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Preface

The success of the appraisal process depends on the quality of the performance data you 
collect throughout the appraisal period. This eBook describes how to collect, evaluate 
and record this information.

You will learn:

 ● How to gain an objective picture of the extent to which each team member has 
met their performance goals 

 ● How to avoid the tem most common causes of bias and ensure that your ratings 
are totally objective

 ● How to measure competencies and behaviors using the KSA method

 ● How to integrate significant incidents and input from third-parties into the per-
formance data you collect

 ● The advantages and limitations of different types of rating scales
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visit our Website

More free management eBooks along with a series of essential templates and check-
lists for managers are all available to download free of charge to your computer, iPad, or 
Amazon Kindle.

We are adding new titles every month, so don’t forget to check our website regularly for 
the latest releases.

Visit http://www.free-management-ebooks.com 

http://www.free-management-ebooks.com
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introduction

As a manager you play a pivotal role in the performance management system. Your re-
sponsibilities in this area include collecting and evaluating performance data, conducting 
the appraisal meetings, and completing the final appraisal reports.

Most appraisals are conducted over a 12-month period as it matches the annual cycle of 
other key business functions, such as budgeting, pay reviews, and performance bonuses.

1. Conduct 
appraisal meeting

2. Defi ne & 
agree SMART 

goals

8. Person 
responds with 

own summary of 
performance

3. Describe role 
competencies

6. Gather 
performance data

4. Person 
agrees & commits 

to goals

5. Agree & 
conduct review 

sessions

7. Write 
your 

performance 
summary for 

person
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The stages of the appraisal process are:

1. Conduct the appraisal meeting.

2. Define and agree goals.

3. Describe role competencies.

4. Agree goals with the individual, and gain his or her commitment to them.

5. Agree and conduct regular review sessions.

6. Gather a wide range of performance data throughout the whole cycle.

7. Write your performance summary for the individual.

8. Individual responds to Stage 7 with their own performance summary.

For practical purposes we will use the actual appraisal meeting as the start of this cycle. 
This is because as a new manager one of your first actions should be to meet with each 
team member and understand what they see their role to be, what goals they are work-
ing towards, and how they view their contribution to the organization. 

The first five stages of this process are discussed in the ‘Appraisal Meeting’ eBook, which 
can be downloaded from our website www.free-management-ebooks.com. 

The last three stages represent activities that need to be conducted outside of the actual 
meeting, and involve recording and collating the relevant performance data. These are 
the subject of this eBook.

You need to allocate frequent slots within your monthly work schedule where you collate 
and record performance data. An effective way to collect the required data is to ask your 
team to structure their monthly progress reports in a way that maps to their personal 
goals.  

You will also want them to record details of any significant incidents that have occurred. 
You should also create your own notes of such events, both positive and negative. 

http://www.free-management-ebooks.com
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For the 
Meeting

Through the 
Year

Review & agree current 
performance rating

Defi ne new goals

Appraisal 
Activities

Describe role competencies

Agree & commit new goals

Agree review sessions

Gather performance data

Conduct review sessions

Write current year performance 
summary

In addition, you need to solicit information from both internal and external ‘customers’ 
of your team, in order to gather your own data about your team members’ performance 
and attitude.  

Key POINtS

 4 Most appraisal processes are conducted over a 12-month period as it match-
es the annual cycle of other key business functions.

 4 The stages of the appraisal process are:

1. Conduct the appraisal meeting.
2. Define and agree goals.
3. Describe role competencies.
4. Agree goals with the individual, and gain his or her commitment to them.
5. Agree and conduct regular review sessions.
6. Gather a wide range of performance data throughout the whole cycle.
7. Write your performance summary for the individual.
8. Individual responds to Stage 7 with their own performance summary.

 4 The last three stages represent activities that need to be conducted outside 
of the actual meeting, and involve recording and collating the relevant perfor-
mance data. These stages are the subject of this eBook.
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collecting Performance Data

It is your responsibility to collect performance data from a variety of sources in order to 
provide yourself with an objective picture of the extent to which each team member has 
met their performance goals and displayed the competencies expected of their role.

Both of these factors are equally important since it would be possible for someone to 
achieve all of his or her performance goals whilst creating problems with customers, 
suppliers, and co-workers. In fact, focusing exclusively on the achievement of perfor-
mance goals with no reference as to how they have been achieved can prove disastrous 
in the long term.

For example, if a sales person has achieved all of their sales targets by misleading cus-
tomers about product functionality or delivery dates then this would impact on other 
people in the organization and may damage the reputation of the organization itself.

Similarly, a technical support team member might have a good record of resolving tech-
nical problems, but if they appear condescending towards customers then this will need 
to be dealt with before it causes damages the organization’s image.

On a practical level, you should create a separate file for each of your team members; 
this can be a physical file or an electronic one. Just remember that physical copies of the 
performance data will be required for the appraisal meeting and for inclusion in the team 
member’s personnel file. 

Competency 
Related

Goal 
Related

Performance 
Data

You may want to enter this data into a spreadsheet for each individual member and for 
the team as a whole as this will give you a quick reference point for assessing perfor-
mance. This also enables you to quickly compare performance across your team so you 
can easily identify areas or people who are underperforming. Without valid and thorough 
performance data you will be unable to offer constructive feedback and relevant coach-
ing to help them to improve. 
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Types of Data to Collect

There are a wide variety of options available to you as a manager for collecting data on 
the performance of each of your team members. These can be broadly categorized into 
four areas as shown in the diagram below. 

• Co-workers
• 3600 reviews

• Customer reviews

• Attendance
• Creativity
• Initiative

• Reliability

• Observed 
behaviors

• Signifi cant incidents

• Regular reports
• Timesheets

Goal Progress Generic 
Data

Competencies Third Party 
Feedback

These categories are not exclusive. For example, a ‘significant incident’ could demon-
strate that a team member possessed a required competency as specified in the role 
description, but it could also have contributed to the attainment of a goal. As in:

Your emotional intelligence and communication skills prevented the organi-
zation losing a key account and, furthermore, increasing the revenue from 
that account enabled you to meet your revenue targets.

When using job descriptions be sure to rate each item in terms of its contribution to the 
organization rather than in terms of the one that has the most responsibility or is the 
most time consuming. This offers you the perfect opportunity to regularly clarify and 
reinforce the organization’s objectives.

Making this data collection something that you do on an ongoing basis will increase your 
overall effectiveness for several reasons. Firstly, it will enable you to collate first-hand 
information about new developments, problems, and training needs, as well as any is-
sues and concerns your team may have. Secondly, regular meetings with each of your 
team members provide you with the ideal opportunity to give clear and specific feedback 
regarding their performance. Finally, the data collection process encourages you to regu-
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larly engage with your team members, something which has a positive impact on their 
motivation and morale.

One of the greatest benefits you will achieve as part of this continual monitoring of your 
team’s performance is the ability to make better and more informed decisions as a result 
of using accurate and current data. This results in your decisions being more readily ac-
cepted and understood. 

This is especially true for remuneration decisions, as they are based on factors that are 
fair, consistent, and tailored to individual performance. By providing a clear link between 
performance and remuneration, performance data allows remuneration decisions to be 
more transparent, equitable, and motivational. In contrast, this data also supports any 
disciplinary decisions you may need to make, since complete and objective performance 
data offers a robust defense against claims of wrongful dismissal.

Goal Progress

You can delegate a portion of the performance data collection to each team member in 
terms of their regular reporting. You can define these reports as part of the goals you set, 
or as part of a business function that the individual is responsible for or contributes to.

You are in the best position to know what kind of objective data is most relevant for your 
team and what helps you the most in your own reporting. For example:

For sales representatives it may be call reports, sales reports including po-
tential revenue and likelihood of closing the sale, or reports listing the num-
ber of calls made over a particular period. 

For information technology staff it may be project milestones, or charge or 
time sheets detailing work in progress and work completed. 

For marketing staff it is a report outlining their progress according to the 
marketing plan and its targets.

Almost any quantifiable information that is a direct result of the individual’s efforts 
should be dated and put into the file. Reports have a dual impact: they keep you aware 
of how each member is contributing and highlight to them how well they are performing 
against their goals or targets.
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Generic Data

This area of data collection often relates to the attitudes an individual portrays towards 
their role and the organization. 

Examples 
of Generic 

Performance 
Data

Independence Task knowledge

Attendance Creativity Reliability

Adherence to 
policies

Ability to 
prioritize Quality of work

For example:

Is the person absent frequently? Are the absences affecting their performance?

Does the individual follow organizational policies and procedures?

Did they complete assignments in a timely manner and follow up appropriately?

How well does the individual demonstrate an ability and willingness to co-
operate and work effectively with others, including supervisors, co-workers, 
customers, suppliers, and the broader community?

To what extent does the person seek out new assignments or additional re-
sponsibilities?

Does the person show a commitment to safety at work in their performance?

All of these generic ways to measure performance need to be judged according to the 
person’s job description and their contribution to the organization’s success. It is also 
important to view any personnel data such as absenteeism, sickness, and accidents as 
potential indicators of poor performance.

Additional evidence for many of these generic factors can also be gained by talking to 
other people the team member has contact with. 
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Third Party Feedback

The first two methods of gathering performance data generally relate to your working re-
lationship with the individual, but this only provides you with a narrow view of their per-
formance. To gain a true appreciation of how well a person is performing and contributing 
to the organization, you need to gather data about the individual’s relationship with third 
parties.

The type of data you can collect from these third parties will vary depending on the 
nature of your team and the individual’s role. Examples include production schedules, 
product sales reports, geographical returns report, customer feedback, and peer evalu-
ations. Be mindful of the individual’s personal contribution to such data and view it as 
supplementary to your own performance data because of the subjective elements that 
are likely to be included.

Customers

Peers & 
Supervisors

Subordinates

Third 
Party 

Performance 
Data

Stakeholders

Co-workers

Peers & 
Supervisors

Remember, these measures may be subject to factors outside of the individual’s control. 
For example, a sales person may be very effective at setting up meetings with prospec-
tive customers, making sales presentations, and gaining the opportunity to quote for the 
organization’s services. But if the quotes provided are not competitive then the salesper-
son may be unfairly blamed for the lost sales.

You may also request your team leaders and supervisors to provide you with their own 
evaluations of an individual’s performance or you may want to include a self-evaluation 
by the individual. You can also conduct a 360o feedback exercise where you seek feed-
back from subordinates, peers, supervisor(s), and a self-evaluation by the individual. If 
appropriate to the person’s role you may want to include customers and suppliers or 
other interested stakeholders. Whilst this exercise can be extremely useful in providing 
data it can be time consuming and expensive to conduct.
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Competencies

Performance is not solely about attaining targets; how they are achieved also matters.  
For example, an organization’s best salesperson may bring in the most revenue, but if he 
or she communicates poorly with others within the organization then the first experience 
of working with new customers could be fraught with misunderstandings. 

These could have been avoided if the salesperson behaved differently, i.e. worked as a 
team player, provided the implementation team with supporting documents, and com-
municated the customer’s requirements properly. By doing these things, the salesperson 
could ensure that the customer’s expectations were met and that the customer’s first 
experiences with service delivery were good ones.

Competency 
Performance 

Data

Signifi cant 
Incidents

Observing 
Behaviors

There are two ways you can gather performance data on the competencies of your mem-
bers: firstly, by recording details of significant incidents involving the individual; and sec-
ondly by actually observing the behaviors they display.

So, how do you define a significant incident? As part of your role in managing your team’s 
performance you will regularly be analyzing the report data each individual sends you. 
This information along with each person’s goals enable you to have a defined expectation 
of what is required, what needs to be done, and what constitutes successful completion. 
An incident becomes ‘significant’ when the performance or behaviors of the individual 
deviate substantially from your expectations.

Positive Incidents

Win a client from a competitor

Project fi nished on time & 
under budget

Negative Incidents

A day’s production is lost due to 
poor quality control

Customer issue escalates into 
formal complaint
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These incidents are relatively rare and they are significant because each one provides 
you with evidence of how well, or not, the person’s competencies and behaviors match 
those expected of their role. 

In addition to noting these, you should observe each team member’s day-to-day interac-
tions with others. You then need to evaluate what you see in terms of whether or not it 
meets expected performance levels. For example, does the individual go out of their way 
to help other team members or voluntarily take on additional responsibilities? Converse-
ly, do you ever see them being obstructive, withholding knowledge, or claiming credit for 
someone else’s work? 

Positive Behaviors

Share expertise with another 
member

Take on additional responsibility 
to ensure a task is completed

Coach a struggling team member 
to improve performance

Negative Behaviors

Withholding information so that 
another cannot perform

Avoid tasks forcing others to fi ll 
the gap

Criticize or demean co-workers 
or customers

As described earlier, competencies are the aggregate behaviors needed for an individual 
to perform their role. They relate to how people deliver objectives rather than to what 
the objectives are. These are detailed in a person’s job description and specification, and 
this will help you in your weighting of each one in its contribution to the team member’s 
performance. 

For example, a salesperson needs to display a team-working competency so that orders 
are fulfilled as promised. They also need to be customer focused and consider the cus-
tomer’s long-term needs so that the customer continues to return to the organization for 
future services, not just the initial purchase. 

The relative importance placed on each desired competency will reflect the culture and 
values of the organization and the behavior exhibited by senior management.
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Competency framework 
consists of

LevelCore

Some competencies may be defined as ‘core.’ These apply to all employees, whilst oth-
ers, such as leadership, may only be appropriate to a ‘level’ or grade, e.g. managers. 
These different levels and their associated competencies and associated behaviors make 
up an organization’s competency framework. The typical competencies included in a 
framework are:

 ● Communicating Effectively 

 ● Planning and Organizing 

 ● Leadership 

 ● Teamwork 

 ● Creativity 

 ● Focus on Goals 

 ● Embracing Change 

Evaluating Competencies Example

In this example, you want to gather performance data on your team’s competency level 
for ‘communicating effectively.’ The first step is to refer to your organization’s compe-
tency framework and definitions. This is usually available from your human resources 
(HR) department. 

In this example, the organization has defined the competency ‘communicating effec-
tively’ and its minimum requirements for each of three levels. Each level builds on the 
preceding one and so clearly illustrates any gaps an individual needs to fill, or enhance-
ment they need to make, in order to perform more effectively.
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You role as manager is to ensure that all your members are operating at Level 3 and to 
show evidence of these behaviors. 

COMMUNICATING EFFECTIVELY—individual communicates clearly & concisely both 
when speaking & writing to colleagues, customers & suppliers

LEVEL 3 LEVEL 2 LEVEL 1

Ensures people are given the 
right information

Communicates relevant 
information clearly and 
concisely to others

Communicates clearly and 
concisely. Adapts language 
and style to audience to 
ensure understanding

The broad explanations at each level are further broken down into the expected behav-
iors you can measure their performance against. This breakdown shows the develop-
ment in the competency as the person moves up a level. 

COMMUNICATING EFFECTIVELY 

POSITIVE BEHAVIORS

LEVEL 3 LEVEL 2 LEVEL 1

• Explains things clearly 
• Gives the right information 
• Keeps colleagues 

informed. 

• Speaks clearly to 
colleagues and customers 

• Is polite and shows 
understanding to others

• Responds to people in a 
polite, helpful way when 
met with communication 
difficulties  

• Uses appropriate body 
language & tone of voice. 

• Speaks clearly to all 
engaging their interest 

• Actively listens and 
responds in a coherent and 
polite manner

• Explains difficult issues 
clearly and understandably 

• Follows the organization’s 
guide to style and 
presentation 

• Checks for understanding 
• Supports arguments 

and recommendations 
effectively in writing. 

Armed with this list you can now actively observe your team’s performance and daily 
activities, noting examples of each behavior. 
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Some organizations also include a list of negative behaviors for each level but this is not 
the norm. This may be something that your human resources department asks you to 
observe and note if there is a disciplinary issue with an individual. 

COMMUNICATING EFFECTIVELY 

NEGATIVE BEHAVIORS

LEVEL 3 LEVEL 2 LEVEL 1

• Is difficult to understand 
• Gives too much or too 

little information 
• Doesn’t tell colleagues 

what they need to know 
• Gives inaccurate or poor 

information

• Displays inappropriate body 
language or tone of voice 

• Gives standard answers 
without consideration of 
the listener’s needs 

• Is impatient with 
customers and has 
communication difficulties 

• Shows poor spelling 
and grammar in written 
communications

• Continually interrupts 
when someone is speaking 

• Gives long-winded 
explanations

• Doesn’t check for 
understanding 

• Uses jargon or 
inappropriate language for 
audience 

• Provides insufficient 
explanation

Using this framework you can easily create a spreadsheet for each member to help you 
record your observations of each person demonstrating these behaviors, and so define the 
level they are at. The performance management data gathered throughout the review peri-
od provides you with a list of incidents and observations of each team member’s behaviors. 

A well-designed competency framework helps you conduct effective appraisals and de-
fine training requirements as well as areas for coaching and career development. The 
framework can also be a useful tool when recruiting new members for your team. If 
you want to learn more about competencies visit our website www.free-management-
ebooks.com and download free our eBook ‘Understanding Competencies.’

http://www.free-management-ebooks.com
http://www.free-management-ebooks.com
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Key POINtS

 4 Collect performance data from a variety of sources in order to provide your-
self with an objective picture of the extent to which each team member has 
met their performance goals and displayed the competencies expected.

 4 You should collect data based on: progress towards goals, third party feed-
back, and observed competencies, as well as generic data like attendance. 

 4 You can delegate a portion of the performance data collection to the indi-
vidual in terms of their regular reporting.

 4 To gain a true appreciation of how well someone is performing and contribut-
ing to the organization, you need to gather data about the individual’s rela-
tionship with third parties.

 4 Performance is not solely about attaining targets; how they are achieved also 
matters.

understanding rating Bias 

Industrial psychologists have identified ten common causes of bias that affect manag-
ers when appraising their team. As you read through this list ask yourself if you have a 
tendency to act in this way. If you answer ‘Yes’ then you need to make a conscious effort 
to avoid the behavior.

Minimize 
Bias

Know your 
own nature

Seek third 
party views

Use a 
variety of 

sources for 
data

Similar to me—this is the tendency for you to rate people higher if they are similar to 
you, or to rate them lower if they are different. Beware that this similarity/difference 
could involve obvious factors such as gender or ethnicity. It can also be present in things 
that are harder to measure, such as personality. 
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Ask yourself—are you likely to give a higher rating to someone who shares 
your approach to resolving conflict, even though other approaches may be 
equally valid?

Positive leniency—this involves you rating people higher than they deserve in the be-
lief that by giving a higher rating you are increasing their motivation. Be careful, as this 
approach can serve to undermine the whole appraisal process, particularly when co-
workers become aware that unduly high grades have been given to someone else. Any 
potential gain in motivation undermines overall morale. 

Ask yourself—have you ever been tempted to give one of your team a higher 
rating because you feel they always work hard even if they do not attain the 
same quality of works as others?

Negative bias—this means that you are reluctant to assign a high rating for an individu-
al’s performance, even when this is well deserved. This approach shows a reluctance to 
give credit where it is due and is often due to an underlying attribution bias.

Ask yourself—do you find yourself reluctant to award scores higher than 8 
out of 10 because you feel no one performs near perfection?

Attribution bias—this involves ascribing poor performance to factors within the control 
of the individual whilst ascribing good performance to external factors. For example, if a 
salesman is successful it is because ‘our organization has the best products’ where as if 
he’s not successful it is because ‘he is lazy or lacks tenacity.’

Ask yourself—do you only take into consideration the factors within your 
own environment when judging your staff’s performance levels, ignoring and 
not appreciating other pertinent external factors?

Central tendency—is where you find yourself continually placing your team members to-
wards the middle of the scale and avoiding high or low ratings. This may be because you feel 
you have collected insufficient data during the appraisal process to truly assess a person. 

Ask yourself—even though you know an individual has performed extremely 
well over the year have you found yourself in the situation where you do not 
have adequate data to back up your desire to award a high performance, so 
you give them an average rating as this will not be questioned?
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Common Causes 
of Bias Stereotyping Recency effect

Similar to me Saint or sinner? Contrast effect

Negative bias Central tendency Organizational 
pressure

Positive leniency Attibution basis

Saint or Sinner—do you find yourself being overly influenced by a single favorable or un-
favorable trait that colors your judgment of an individual? You may feel all those on your 
customer support team must be good communicators and those who do not meet your 
standards are rated poorly, even though the statistics show they resolve calls as well as 
others because of their technical skill.

Ask yourself—have you ever judged a person harshly because you have com-
bined attributes to rate performance rather than reviewing them separately 
according to the job description and responsibilities?

Stereotyping—this occurs where you find yourself making generalizations across a 
group and not recognizing individual differences. For example, people sometimes make 
assumptions such as ‘All salespeople should be extroverts,’ and rate a person negatively 
when they fail to display this behavior, regardless of their successful track record.

Ask yourself—do you find yourself judging your team members based on a 
stereotype?

Recency effect—is where you place undue emphasis on recent events rather than taking 
into account an individual’s performance over the whole of the appraisal period.

Ask yourself—have you judged an individual to be a poor performer because 
they just made a mistake that caused problems, discounting the fact that 
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they have been one of your most effective team members during the year or 
project?

Contrast effect—do you make comparisons by evaluating an employee relative to the 
last person you evaluated? You may find that you have given several bad ratings and then 
feel that you should give several good ratings in order to balance things out, even though 
there is no logical reason to do so.

Ask yourself—when you are assessing your team’s performance do you find 
yourself wanting to portray the team as having a set of balanced ratings, so 
halfway through your appraisals alter your judgment of individuals to pres-
ent this balanced picture?

Organizational Pressure—does your organization tacitly encourage higher ratings to give 
the appearance of higher performance than is actually occurring? If you feel this is hap-
pening then you need to upwardly manage expectations so that realistic performance 
appraisals are acceptable to your own senior management.

Ask yourself—are realistic performance ratings met with disapproval by my 
own management? What are the long-term effects of this ‘rating inflation’? 
Are team members learning to see mediocre performance as acceptable or 
even praiseworthy?

Being aware of factors that can create rating bias can help you to avoid it and ensure that 
the information on which you base your appraisals is as objective as possible. 

Key POINtS

 4 Industrial psychologists have identified ten common causes of bias that affect 
managers when appraising their team. These include:

 4 A tendency to rate people higher if they are similar to you, or to rate them lower 
if they are different.

 4 Rating people higher than they deserve in the belief that by giving a higher rat-
ing you are increasing their motivation. 

 4 A reluctance to assign a high rating for an individual’s performance, even when 
this is well deserved.
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 4 Ascribing poor performance to factors within the control of the individual 
whilst ascribing good performance to external factors.

 4 A tendency to avoid high or low ratings.

 4 Being overly influenced by a single favorable or unfavorable trait that colors 
your judgment of an individual.

 4 A tendency to make generalizations across a group and not recognize indi-
vidual differences. 

 4 A tendency to place undue emphasis on recent events.

 4 A tendency to evaluate an employee relative to the last person evaluated.

 4 A tendency of some organizations to encourage higher ratings to give the ap-
pearance of ever-improving performance.

rating Performance

A key consideration when gathering performance management data is the way in which 
performance is going to be rated. Most organizations use a 3, 4, 5 or 7-point scale with 
the most common being a 5-point scale as shown.

5 Point Rating Scale

1 - Signifi cantly below performance standards

2 - Barely achieves performance standards

3 - Achieves performance standards

4 - Exceeds performance standards

5 - Signifi cantly exceeds performance standards

The advantage of using this scale is that you are able to rate people above or below av-
erage performance without reaching either of the extremes, which many managers are 
uncomfortable doing. The fact that the highest and lowest ratings are reserved for excep-
tional circumstances means that most people are comfortable using this scale. 
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While 3-point scales do exist they are comparatively rare and are usually unpopular. 
Similarly, a 4-point scale forces a manager to assign higher or lower than average marks 
even though they may not feel that this is justified. Some favor it because a manager 
does not have the option of just selecting the midpoint; they actually have to make a 
reasoned judgment. However, if the time involved in making these judgments is exces-
sive then this is detrimental to the manager’s own performance and can prove unpopular.

You will need to communicate to your team members how the ‘midpoint’ of the scale is 
defined. You should do this at the start of the appraisal cycle so that their expectations 
are clearly set. For example, you could explain that a rating of ‘3’ is awarded when an 
individual is achieving their targets consistently, displaying the required competencies, 
and showing commitment as detailed in their job description. 

You should ensure that every member of your team appreciates that a midpoint rating 
does not equate to an indifferent or merely acceptable performance and implies more than 
just turning up every day. The policy of your organization in terms of awarding merits and 
promotions based on a midpoint rating needs to be explained to the individuals so that 
they are aware from the outset of the impact on their remuneration of a midpoint score. 

Descriptions of the rating criteria and remuneration policy are usually available from 
your human resources department. For example:

1. Significantly Below Performance Standards: An evaluation resulting from per-
formance that consistently and significantly fails to meet the performance stan-
dards of the position. The supervisor must contact the Division of Human Re-
sources to initiate a Performance Improvement Plan, which must be completed 
jointly by the employee and the supervisor.

2. Barely Achieves Performance Standards: An evaluation resulting from perfor-
mance that barely meets the performance standards of the position. The supervisor 
must contact the Division of Human Resources to initiate a Performance Improve-
ment Plan, which must be completed jointly by the employee and the supervisor.

3. Achieves Performance Standards: An evaluation resulting from performance 
that fully meets the performance standards of the position.

4. Exceeds Performance Standards: An evaluation resulting from overall perfor-
mance that is above the performance standards of the position.

5. Significantly Exceeds Performance Standards: An evaluation resulting from 
overall performance that is consistently and significantly above the performance 
standards of the position.



ISBN 978-1-62620-991-6 © www.free-management-ebooks.com 23

 

EvAluAting PErformAncE

You can avoid a lot of misunderstandings by making sure that all of your team members 
are aware of the rating criteria and remuneration policy.

You should also think carefully about the distance between the midpoint of the scale 
and the other points. To pick a simple example, if a support team member is expected 
to deal with 40 customer queries per day, at what point would they merit a ‘consistently 
exceeds expectation’ rating? 

This is a decision for you to make and the important thing is to be consistent. It can be a 
good idea to base this figure on historical data so that team members see it as realistic 
and achievable, rather than some arbitrary goal.

You should also take into account that highly effective employees often complain that 
their managers do not give them sufficient recognition for their efforts. Most high-level 
performers value being told that their performance has exceeded expectations. If you 
take this group for granted and fail to give them detailed feedback on their successful 
performance you risk lowering their motivation and commitment.

Rating

Individual needs to 
know why

Actual Rate is only part of picture, 
doesn’t show how to improve

Finally, don’t get too hung up on the rating aspect of performance factors. It is far more 
beneficial for the employee to understand why they have scored as they have and to know 
where the areas for improvement are, than to become preoccupied with any particular 
performance measure. The most important thing is that there is a clear rationale for each 
rating, which demonstrates to the employee exactly why that selection was made.
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Key POINtS

 4 Most organizations use a 3, 4, 5 or 7-point scale with the most common being 
a 5-point scale.

 4 You will need to communicate to your team members how the ‘midpoint’ of 
the scale is defined, so that their expectations are clearly set.

 4 You can avoid a lot of misunderstandings by making sure that all of your team 
members are aware of the rating criteria and remuneration policy.

 4 Provide a clear rationale for each rating, which demonstrates to the employee 
exactly why that selection was made.

importance of regular reviews

One of the benefits of regular data gathering and scheduled performance reviews is the 
opportunity they give you to identify potential problems early rather than having to re-
solve them after they have become a major incident.

These reviews offer you a chance to discuss current levels of performance and progress 
towards goals, as well as strengthening the working relationship you have with each 
member of your team.

Benefi ts of regular performance reviews:

Identify issues/problems at inception

Resolutions can be found that develop 
competencies

Verify performance data & observations

Promote a mutual raport between you 
and team members

Better prepared for appraisal meeting
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As a busy manager it is very easy for you to unconsciously become pre-occupied with 
‘doing’ rather than ‘managing.’ These reviews enable you to promote real team building 
behavior: spending time with your team discussing their progress, listening to their con-
cerns, and providing regular feedback will be far more effective than any number of ‘team 
building’ workshops or seminars.

For many managers the appraisal ‘season’ results in a significant increase in their work-
load. One of the big advantages of these regular reviews is that the time needed to pre-
pare for the appraisal meeting is drastically reduced because you’ve been gathering and 
reviewing performance data during the whole appraisal period. In addition, regular re-
views reduce your stress levels as they provide you with ample supporting evidence to 
back up your ratings as well as preventing unexpected surprises during the appraisal 
meeting.

The frequency of these meetings will be influenced by the nature of your team’s work 
and the tasks that each individual is responsible for. If you set the reviews too close 
together you and the individual will see them as an irritation rather than an opportunity 
to mutually exchange details on their performance. The gap between reviews will also 
influence the length of your reviews; if they are more frequent they do not need to be 
lengthy. For example:

Quarterly—if you are responsible for a long-range project team where the 
goals require this amount of time (e.g. Length—1hr)

Monthly—your marketing team have a variety of goals that mature at differ-
ing rates throughout the period (e.g. Length—1/2hr)

Weekly/Fortnightly—you look after a customer support desk and issues 
arise frequently that you need to be quickly informed of so that a suitable 
approach for your team can be devised (e.g. Length—15 minutes)

To prevent the workload of these reviews from becoming a burden, you should:  

 ● Set a review agenda

 ● Conduct shared goal reviews

 ● Stagger your team reviews
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You must treat these review meetings as you would any other meeting and set a timed 
agenda with listed items to be discussed. The topics you will be discussing are easily 
defined and will relate to the individual’s goals and required competencies. A degree of 
formality also reminds the team member that these review discussions will form part of 
their overall performance rating. 

For most team members, the topics discussed will relate to their most recent activities. 
However, you may also want to discuss how long-term goals are progressing. This is es-
pecially appropriate for a marketing or sales team.

Your 
Regular 
Reviews 

need:

Set timed 
& itemized 

agenda

Small group 
reviews for 
those with 

shared goals

Stagger your 
team’s reviews 

to spread 
workload

You may be able to group some of your team members into small groups (4–6 people) 
for their reviews if they have shared goals that they are working towards cooperatively. 
This ensures effective use of your time as you conduct one review rather than four or six 
just to get the same data. It also offers you the opportunity to observe the team mem-
bers’ interactions and pick up on potential problems before they become serious.

The ability to group reviews in this way is not always an option so you may want to 
stagger the reviews rather than have them all happening at once. You are the one who 
knows your team best, so you will need to judge which members of your team need to be 
reviewed more frequently. 

You may choose to have longer gaps between your reviews with your more experienced 
members, giving you time to mentor and coach those needing the most support and 
guidance. You could also choose to alter the frequency of these meetings throughout the 
appraisal period so that they are more frequent as significant deadlines approach.

These reviews also ensure that you keep your performance data and observation notes 
up to date. Your files do not need to be elaborate, just easy to record and analyze as well 
as cross-reference the data against the individual’s goals.
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Prior to each review you have the opportunity to check that you have the performance 
information relevant to each goal and required competency. Where you find gaps you 
can look back over the past month to see if anything has happened that can contribute 
to the performance data. If not, you can focus on activities and events that will provide 
the data you need.  

You need to ensure that do not find yourself at the end of the performance period with 
insufficient data to support your ratings. Making data gathering a scheduled activity re-
moves the stress and uncertainty of relying on your memory or on any subjective impres-
sions that you may have developed. 

Key POINtS

 4 Regular scheduled performance reviews give you the opportunity to identify 
potential problems before they become serious.

 4 These reviews also strengthen the working relationship you have with each 
member of your team.

 4 Spending time with your team discussing their progress, listening to their 
concerns, and providing regular feedback will be far more effective than any 
number of ‘team building’ workshops or seminars.

 4 You must treat these review meetings as you would any other meeting and 
set a timed agenda with listed items to be discussed.
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Writing an Annual Performance Summary

As far as you as a manager are concerned, the primary purpose of the annual perfor-
mance summary is to give the team member constructive feedback on how well they 
have performed over the period. The fact that is usually kept on file and forms part of 
the individual’s personnel record is of secondary importance, as it will probably never be 
looked at again after it has been filed away.   

Review and 
rating of goals

Overall 
description 

and rating of 
performance

Competencies 
displayed or 

needed

Future—
strengths, 

improvements 
and training 

needs

Ideally, a performance summary should consist of four sections:

 ● Goals—a description of how well each goal has been performed against its mea-
sure, and then a rating of this performance.

 ● Competencies—using the role description highlight from your observations and 
any significant incidents examples of where new competencies and improved or 
poor behavior have been displayed.

 ● Overall Performance—describe the individual’s overall performance and the 
overall rating they have been awarded.

 ● Future—describe the person’s strengths and areas of improvement, indicating 
potential training needs. You would summarize any disciplinary or HR issues in 
this section.
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If your organization uses a standard form on which these areas are not obvious then 
you should think about preparing a supplementary sheet with these titles to use as an 
‘agenda’ in the appraisal meeting with the team member. This will provide you with a 
useful and practical basis for the meeting rather than using the ‘official’ form. Obviously 
the ‘official’ form will still need to be signed and filed, but there is no reason to use it as 
the basis for the meeting if it is unsuitable. 

When completing the competency section, there is no need to work through every com-
petency listed in the role description. It is sufficient to highlight areas where an individual 
has developed their competencies and areas where these have fallen short of the re-
quirements of the role.

When completing the overall performance section, you do not need to reiterate the con-
tent of the goal section unless you want to highlight exceptional or poor performance. 

When completing the future section, you may want to refer to the type of training you 
wish them to undertake so that they can see how they can attain these new skills and 
behaviors. It is important that you build on successes as this will help to ensure that the 
individual stays motivated.

The initial written summary that you send to the individual a few weeks prior to the ap-
praisal meeting must present your reasoning supported by objective data. The easiest 
way to ensure your summary meets this requirement is to use objective language that 
shows your impartiality and fairness.

Using objective language means choosing words that will be interpreted similarly by 
most people. It is most effective when it has a direct correlation with the duties and tasks 
for which the employee is responsible. 

Some examples of objective phrases are:

Achieves results cost-effectively

Shows considerable analytical skills

Whilst the goal has been attained it has been achieved at the expense of ac-
curacy

Decisions are communicated with confidence

Displays respect when presenting a counter-argument
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Excels in resolving conflicts amongst peers

Show inconsistency in punctuality and attendance

Fails to attain expectations of the role

Displays an inability to multi-task

Easily grasps new concepts

Keeps accurate records

Maximizes use of time

Sets high standards for themselves and others

By using objective language you set an open and honest atmosphere for the appraisal 
meeting. Similarly, every time you refer back to the role description and its responsi-
bilities or refer to supporting evidence you demonstrate that you have evaluated their 
performance fairly. 

Remember, a successful performance management process demonstrates consistency 
and uniformity so that everyone knows that they have been appraised using the same 
standards.

Key POINtS

 4 The primary purpose of the annual performance summary is to give the team 
member constructive feedback on how well they have performed over the 
period.

 4 Ideally, a performance summary should consist of four sections covering 
goals, competencies, overall performance, and areas of improvement indicat-
ing potential training needs.

 4 You may need to prepare a supplementary sheet with these titles to use as an 
‘agenda’ in the appraisal meeting if the official form is unsuitable.

 4 Use objective language, refer back to the role description, and refer to sup-
porting evidence to demonstrate that you have evaluated the team member’s 
performance fairly. 
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Summary

If you want to conduct successful appraisals, then the importance of collecting high-
quality performance data cannot be overstated. Without this data you will not have the 
supporting evidence needed to rate performance objectively. Leaving things until a few 
weeks before the appraisal meeting is courting disaster and brings into question your 
commitment to your team and to the whole appraisal process.

Collecting, analyzing, and collating this data are tasks that need to be undertaken 
throughout the performance period. Carrying out these tasks will necessitate regular 
performance reviews with your team throughout the appraisal period, which are vital to 
your relationships with them.

Evaluating Performance requires:

Continual gathering of data

A wide variety of data sources

Regular reviews & feedback

No surprises!

You also need to obtain the performance data from a variety of sources so that you can 
make an accurate and objective rating. These findings should be discussed regularly with 
each member so that issues or problems are identified early and with sufficient time to 
rectify them before they become serious.

If you want to explore the area of appraisals and performance management in greater 
detail visit our website www.free-management-ebooks.com to discover more eBooks in 
this set. 

 ● Principles of Performance Management

 ● The Appraisal Meeting

 ● Understanding Competencies

http://www.free-management-ebooks.com
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other free resources

The Free Management eBooks website offers you over 100 free resources for your own 
professional development. Our eBooks, Checklists, and Templates are designed to help 
you with the management issues you face every day. They can be downloaded in PDF, 
Kindle, ePub, or Doc formats for use on your iPhone, iPad, laptop or desktop.

eBooks—Our free management eBooks cover everything from accounting principles to 
business strategy. Each one has been written to provide you with the practical skills you 
need to succeed as a management professional.

Templates—Most of the day-to-day management tasks you need to do have already 
been done by others many times in the past. Our management templates will save you 
from wasting your valuable time re-inventing the wheel. 

Checklists—When you are working under pressure or doing a task for the first time, 
it is easy to overlook something or forget to ask a key question. These management 
checklists will help you to break down complex management tasks into small control-
lable steps.  

FME Newsletter—Subscribe to our free monthly newsletter and stay up to date with the 
latest professional development resources we add every month.

Social Media—Share our free management resources with your friends and colleagues 
by following us on LinkedIn, Facebook, Twitter, Google+, and RSS. 

Visit www.free-management-ebooks.com
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