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Only one out of two employees believe performance reviews are useful. 
Part 1 - THE PROBLEM: 
More than half of all employees believe that performance reviews have not been useful in helping them to improve their job performance. Employees complain that: 
1. Reviews are not conducted regularly; 
2. Performance is not evaluated fairly; 
3. They don't receive feedback on an ongoing basis; 
4. Good performance is not reflected in pay increases; and 
5. Performance reviews are irrelevant because poor performers are often treated the same as good performers. 
In short, employees have become cynical about the performance management process. This makes it very difficult for supervisors to have meaningful discussions with their employees about job performance. It also makes it very difficult for the organization to improve the performance of employees. 
Part 2 - WHAT MANAGEMENT CAN DO 
1. Reinforce Positive Behaviors Ongoing feedback is much more effective than annual feedback. One of the simplest, best-known, and least used principles of psychology is the Skinnerian principle of reinforcement: "Reinforcing positive behavior will increase the probability of that behavior." Supervisors need to catch employees in the act of performing positively and immediately reinforce them. Acknowledgment, recognition, and a simple pat on the back are powerful reinforcements. Using them appropriately will lead to sure-fire results. 
2. Uncouple Employee Development and Compensation Discussions Unfortunately, the performance review and the salary review have become one and the same in many organizations. There is nothing worse for employee morale than to have to tell an employee that their performance is great but that there is no or very little money available for raises. Employee performance reviews should take place quarterly, monthly or on an ongoing basis. Their goal should be to help employees develop and grow. Salary reviews should occur separately on an annual basis 
3. Make Certain that the Performance Standards are Clear and Achievable Our research has shown that only one of two employees actually understands the measures used to evaluate their job performance. Performance measures must be made crystal clear. Use quantitative rather than qualitative measures whenever possible. Employees should also participate in formulating the performance objectives. Research has shown that these objectives work best when they are clear, hard, and specific. 
4. Make Sure the Performance Measures are Relevant Each performance measure should be relevant to each particular employee. For example, the quantitative measure of "billable hours" may be relevant for project workers within a professional service firm but not for those whose sole responsibility is sales. 
5. Provide Team and Customer Feedback Performance feedback from team members and customers is often much more useful than supervisory feedback. Conducted properly, "360 degree" performance management systems that include these measures can be very useful to employees. 
In summary, most employees find their performance reviews useless, but there are many steps that management can take to make them much more meaningful. 
- Bruce L. Katcher 
Bruce Katcher, PhD is President of Discovery Surveys, Inc. His firm conducts customized employee opinion and customer satisfaction surveys. Learn more at www.DiscoverySurveys.com. He can be reached at BKatcher@DiscoverySurveys.com or 888-784-4367. 
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A performance review discussion can leave the employee feeling motivated and appreciated, but if it is poorly handled, it will do just the opposite, and, it will damage the relationship. Here are some common mistakes and how to avoid them: 
Mistake: Only focusing on the last few months or on a specific incident. 
Solution: Keep a file (or a three-ring binder) for each employee, and throughout the year add notes and samples of the employee’s work. Some people like to use Post It Notes, because they are easy to insert and less likely to dislodge. 
Mistake: Over-emphasize the negatives and skip over the positive performance. 
Solution: In addition to the above suggestion, ask the employee to do a self-assessment. The employee will be sure to include examples of things he or she is proud of. This will be a welcome reminder as you reflect on the past year. Also, during the discussion, make sure you give ample time and detail to all of the positive contributions the employee made. 
Mistake: Using subjective words that judge the person, rather than behavioral descriptions of the person’s performance and actions. 
Solution: You will cause defensiveness and resistance if you guess your employee’s motives or judge him/her as a person. For example, “You were very inconsiderate because you…” judges the person. A better example is, “When you didn’t invite me to the meetings on the Baker project, it kept me out of the decision-making process. That caused problems for the project later on, when you needed my help in the eleventh hour.” The trick is to describe behavior specifically (rather than judging it) and tell the person why that hurt them. 
Mistake: The words and the written review don’t match. 
If you only tell the person they need to improve and then you gloss over it in writing, the employee doesn’t know if it’s really important to fix. On the other hand, if you write it but don’t mention it, the employee feels like they’ve been blindsided. 
Solution: Be consistent and only write what you say, with the same kinds of descriptions and examples. 
Mistake: Soften or sugar-coat the review because you don’t want to hurt the employee or make the person angry. 
Solution: Employees deserve to know the truth, so they have an opportunity to improve. In addition, if an employee has poor performance and applies for another job in the company, and their performance review is glowing, the next supervisor gets stuck with a turkey. That artificially inflated review will make you look weak and ineffective. In addition, it isn’t fair to the good employees, who really earned a good rating. 
Mistake: Retrofitting the rating so the person gets a raise. 
This often happens when there is a numeric formula for determining ratings and salary. Instead of rating the person where they belong, the supervisor wants everyone to be happy, so works backwards from the salary number to determine the rating. This isn’t fair to anyone. 
Solution: The purpose of the performance review and salary increase are to let people know where they stand and to reward their contribution. And if they don’t meet expectations, they should get a clear message that they need to step it up. If you aren’t comfortable delivering this message, you probably shouldn’t be a manager. 
Mistake: Not allowing enough time for the review. 
If you rush through the review, simply hand the review to the person and ask them to sign it, or answer the phone during the review, you will be telling the person they really don’t matter very much to you. 
Solution: Allow at least an hour for each person. Turn your phone and PDA off and give your employee the undivided attention he or she deserves. 
Would you like to bridge the commitment gap with your employees? We provide customized training workshops for managers and supervisors, that will change behavior, create a healthy culture and build a customer-focused team. Call us today at (800) 348-1944. 
-Joan Lloyd 
Joan Lloyd has a solid track record of excellent results. Her firm, Joan Lloyd & Associates, specializes in leadership development, organizational change and teambuilding. This includes executive coaching, 360-degree feedback processes, customized leadership training, conflict resolution between teams or individuals, internal consulting skills training for HR professionals and retreat facilitation. Clients report results such as: behavior change in leaders, improved team performance and a more committed workforce. 
Joan Lloyd has earned her C.S.P. (certified speaking professional) designation from the National Speakers Association and speaks to corporate audiences, as well as trade & professional associations across the country. Reach her at (800) 348-1944, mailto:info@joanlloyd.com, or www.JoanLloyd.com 
About Joan Lloyd 
Joan Lloyd & Associates provide 
Joan Lloyd's management, career & job hunting tools 
FREE subscription to receive Joan's article by "Special Delivery" 
Contact Joan Lloyd & Associates mailto:info@joanlloyd.com to: submit your question, for consideration for publication, request permission to reprint an article for distribution, or for information about carrying Joan Lloyd's weekly column in your publication, or on your Internet or Intranet site. © Joan Lloyd & Associates, Inc.
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Even if you're a small business with only a handful of employees, job performance reviews are an essential business practice. First of all, regular job performance reviews focus your employees' efforts and make them more productive workers. Additionally, conducting and documenting job performance reviews is one of the best defenses you will have against any possible claims of employment discrimination. 
How Often Should Job Performance Reviews be Conducted? 
It's advisable to do formal reviews at least once a year. Additionally, you should review an employee's performance three to six months after hire, promotion, or transfer to a new position. It is also appropriate to conduct a review whenever an employee is performing exceptionally well or poorly. Keep in mind that informal reviews and written notes should be done periodically throughout the year and kept in the employee's personnel file. 
Should Salary Reviews be Done at the Same Time? 
It's always better to conduct salary reviews at a different time than performance reviews. If possible, space them out by at least three months. When done together, both you and the employee will tend to focus on the money and spend less time discussing performance issues. Raises are often influenced by factors outside of the employee's control (budgetary constraints, company profitability, cost of living), so it may be inappropriate or unfair to imply that the two are directly related. Try implementing a bonus plan if you would like to provide a monetary reward for job performance. 
Make Sure The Employers Know What You Expect 
Managers are too often unclear about the expectations that they have for their employees. Reviews (especially those early on in the job) are an opportunity to evaluate the employee's past performance, but also a time to set goals for the future. Define your expectations in the following areas: performance and behavior, standards of quality, and development of capabilities. Create a timetable for employee training. Set goals for personal, departmental, and company-wide performance. Be specific. Instead of saying, "We'd like you to show more initiative," tell the employee instead, "We expect you each month to propose two new ways of increasing our client base." This is the best chance to encourage your employees to do those things that will earn your company the most money. 
What Areas Should be Discussed? 
It's a good idea to use your written job descriptions as a basis for the performance review. Typical areas of focus include: accuracy, timeliness, and completeness of work; productivity; supervisory skills; leadership; technical abilities; communication; working relationships; compliance with company rules; adaptability; etc. 
How Should the Job Performance Review be Documented? 
You most certainly should use a standardized form to help conduct and document the review. This practice will not only help ensure consistency amongst employees, but will also serve as a reminder for you to cover all the pertinent areas. A common mistake of people conducting performance reviews is to over focus on one particular area of strength or weakness. Use facts. Don't write that the employee has a "bad attitude." Instead, explain a specific circumstance that he/she handled inappropriately. Keep in mind, however, that the form is simply there to document the discussions that take place - don't treat it as a report card. Let the employee see your written review. It's even best to provide a place on the form for the employee's comments, if any, and signature. And finally, make sure that the form is placed in the employee's personnel file. 
What Will Make the Job Performance Review the Most Successful? 
All of the employee's managers should participate in the job performance review process, but not necessarily at the same time or in the same capacity. Perhaps each manager fills out an evaluation form, but only the most direct supervisor conducts the employee meeting. An employee who feels "ganged up on" may become intimidated and defensive. Make sure the employee feels as comfortable as possible - pick a time that is mutually convenient. Always choose a completely private setting - hold all visitors and phone calls. The meeting should be conducted as a dialog between all the parties. Your goal should be to come away from the review with a more productive relationship between you and the employee. 
-Lauraine Bifulco 
Lauraine is a veteran HR executive and entrepreneur with over 15 years of corporate and consulting experience in a variety of industries. Lauraine started Vantaggio HR, ltd. in 1991, which provides HR and management consulting services to a wide variety of companies, including publicly traded as well as privately held corporations, retail and wholesale businesses, front-line production facilities, and entrepreneurial start-ups in California and in several other states. Lauraine frequently conducts seminars on HR topics with an emphasis on employment law compliance. She is a coach with ProActive Leadership, a board member of several business networking organizations, and member of PIHRA. Lauraine received her B.A. from Wellesley College and conducted graduate level studies in linguistics at the Sorbonne in Paris. 
www.vantaggiohr.com 
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