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       People 201

How to Conduct a Performance Appraisal
This guide is designed to help you conduct your performance appraisal sessions to meet your employee’s expectations, improve employee performance through appropriate feedback, and provide the foundation for an on-going performance appraisal system for your company.  

1) Employee Expectations

· Fairness

· Constructive feedback

· Confidentiality

· Open, honest, and direct communication

· Respect
2) Meeting Preparation

· Review the employee’s job description before conducting the performance appraisal; bring the job description to the meeting.

· Collect and organize your own notes and documentation on the employee’s performance that you made during the past year; this will help you respond to the inevitable question “Why did you give me that rating?”

· Complete the entire performance appraisal form prior to the meeting.

· Let the employee know that the meeting will enable him/her to discuss any particular points he/she wants to raise.

· Be familiar with any performance discussions that have occurred with this employee in the past.  

· Requests for raises

· Disciplinary actions

· Letters of commendation/complaints from customers

· Give thought to reasons for success or lack of it, and decide where to give praise and where to discuss problems that need to be overcome. 

· Consider the business and personal goals you’d like to agree on with him/her for the coming year. 

3) Create the Right Environment

· Your success in the meeting depends on an open, frank discussion.

· Make sure enough time has been allocated at the right time of day (e.g., one to two hours during the normal working day).

· Arrange for the meeting to take place in a suitable private environment, redirect the telephone, and ensure you will not be interrupted.
· Thank the employee for all of his/her effort and contributions made throughout the past year; provide specific examples to show the employee you take this process seriously.
4) Self-appraisal is Critical

· Remember this is the employee’s opportunity to discuss his/her performance, his/her past achievements, and future goals in a formal environment; short-term development needs should also be discussed at this point.

· To garner this self assessment, ask open questions such as:

· How do you feel you’ve done during the past year?

· What do you think are the key strengths you garnered during the past year?

· What did you like most/least about your job during the past year?

· What do you think helped this or that project to work well?

· How could the project have been improved?
5) Foster an Open Dialogue
· Always check for understanding by giving and using specific examples.

· Give the employee ample opportunity to talk; it is his/her performance you are assessing and he/she should be able to drive some of the process.

· Don’t be anxious to answer or explain.

· Make sure the employee feels he/she has had a fair hearing.

· Take plenty of notes to help you summarize and document the meeting.
6) Use Praise
· Always begin the feedback by praising a specific achievement.

· Make the praise real, sincere, and deserved.

· Rarely, if ever, is it all bad news.
7) Evaluate the Performance, Not the Person
· Refer only to specific events or behavior, not the person’s beliefs, values, or character.  
· Do not use second-hand accounts unless they are well documented and reliable.

· Concentrate on results compared to agreed measures.

· If something didn’t go well, give plenty of scope for discussion, it might be a common problem.
· Stick to facts, not opinions.
8) Encourage Objective Analysis
· Don’t just dole out blame or criticism.

· Jointly look at reasons for why things went well or not so well, and agree on what can be done to improve things (or avoid difficulties) in the future.

9) Make Sure There are NO Surprises
· Never “blind-side” an employee during his/her performance appraisal.

· The discussion should only cover events or behaviors discussed when they took place.  If it wasn’t serious enough to be mentioned then, it isn’t serious enough now.

10) Avoid Common Rating Errors
· Primacy (Recency) effect:  This error happens when the employee did a great job early (late) in the year and that impression weighs heavily on current ratings when it shouldn’t necessarily be. 

· Contrast effect: This error occurs when you compare two or more employees.  If one is a low performer, and the other is just average, the second one will appear to be much stronger, although he/she is really just average.
· Blind-spot effect:  This error occurs when the manager does not see certain types of deficits because the manager has those certain types of deficits. For example, if you prefer the “big picture,” you may not appreciate a detail-oriented person.

· Halo effect:  This error occurs when an employee is strong in one dimension and the manager views him/her as being strong in all dimensions.

· High-potential effect:  This error occurs when the manager judges the employee’s credentials and potential, rather than his/her past performance, experience, and other behaviors. 

11) End the Meeting Positively
· End on a positive note:  Thank the employee for his/her effort, and think about ways to succeed.
· Remember to write up the notes of the meeting as soon as possible. 
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