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	Using Performance Reviews


Performance reviews are an excellent way to maintain quality employment in your workplace. In fact, most companies consider performance reviews an absolute necessity and part of the corporate culture.

As mentioned in Lesson 3, the job description informs the employee of the company’s expectations of him or her.  Now, the performance review documents actual results against expectations.

The performance review allows the employer to give “official” feedback, both positive and negative, to the employee.  Oftentimes, a performance evaluation is conducted in conjunction with a salary review, and therefore introduces performance as a factor in determining if a pay increase should be given, and if so, how much.

Caution Ahead

Employers must be cautious about conducting performance reviews in a manner that can be construed as degrading or distrustful.  Because it focuses on them exclusively, some employees look upon the review process as demeaning and adversarial. The purposes of a review can vary, but a review should not be a conduit for sending a negative message to employees about their potential growth. The purpose is the reverse: a well-conducted review can be instrumental for better communication between the employer and employee. 

When Should Reviews be Conducted?

Many companies have a policy of conducting an annual review for all employees. That’s fine, but there are other times when a review may be conducted.  Here are a few:

· The employee has reached the end of his or her probationary period.

· The employee is being considered for promotion.

· The employee has exhibited unsatisfactory performance.

· The employee has performed exceptionally well.

If the review was triggered by exceptional performance, this is the time to acknowledge a job well done. Also, consider the retention efforts presented in the previous lesson as a means to reward an employee, in addition to discussions of salary adjustment. 

Documentation

By documenting performance reviews, two goals are accomplished:

· The employee has a written copy of areas that need improvement. This should include some written actions that the employee can implement to improve performance.

· The employer has a document that can be used to illustrate the history of the employee’s work record. The document records progress or lack thereof.

Designing a Performance Review Form

Given that performance review descriptions vary widely, as do each company’s needs, employers should develop their own form.  Here some items that should be at the top.

· A place for the employee’s name and job title.

· A place for the name of the supervisor conducting the review.

· A place for the date of the review.

The following areas should be given three or four blank lines each as well as a place for a letter grade or indication of “fair, poor, needs improvement, excellent, above average, decreased performance, satisfactory.”

Time Management

· Has the employee been punctual, tardy or a combination thereof?  

· What about breaks?  Has the employee used break and lunch times properly?  

Awareness of Job Requirementsxe "Job Awareness"
· Does the employee seem to be aware of his or her responsibilities?  

· Is he or she living up to the expectations of the job?  

· Does the employee understand the relationship between his or her job and the company as a whole?

· Does the employee follow the company policy and accepted practices when seeking assistance or making grievances?

Behaviorxe "Behavior"
· Is the employee polite? 

· Is he or she well mannered, especially with customers?  

· Does he or she use good judgment? 

· Compliance with Policy

· Does the employee follow the rules?  

· To what lengths does he or she go to adhere to policies and procedures?  

· Has the employee neglected or ignored any of the rules?

· Does he or she follow safety rules?

· Dependability - can the employee be counted on to perform assigned tasks?  

· Does he or she seem willing to help others?

Initiative

· Does the employee raise issues that need to be addressed?  

· Does he or she develop solutions?  

· Does the employee identify tasks that need to be accomplished and then perform them without being asked to do so?  

· Does he or she provide ideas to better the company or its products?

· Is the employee self-motivated?

Interaction With Others

· Does the person get along well with other employees?  

· Does he or she communicate and cooperate with them?  

· What about with customers?

· How well does he or she manage suggestions and constructive criticism?

Independence

· Does the employee need constant supervision?  

· Is the employee capable of tracking his or her assignments, or does he or she need to be reminded frequently?  

· Does the employee arrive to work and begin accomplishing tasks, or does he or she always need direction?

Quality

· How accurate and professional are the results of the employee’s work?  

· What do customers and co-workers think of the employee’s work?  

· How frequently are errors made?  

· Does the employee take action to correct errors?

Productivity

· Overall, what is the employee expected to contribute to the company?  

· Does the employee end the work week with a significant number of tasks accomplished?  

· Does the time the employee spends on tasks seem reasonable?

Summary of Performance And 


 Call For Action
After dealing with the above specifics on the Performance Review Form, there should be space to write for overall evaluations.  This is an important part of the review, as it is the documentation of progress, unusual events and changing expectations. The following should be included:

· New or noteworthy accomplishments since the last evaluation.

· Areas that are in need of improvement.

· Recommendations for improvement.

· An over-all letter grade or designation, such as “Excellent, Above Average, Average, Below Average, Unsatisfactory, Not Rated.”

There should also be additional room for comments from the employee, a date for the next review, and a place for the signatures of both the reviewers and the employee.

Employee Copies

As with all employee documents, the employee should be given a copy of the performance review and the original copy should be maintained in his or her personnel file.

Keep in mind that documentation is imperative when the need to terminate an employee becomes apparent, as Lessons 18-21 will indicate.

On the next two pages is a sample Performance Review Form. A full size version is found in the Appendix.

Sample Performance Review Form

Performance Review

__________________________________  ______________________________

Employee Name
                                    Reviewer Name

__________________________________  ______________________________

Job Title
                                    Date of Review


Circle One
Reviewer Notes

Availability
Excellent
_________________________________

Punctuality/Absence
Satisfactory
_________________________________

Time Awareness
Needs Improvement
_________________________________

Job Awareness
Excellent
_________________________________

Accountabilities
Satisfactory
_________________________________

Sets Goals
Needs Improvement
_________________________________

Behavior
Excellent
_________________________________

Interaction w/ Others
Satisfactory
_________________________________

Manners/Neatness
Needs Improvement
_________________________________

Complies w/ Policies
Excellent
_________________________________

Follows Procedures
Satisfactory
_________________________________

Safety Rules
Needs Improvement
_________________________________

Dependability
Excellent
_________________________________

Performs assignments
Satisfactory
_________________________________


Needs Improvement
_________________________________

Initiative
Excellent
_________________________________

Develops Solutions
Satisfactory
_________________________________

Provides Ideas
Needs Improvement
_________________________________

Independence
Excellent
_________________________________

Tracks Assignments
Satisfactory
_________________________________

Needs Supervision
Needs Improvement
_________________________________

Productivity
Excellent
_________________________________

Quality/Accuracy
Satisfactory
_________________________________

Corrects Errors
Needs Improvement
_________________________________

Continued

Sample Performance Review Form (page 2)

Performance Review – Page 2

__________________________________  

Employee Name


New and/or noteworthy accomplishments since last evaluation

_____________________________________________________________________

_____________________________________________________________________

_____________________________________________________________________

_____________________________________________________________________

Areas in need of improvement

_____________________________________________________________________

_____________________________________________________________________

_____________________________________________________________________

_____________________________________________________________________

Recommendations

_____________________________________________________________________

_____________________________________________________________________

_____________________________________________________________________

_____________________________________________________________________

Overall Performance Summary
Excellent

   (Circle one)

Satisfactory



Needs Improvement 

______________________________________________________________________________

Employee Comments

_____________________________________________________________________

_____________________________________________________________________

_____________________________________________________________________

_____________________________________________________________________

__________________________________  ______________________________

Employee Signature
                                    Reviewer Signature

__________________________________  ______________________________

Date
                                    Date of Next Review

The Non-Performance Review?

An interesting concept is presented in a book written by Tom Coens and Mary Jenkins. The authors believe that performance reviews are intrinsically flawed and do not work. In their book Abolishing Performance Reviews, they say, “It is time to start over and look for new ways to liberate the human spirit in organizational life.” 

Okay, a new twist couldn’t hurt, so long as it doesn’t backfire. While the book does not spell out a series of specific alternatives, it does stress that employers should first examine what they wish to accomplish, then create new tools based upon this criteria. 

The ideas behind this book could help foster strong company morale. For instance, “the company trusts us to be professional, so we’ll be professional.”  This may be all well and good, but these non-traditional concepts seem better oriented towards a non-corporate environment. 

Lesson Summary:

· A properly administered performance evaluation system can increase employee efficiency. If correctly implemented, performance reviews may provide an important defense for wrongful termination lawsuits.

· A performance review should be instrumental for better communication between the employer and employee and not a conduit for sending a negative message to employees about their potential.  

· A performance review must be documented and include areas for the employer’s and employee’s signatures.

· A performance review should include:

· Availability

· Awarenessxe "Job Awareness" to Job Requirements

· Behavior

· Compliance With Policyxe "Behavior"
· Initiative

· Interaction With Others

· Independence

· Quality

· Productivity

· Overall Summary and Recommendations

Recommended Resources:

   http://www.hrtools.com/frames.asp

This site has many performance tool and checklists under the “training and performance” button.  You will have to register.

http://www.business-marketing.com/store/appraisals.html

Business Training media has a variety of tools and products devoted to employee appraisals and performance reviews. Check out the helpful articles available online.

http://www.office.com

At this site, do a search for their multi-paged article entitled “Conducting Performance Reviews.”  







