement, please indicate your

review of this employee’s performance by using the letter codes from

the definitions provided above.

In the Comments section, provide specific examples of the employee’s

job performance that illustrate your review, and identify the goals that

were achieved and those that still need to be achieved.
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'The performance review form includes a separate page for you and
the employee to identify individual knowledge and skill development
goals and performance goals for the employee to achieve during the
next review period. These goals should be measurable, realistic, and set
within a specific timeframe for completion.
®  During this performance review, complete columns 1-3
(Goal, Action Plan, Timetable for Completion

®  During the next performance review, complete column 4

(Goal Achievement)

1. Management and Supervision

Staff recruitment and hiring

Takes an active and effective role in attracting new staff. Demon-
strates an ability to select employees well-suited to their position.
Feedback

Provides regular feedback, both verbal and written, to improve em-
ployee performance—performance reviews are thorough and used a s
a tool to guide development.

Recognition

Provides recognition, both tangible and intangible, to reinforce good
performance.

Directing and dealing with people

Is confident, but keeps own ego in check. Displays concern for self-
esteem of subordinates and treats all staff with respect and courtesy.
Balance

Dealings with staff reflect consistency, impartiality and sensitiv-

ity to their needs whenever possible. Keeps cool under pressure and
maintains composure and objectivity when things do not happen as
expected.

Delegation

Is comfortable delegating both responsibility and authority. Under-
stands which tasks are best given to subordinates to enhance team
efficiency.

Development of subordinates

Is committed to and enjoys training. Seeks opportunities for subordi-
nates to grow and learn. Willing to take prudent risks to develop the
skills of staff. Tests and challenges the abilities of subordinates with
developmental outcome in mind.

Creating and maintaining standards

Communicates clear and tangible standards for performance. Con-
sistently enforces work standards and rules and does not make excep-
tions based on personal likes and dislikes.
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Focuses on and achieves results

Demonstrates commitment to attaining goals in spite of problems
or obstacles that may arise. Makes decisions and takes action based
on the intended result rather than the needs of the process. Does not
confuse effort with successful outcome.

2. Communication

Speaking skills

Speaks well, conveying information and ideas effectively. Changes
vocabulary and style of speech to suit situation and the background of
the audience to whom he or she is speaking.

Listening skills

Is a good active listener. When listening to others, asks questions to
indicate interest, gain specific information and to confirm under-
standing. Admits when he/she does not understand or is confused
and asks for clarification.

Writing skills

Writes clearly and concisely, organizes thoughts well and attends to
the rules of grammar, syntax, punctuation, etc.

Meeting skills

Is prepared for and actively participates in meetings. Is an effective
meeting leader. Uses meetings when appropriate and displays under-
standing of how to organize an effective meeting.

Communicates effectively

Provides the right information to the right people at the right time.
Informs supervisor of issues, activities, and plans on a regular basis.

3. Leadership

Models the way

Is clear about personal philosophy of leadership. Sets an example of
what is expected. Communicates and builds consensus around the
Club’s mission, vision, and core values, and behaves in a manner con-
sistent with them. Personally accepts responsibility for performance in
his or her area of responsibility. Ensures that people adhere to agreed-
upon standards. Follows through on promises and commitments.
Inspires a shared vision

Appeals to others to share a dream of the future and shows them how
their interests can be realized. Finds ways to align personal values and
operating goals with the larger Club vision. Knows constituents and
is able to relate to them in ways that energize and uplift them. Moti-
vates others to follow by building consensus. Speaks with conviction
about the meaning of work.
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Challenges the process

Reforms “from the inside.” Continually strives to achieve goals, im-
prove on past performance, and exceed expectations, no matter what
the challenge. Embraces change; searches for opportunities to in-
novate, grow, and improve. Experiments, takes risks, and learns from
mistakes. Challenges others to try new approaches. Searches outside
the Club for innovative ways to improve.

Enables others to act

Develops relationships based on collaboration, trust, and mutual
respect. Treats people with respect and dignity. Trusts others to use
their discretion and authority. Encourages others to take risks, create
change, and achieve results. Supports decisions others make and helps
them learn from their mistakes. Actively listens to and considers di-
verse points of view. Involves “informal leaders” where possible.
Encourages the heart

Expresses confidence in people’s abilities. Finds creative, genuine, and
visible ways to recognize other people’s contributions and celebrate
accomplishments. Praises people a job well done. Promotes team
spirit and maintains a positive outlook.

4. Organization and Planning

Organizes time and uses efficiently

Uses daily “to do list,” day timer and calendar to organize time and
work efficiently.

Maintains orderly workplace

Maintains organized office space, including files, etc.—insists that
staff maintain organized work flow to maximize efficiency.

Uses “systems approach”

Establishes and communicates a routine approach to frequent, re-
dundant or predictable tasks—uses forms and checklists to ensure
consistency.

Anticipation and foresight

Anticipates problems and unusual circumstances, and makes contin-
gency plans. Anticipates implications of actions two and three steps
beyond immediate situation. Evaluates decisions in terms of their
effect on the immediate and long term and is aware of precedent as it
is being set.

Priority orientation

Manages time wisely and focuses efforts on areas that are most im-
portant or of most lasting significance. Demonstrates understanding
of how various activities and projects fit into the “big picture.”
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5. Professional and Technical Competence

Technical knowledge

Demonstrates the technical knowledge necessary to perform effec-
tively. Is current on emerging technical, professional and industrial
developments.

Applied knowledge

Consistently utilizes technical knowledge to enhance performance.
Seeks opportunities to utilize newly-acquired or newly-developed
expertise.

6. Teamwork

Sensitive to the morale of the team

Accepts responsibility for the morale of the team—works to build
alliances and to resolve conflict within the group.

Develops “team solutions”

Obtains agreement and acceptance by soliciting and utilizing the
ideas of others. Actively involves staff at all levels of the organization
and includes “informal leaders” where possible.

Provides support to the team

Works to support the decisions of peers and superiors even if he/she
disagrees with them. Meets with other members of the team to coor-
dinate efforts and solve problems through mutual dialogue.
Respects “the system”

Understands the organization, distribution of authority and chain of
command—uses appropriate channels to communicate and achieve
outcomes.

7. Entrepreneurship

Can translate decisions into dollars

Understands the financial implications of decision making and can
anticipate the impact of actions and products.

Opportunistic

Develops and implements strategies to exploit opportunities and

to further the financial goals of the organization. Reacts quickly to
changes and challenges which arise.

“Sells” the club

Develops contacts, enhances the Club’s image and promotes its inter-
ests through visible participation in business, civic and professional
organizations.

Decision making and analysis

Carefully monitors important financial information to compare actual
to budgeted financial performance. Makes decisions and takes action
to ensure budgets are attained or exceeded.
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8. Customer Service
'This section deals with service to all customers, which in some instances
refers to members and guests, and in others refers to staff members or
other “internal customers.” Although some staff members do not interact
directly with members, etc., of equal importance is their interaction with
co-works, vendors, etc. “If you're not serving the customer, you are serving
someone who is.”

Anticipation

Anticipates customer needs and takes action to deliver customer satis-

faction within the limits of his/her authority.

Responsive

Reacts quickly and enthusiastically to customer requests.

Builds relationships

Maintains relationships in a manner which ensures the long term,

“big picture” success of the whole organizations.

Gets results

Deals with complaints and problems personally, decisively and in a

manner which assures that the customer leaves happy.

“Champions the customer”

Gives priority to customer preferences and emphasizes the legitimacy

of customer expectations.

9. Personal Development

Develops career plan

Takes responsibility for fostering own personal and professional
development.

Sets goals

Sets realistic professional goals and works to attain them.
Builds contacts

Makes industry contacts and circulates within a group of peer
professionals.

Community involvement

Identifies opportunities to further Club’s role in community, civic and

charitable organizations.

Comments

Provide specific examples of the employee’s job performance that

illustrate your review, and identify the goals that were achieved and

those that still need to be achieved. Your examples may describe:

® job performance that exceeded or greatly exceeded your
expectations, improved during the review period, or needs
improvement during the next review period; and

®  goals that were achieved during the review period, or goals
that were not achieved during the review period.
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(Type Comments Here)

Signatures below indicate that a meeting took place to review the perfor-
mance during the past review period and to establish knowledge and skill
development goals and performance goals for the next review period.

Employee Signature and Date

Reviewer Signature and Date

Department Head Signature and Date

General Manager Signature and Date

HR Manager Signature and Date
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Employee: Reviewer:
Position/Job Title: Position/Job Title:
Date of Review: Period Covered by Review:
Individual Knowledge and Skill Development Goals
Goal
achievement
Goal Action plan T1metab1f3 for (C.omplete
completion with next
performance
review)
Individual Performance Goals
Goal
achievement
Goal Action plan Tlmetabl‘e for (C.omplete
completion with next
performance

review)
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Signatures below indicate that a meeting took place to review the perfor-
mance during the past review period and to establish knowledge and skill
development goals and performance goals for the next review period.

Employee Signature and Date

Reviewer Signature and Date

Department Head Signature and Date

General Manager Signature and Date

HR Manager Signature and Date
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“A”list, the, 28-29
absolute standard or category
rating, 49-50
accountability issues, 83-84
accurate, being, 29
active listening, 40
adjective rating scale, 49
aging workforce, 127
anchoring error, past, 83
appeals process, 85-87
appraisal,
checklist, 49-50
critical incident, 51
essay, 50
appraisals,
and avoidance, 14
blueprint for positive, 90

goal-directed performance, 57

sound, 118
types of, 49-51

appreciative, being, 29

Art of Awareness, The, 34

attentive, being, 29

automated appraisals, 126-127

Awareness, The Art of, 56

base pay, 72

behaviorally anchored rating
scales, 51

benchmarks, motivational, 36

best for your company, doing
what’s, 56-58

best, doing your, 56-58

bias, rater, 78-79

bite, appraisals don’t, 33-51

blueprint for positive
appraisals, 90

broadbands, 73

building productive discussions,
38-40

career issues, early, 16
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central tendency error, 81
checklist appraisal, 49-50
classification method, 68
closes, successful, 45-47
collaboration, 111-113
comfort zone, beyond the, 41-43
communicating about pay,
65-66,70-71
communication, 114-116
comparative ratings, 50
compensation, the many facts of,
63-76
competency-based pay, 71
confidentiality and respect,
demonstrate, 22-23
contrast effect, 82
credential-based pay, 71
critical incident
appraisal, 51
effect, 82
direct monetary rewards, 64
disabilities, 106
discussions, building productive,
38-40
Disney Company, the Walt, 55
dollars, talking about, 66-67
EEO compliance, 102-103
effect,
contrast, 82
critical incidents, 82
halo, 79
horns, 80
sunflower, 80
Elephants Can't Dance, Who Says, 54
employee feedback form, 51
employee-driven objectives, 44
employees, self-assessment for,
19-20
employees, the too-quiet, 94-95

employers perspectives, 15
entitlement philosophy, 64-65
error,
central tendency, 81
leniency or harshness, 80-81
low motivation, 83
personal bias, 82-83
regency of events, 82
sampling, 83
sugar-coating. 81
varying standards, 83
past anchoring, 83
reducing rating, 84-87
essay appraisal, 50
evaluation, sharing ownership of
the, 28
evaluations and evolution,
119-124
factor, performance, 49
feedback
form, employee, 51
pay, 71
sandwich, 42
flextime, 119-120
form, employee feedback, 51
gainsharing, 73
Gen Xers, 127-129
Generation Y, 129-130
Georgia-Pacific’s cascading goal-
setting, 57
goal-directed performance
appraisals, 57
ground rules, consider the, 24-25
halo effect, 79
horns effect, 80
hostile employee, the, 93-94
human resources, strategic, 59
incident appraisal, critical, 51
indirect monetary rewards, 64
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1Q, test your legal, 108

job description, review, 23-24

job evaluation, 68

job-sharing, 121-122

Johnson & Johnson, 55

jump-starting results, 113

knowing the employee or
supervisor, 22

knowledge-based pay, 71

Labor Relations Institute of New
York, 14

leniency or harshness, error, 80-81

management by objectives, 58-60
(see also MIBO)

management, matrix, 123

managers and performance
appraisals, 16

managing change, 112

matrix management, 123

MBO, 58-60

merit pay, 72

message clear and direct, keep, 23

monetary rewards, 64

monitoring and assessment,
117-118

motivation error, low, 83

motivation, tapping into, 34-36

motivational benchmarks, 36

multiple rater appraisals and
multiple supervisors, 123

narratives, 50-51

New York, Labor Relations
Institute, 14

objectives that work, 46

objectives,
employee-driven, 44
targeting, 43-45
weighing, 47

openings, upbeat, 36-38
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operational, making convictions,
114-118
ordering method, 68
organizational
rewards packages structuring, 64
tools, stay up-to-date on, 24
pay,
base, 72
communicating about, 65-66
competency-based, 71
credential-based, 71
feedback, 71
knowledge-based, 71
merit, 72
people-based, 71
piece-rate, 73
skill-based, 71, 72
variable, 72
ways to, 71
people-based pay, 71
performance
and tracking it year-round, 24
appraisals, goal-directed, 57
factor, 49
performance rating, 49
perspectives,
employers, 15
supervisors’, 15
philosophy,
entitlement, 64-65
performance-based, 65
piece-rate pay, 73
point method, 68
Practice of Management, The, 14
prejudging, 23
prepare, how to, 22-25
Pre-Review, the, 26-28
productive discussions, building,

38-40
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psychological satisfactions, 64
psychological turnover, 110
questions,
example of open-ended, 37
probing, 38
quiet employees, 94-95
rater bias, 78-79
rating errors, common, 79-84
rating scale, adjective, 49
rating scales, behaviorally
anchored, 51
rating,
absolute standard or
category, 49-50
performance, 49
ratings, comparative, 50
reducing rating errors, 84-87
regency of events error, 82
relative standards of comparative
ratings, 50
respect and confidentiality,
demonstrate, 22-23
results, jump-starting, 113
retaliation, 106-107
review in preparation for
appraisals, thing to, 25
rewards packages structuring,
organizational, 64
rewards,
direct monetary, 64
indirect monetary, 64
roots of anxiety, the, 13-20
sample
measurement indicators, 44-45
upward appraisal, 125
sampling error, 83
sandwich, feedback, 42
satisfactions, psychological, 64

scale, adjective rating, 49
scales, behaviorally anchored
rating, 51
scenarios for preparing, three,
30-32
scenarios, three objectives, 47-49
self-assessment
for employees, 19-20
for supervisors, 17-19
skill-based pay, 71, 72
sound appraisals, 118
standards error, varying, 83
standards, relative, 50
strategic human resources, 59
sunflower effect, 80
supervisor, the new, 95-96
supervisors should consider three
questions, 27
supervisors, self-assessment for,
17-19
supervisors’ perspectives, 15
surprise appraisal, 98
tapping into motivation, 34-36
targeting objectives, 43-45
team
evaluations, 107
performance appraisals, 122-123
telecommuting, 120-121
training, 116-117
training exercises for large
groups, 88
traps, rating error, 77-88
types of appraisals, 49-51
upward appraisal, sample, 125
upward performance appraisals, 124
values, it’s all about, 54-56
variable pay, 72
weighing objectives, 47
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