Conducting the Review

How to talk about your employees' performance. The first thing you can do to conduct an effective performance appraisal is to make sure there are no surprises in store for the employee. This means you should have communicated with your employees on a regular basis about how they are doing with their particular assignments and how they are collaborating with others. The formal appraisal session should be mainly a way to summarize and continue the informal interaction that has previously taken place between you and your employees. It should also be a time to look at how you and the employee can continue to work well together in the future. Your job in this session is not to tell the employee all the things you think he or she did wrong over the past year. One reason performance appraisal sessions are often dreaded is that managers and employees feel the managers have to find something to criticize about the person being appraised. What can happen in that situation is that the manager might mention a negative comment the employee made or the fact that the employee was late to work two times over the past six months or similar trivial points. This causes employees to feel resentful and become defensive, and it adds nothing to their motivation to improve performance.
Approach the person you're appraising as a partner rather than a judge. This minimizes hostility. Also, by focusing on your employee's development rather than on fault finding, you'll set a positive tone and the discussion becomes more productive and easier for both of you. 
You may be conducting a performance review because it's required, but it's also a great opportunity to help your employees achieve job goals. Talk with your employees one-on-one about your expectations for them. Talk about goals, resources to help them achieve these goals, and what you're planning on doing to help. With some, you'll set goals to meet certain performance 
results; with others, you might set target levels for different "ratings"; for others, the goals might be related to on-the-job behavior; for others still, the goals might target both behaviors and results. 
Set goals, work toward them with your employees, and discuss what worked or did not work at the next review. That's easier said than done! Nevertheless, employees want to know where 
they stand. They want to receive feedback on their performance. Both ongoing discussions and periodic performance appraisals enable you to provide employees with this information. 
Explain the purpose. Since performance helps determine salary, job assignments, transfers, promotions, demotions, and termination, it is important to tell the employee that you're rating his or her performance based on responsibilities and goals. The appraisal discussion is also a time to discuss the employee's job expectations and the organization's expectations of the employee. You should also encourage the employee to talk about any other job-related issues or concerns. 

Minimize reluctance. Many employees are not enthusiastic about performance appraisals because previous ones seemed "a waste of time" or unpleasant. Your skill determines whether employees regard the discussion with enthusiasm or dread. You can change their attitudes by listening to their concerns, explaining how you plan to handle the meeting, and that the main purpose of the meeting is to help you both improve. 
Gain the employee's commitment. You want the employee to actively participate in the entire appraisal process. This can happen if the employee understands that it will be a two-way discussion of performance. The employee should also understand that the purpose of the appraisal is to recognize success and plan improvement where necessary. 

To ensure your appraisal meeting is successful, review the recommendations below and follow the steps outlined later to help guide you through the meeting. 

· Discuss actual performance data/significant behaviors
· Compare data with responsibilities/goals
· Rate performance (if appropriate in your appraisal system)
· Maintain a positive focus
· Focus on solving problems, not finding fault
· Solicit and use input from employees
· Evaluate objectively
· Provide recognition
· Discuss specific actions for you and the employee to take
· Express confidence
Discuss actual performance data/significant behaviors. If the performance appraisal discussion is to be effective, you should have performance data and significant behaviors for each area of measurement. The employee should have access to this same data before the appraisal session. Both you and the employee must feel that the data is objective and accurate. If the employee reviews the data prior to the appraisal, you can handle questions about its objectivity and accuracy before the appraisal discussion. 
Compare data with responsibilities/goals. This way both you and the employee know whether he or she has met, exceeded, or missed the goals for the job. Before the session in some organizations, it's the employee's responsibility to also prepare data on 
goal achievement. 
Rate performance. Rate the employee's performance in each area of measurement, based on actual data. The ratings should take into account any factors outside the employee's control that contributed to achieving or failing to achieve his or her goals. It's a good idea to discuss your ratings with your immediate supervisor so that both of you are confident that your ratings are justifiable. 
Maintain a positive focus. If the employee's overall performance rating is satisfactory, the emphasis of feedback should be that he or she is doing well. Allow sufficient time to discuss and recognize 
those areas where performance met or exceeded goals. Exploring the factors that led to success will help you and the employee build on strengths to increase productivity. 
Focus on solving problems, not finding fault. In those areas where the employee is not meeting expectations with regard to responsibilities or goals, the emphasis should be on identifying the causes, focusing on solutions, and outlining specific actions 
that will enable the employee to meet those expectations. The discussion should be future-oriented, focusing on plans for Improvement. Expression of concern with past poor performance should be balanced with recognition of achievements, if overall performance is satisfactory. 
Solicit and use input from employees. You should actively involve the employee in the performance appraisal discussion. In addition to sharing performance data and participating in the problem-solving discussion, the employee may also have additional items or concerns to discuss. Be prepared to discuss these items openly and work toward solutions. The employee may want to discuss salary, career opportunities, or barriers to satisfactory performance, such as insufficient resources, lack of management support, etc. If you cannot adequately address such issues during the appraisal discussion, you should set a follow-up date to discuss these items at length. \

Evaluate objectively. This means you're focusing on performance and the factors that led to success or the obstacles that got In the way of success. You are not evaluating the person but his or her performance in a fair and dispassionate way. If the employee knows this is what you are doing and that both of you are there to help each other succeed, the session will be much more productive. 

Provide recognition. Praise the employee for those things done well. When you praise, you're helping the person know what he or she is doing well so that he or she will continue to do those things. It also creates a positive tone for the session. 

Discuss specific actions for you and the employee to take. 
At the conclusion of the session, list specific actions the employee will take to finish old business, take on new goals, and improve his or her skills. Also list the actions you will take to support the employee in these activities. 

Express confidence. Let the employee know you feel good about his or her abilities, you're there to help the employee succeed, and you're confident that by working together this will happen, and you are glad to be working with him or her. 

Making the Session Go Smoothly. As you undertake the appraisal, here are some ways you can 
make the actual session go smoothly: 
Comfort. Put the employee at ease at the start of the session. Do this by acknowledging that these sessions can be a little nerve-wracking, but that the purpose is to help everyone in the work group improve and to gather information on how to help the improvement efforts. 
Inquire. Ask the employee what he or she thinks of his or her total performance-not just strong or weak areas. In this way, you get an overall sense of how the employee thinks he or she is doing. 
Self-evaluation. Question the employee about what he or she thinks his or her personal strengths are. This chance to describe what he or she does best helps the employee feel positive about the appraisal.
Strengths. Tell the employee what you believe his or her strengths are. This demonstrates that you are paying attention to performance. 

Improvement. Describe those areas where you think the employee might improve; use documentation to demonstrate why you are making these observations. Then ask the employee what he or she thinks of this and listen silently to the response. His or her reasons for poor performance or problems on the job might include lack of training, personality conflicts with other employees, misunderstandings about expectations or responsibilities, lack of knowledge about how to use new equipment, and physical obstacles, such as poor lighting or poorly maintained equipment. 
Collaboration. Assuming you can identify the cause of poor performance, ask the employee what the two of you can do together to take care of it. 

Goal development. Set new goals for performance for the next appraisal 
period. 
Commitment. Keep a record of the meeting, including a timetable for performance improvement and what each of you will do to ensure that happens. 

Constructive. Be open and honest, yet considerate of the employees feelings. The goal is to facilitate improvement for the individual, the team, and the organization. 
After the appraisal session, it's vital to follow up on what you and the employee have agreed on during the session. It indicates that you and the organization are serious about improvement. 
1. Mark your calendar to meet with individual employees to 
review their progress. 
2. Set up training as needed to address skill deficiencies. 
3. If a personal problem is involved, arrange for the 
employee to get counseling, if it's available. 
4. If an employee continues to perform poorly, make him or 
her aware of the consequences (discipline, demotion, or 
termination).

5. Provide positive feedback when you see improvements in 
performance. 
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