
Performance Review System

Instructions to Reviewers

The organization will evaluate the job performance of each employee at regular intervals, or on the anniversary date of hire. This process, as it is designed, should show how the employee is doing on the job, and provide concrete suggestions for improvement.

The formal review process is intended to:

1. Let each employee know that their respective supervisor is interested in the employee’s performance and personal development. This should improve morale and job satisfaction.

2. Provide supervisors with a systematic guide for planning future training for each employee.

3. Guarantee that each employee’s performance will be evaluated on the basis of objective judgments, and not based on snap decisions or quick observation.

4. Aid in making appropriate personnel transfers and placements in order to make the best possible use of each employee’s ability, skills, and knowledge.

5. Assist in discovering, determining, and recognizing the special talents and knowledge of workers that otherwise might go unnoticed or unrecognized.

6. Give every employee an opportunity to discuss job concerns, interests, and aspirations with their supervisor.

7. Gather data for use as a guide for such actions as wage increases, promotions, and reassignments. It should be noted that evaluations are never the single determinant in such cases.
Frequency of Reviews

Supervisors will evaluate each employee’s performance in accordance with schedules established for formal review, as well as at other times during the year, in order to achieve the objectives listed above.

Who Reviews Employees?

The Performance Review will be conducted by the individual responsible for direct supervision of the employee. In situations where a supervisor is not familiar with all aspects of an employee’s job assignment, it is important that a second supervisor or a knowledgeable individual also be involved in the review process.

Objectivity in the Review Process

Specific examples should be cited wherever possible in order to support evaluation. Supervisors should keep the following things in mind in order to keep their ratings as objective as possible:
1. Supervisors should be careful to rate employees objectively on each point covered in the review. Supervisors tend to give an employee who has a good overall rating a rating of good in every phase of his or her job performance. Likewise, those who receive poor overall reviews often are rated “poor” in all phases of their jobs. It is important to remember that not every employee is good in every aspect of work, and not every employee is poor in all facets of work.

2. Supervisors should combat the tendency to be biased in job reviews. We tend to give good ratings to those whom we like, and to punish those we dislike with poor ratings. Naturally, such bias in evaluation is frowned upon and must be avoided.

3. Supervisors should be careful that they do not overrate long-term employees and underrate short-term employees. This is a natural tendency: we assume that the longer an employee performs a given task, the more knowledgeable and skillful he or she becomes. Obviously, this assumption is not necessarily true. Length of service itself is not a valid measure of a worker’s ability to perform. In a personal review and evaluation, the employee’s ability to perform his or her job—not how long he or she has been with our company—is the vital question.

4. When supervisors evaluate employees, they do not realize that they tend to give better ratings to those who resemble them in some way than they do to people who are different. Supervisors and other evaluators should be aware of this chip-off-the-old-block bias, and make an intentional effort to rate the employee only on performance.

5. Ratings should reflect an objective reviewer’s accurate evaluation of a worker’s performance. Some supervisors give each employee a high rating so as not to hurt his or her feelings. Such an approach is, of course, harmful to both our company and the worker. This is because areas that need improvement in an employee’s performance are not corrected. If the employee receives a promotion later on, he or she might not perform up to standards. Conversely, it is just as unfair for a reviewer to be purposely hard on employees and deliberately rate them as below what they deserve. The best approach is to rate everyone fairly, using an objective approach.

6. To assist in providing an objective and concise Performance Review, we recommend that the reviewer keep accurate records of each employee’s performance and progress toward established goals throughout the review period to avoid wrongful evaluation within the complete period.

Discussion of Performance Review With the Employee
The most important part of the review process is the private discussion you have with the employee about the review form. If the conference with the employee is effective, it should:

· Lead to a better understanding and relationship between the employee and the supervisor.
· Clarify the mutual objectives of the employee, the supervisor, and the company. In short, the review should be conducted in a positive atmosphere. You need to show the employee how such a review can be beneficial to all parties.

The supervisor should realize that the review provides him or her with an opportunity to discuss the employee’s performance. It is not time to discuss the individual as a person. This means that if the supervisor must be critical of the performance, he or she should emphasize that it is the performance, and not the employee, that needs improvement. It is far easier to look more objectively at the results of our work than at ourselves. The wise supervisor is humble, and should be willing to point out that some of the employee’s problems might be due to the fact that the supervisor failed to provide the proper coaching (guidance, instruction, and encouragement).

You will need to think about this discussion in advance, and consider the best way to approach it. The supervisor should:

1. Plan the interview carefully: Set the time and place. Assemble all the facts. Plan the approach and procedure that will best fit the individual employee’s needs and desires.

2. Make the employee feel comfortable. Talk initially about the employee’s interests, or even about the general reasons for the review process.

3. Explain the specific reasons for the evaluation and review. Be sure to point out how they benefit the employee.

4. Mention the good points first. Then, go through each point in some detail. It’s not good practice to start out with the points that need to be improved or changed. Always, always, always begin and end the session on a positive note!

5. Summarize strong points, and things that need to be improved. Develop plans for improvement. This puts pressure on the supervisor to assure others that improvement or correction is being made in a timely manner. Conclude on a friendly, reassuring note, with a commitment for growth and success.

Ratings and What They Mean
· Best Practices/Instructor – Performance is consistently at a high level, and significantly exceeds requirements.

· Excellent – Performance is at a consistently high level.

· Above Average – Performance is sometimes at a high level, although not consistent.
· Average – Performance is at a minimally acceptable level, and marginally meets requirements. (Supervisor must include explanatory comments.)

· Below Average – Performance does not meet expectations. (Supervisor must include explanatory comments.)

When a supervisor does not have enough information concerning performance in any area to be reviewed, he or she should speak directly with the employee and any other supervisors who have knowledge of the employee’s performance.

There is space on the forms to include pertinent comments relative to the employee’s performance. This information and the discussion with the employee about the Performance Review should lead to a complete understanding of why the rating has been made. The employee should also have an opportunity to make comments.

If an employee disagrees with the Performance Review, he or she should discuss his or her concerns with the supervisor in order to achieve a resolution. The employee should note any unresolved differences on the form. The employee should also be advised that the dispute can be appealed to the supervisor’s supervisor, or through the appeal process as outlined in the Employee Handbook.

Supervisors are responsible for copying and distributing the review, as follows:
· The employee receives a copy of the Review.

· The supervisor’s supervisor receives the original of the Review.

· The supervisor signs and forwards this to the CEO for signature and review.

· The CEO forwards the original to Human Resources so that it can be placed in the employee’s permanent file.

Reviews do not necessarily coincide with pay adjustments:

· Pay decisions can involve things other than performance.

· The Review should be reinforcing by itself.

· If pay is considered, the Review might not be as effective, because people tend to focus on pay, rather than performance.

· Supervisors can manipulate performance reviews in order to justify desired pay treatment.

The CEO will make salary considerations and a determination.

Performance Review Rating Sheet

	NAME:
	

	DATE:
	

	POSITION:
	

	LOCATION:
	


Part One
General Summary of Responsibilities
The primary purpose of this position is to answer the telephone and perform clerical duties for the staff.

Critical Job Responsibilities
1. Answer incoming telephone calls, determine each caller’s needs, and direct the call to correct personnel or their voice mail, or take a message.

	RATING:
	(
below

average
	(
average
	(
above

average
	(
excellent
	(
best practices/

instructor


	Comments:
	

	
	

	
	


2. Greet visitors determine nature of business, and direct visitors to the appropriate person.

	RATING:
	(
below

average
	(
average
	(
above

average
	(
excellent
	(
best practices/

instructor


	Comments:
	

	
	

	
	


3. Give information to callers, and help relieve managers of clerical work and minor administrative and business details.

	RATING:
	(
below

average
	(
average
	(
above

average
	(
excellent
	(
best practices/

instructor


	Comments:
	

	
	

	
	


4. Open and distribute all mail.

	RATING:
	(
below

average
	(
average
	(
above

average
	(
excellent
	(
best practices/

instructor


	Comments:
	

	
	

	
	


5. Distribute incoming faxes to the appropriate persons or departments in a timely manner.

	RATING:
	(
below

average
	(
average
	(
above

average
	(
excellent
	(
best practices/

instructor


	Comments:
	

	
	

	
	


6. File customer financial information.

	RATING:
	(
below

average
	(
average
	(
above

average
	(
excellent
	(
best practices/

instructor


	Comments:
	

	
	

	
	


7. Schedule appointments and use of conference rooms.

	RATING:
	(
below

average
	(
average
	(
above

average
	(
excellent
	(
best practices/

instructor


	Comments:
	

	
	

	
	


8. Accurately record co-worker and customer information, messages, and other related data in appropriate place.

	RATING:
	(
below

average
	(
average
	(
above

average
	(
excellent
	(
best practices/

instructor


	Comments:
	

	
	

	
	


9. Communicate with co-workers and customers in a clear, concise, friendly, and professional manner in order to provide service and gather necessary information.

	RATING:
	(
below

average
	(
average
	(
above

average
	(
excellent
	(
best practices/

instructor


	Comments:
	

	
	

	
	


RATING:
It is very important to assign a point value to each of the items. Complete any skipped items before calculating the results.

	1.
Identify the number of critical responsibilities.
	

	2.
Add the points received for all items (total points).
	

	3.
Divide the total points by the total number of critical responsibilities.
	

	Performance Rating . . . . . . . . .
	


Part Two
	How has the job changed?
	

	
	

	
	

	
	


	What changes should we consider making to the Job Description?
	

	
	

	
	

	
	


	If you were to change one thing in our company to make it better, what would it be?
	

	
	

	
	

	
	


Part Three
	Discuss last year’s goals. If they were exceeded, how? If they were not met, explain.
	

	
	

	
	

	
	


	Work with the employee to set goals for the next year. Describe each goal or plan, and any follow-up required. Record whose responsibility it will be to complete each goal or plan. 

	(Set three goals.)
	

	
	

	
	

	
	


	
	  Date:
	

	Employee’s signature
	
	


	
	  Date:
	

	Manager/Supervisor signature
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