How to Conduct a Better Performance Review

If you're a supervisor, chances are you don't like the performance review process any more than
the people you supervise do. It can be a delicate task to grade a person's efforts and give
feedback that doesn't leave bruised feelings. Here are some ideas to help you handle that
challenge objectively and with a minimum of stress on both sides.

10.

11.

12.

Look on performance reviews as opportunities to strengthen your working
relationships, practice your counseling techniques, and motivate your staff.

Ask your supervisees to supply you with a list of their major achievements for the
review period. Their memory and records are likely to be quite a bit more complete than
yours. Even if not, you'll gain insight into what they think is important by what they list
and the ranking order they use.

Be wary of what is known as the "halo effect.'" That is, don't let one prominent
guality, good or had, distort your perception of other performance factors.

Evaluate results, not methods. The staff you supervise deserve a chance to find ways
to fulfill their responsibilities that work best. Different people are just that—different.

Use "1" messages instead of 'you' messages. Also, avoid moralistic and
commanding words such as should, 'must,’ and "ought to." For instance, instead of
"You should follow through better, say, "I need to be able to count on good follow-
through.”

Base your review on a person's average behavior and performance during the entire
period—not on isolated examples of excellent or inferior work or behavior.

Back up your appraisal with as much objective data as possible. Examples: Roberta
suggested six ways to streamline departmental procedures, four of which were
implemented; Bill missed deadlines on five assignments that delayed the work of
other people.

Don't be afraid to give a rave review if it is merited. You're not obligated to find
something to criticize just to prove you're doing your job as a managetr.

On the other hand, if an employee's performance doesn't warrant it, don't give overly
positive feedback in an attempt to motivate him or her or to make them feel good.

Before you give feedback on what you consider a poor performance, ask yourself: “Were
my communications clear?” Did | provide adequate training and tools? Is there any way |
contributed to this person's poor performance?"”

When you point out areas of weakness, be specific about what improvements you
need to see and in what timeframes.

Involve your employees in setting their goals for the upcoming evaluation period; they
will feel more committed to achieving them if you do. And make the goals you mutually
agree on concrete and measurable. For example, "Take two job-related classes or seminars
during the next 12 months.” This is a more effective goal than "Increase job-related training.



