CITY OF GAITHERSBURG
Suggestions for Completing Performance Evaluation Forms and

Conducting the Performance Evaluation Meeting

The value of performance evaluations isn't restricted to compensation decisions.  Evaluations can also help supervisors shape employees' improved performance.  Employees need to know that their supervisors are continually assessing their performance and that they'll receive written evaluations at regular intervals.  Make sure you communicate the purposes of the performance evaluation process; generally, to reward employees for a job well done and to offer constructive criticism for improvement when necessary.

Here are some things to remember when completing a performance evaluation form:


(
Describe the quality of the employee's work.  Keep in mind that courts usually will defer to the employer's evaluation of the quality of an employee's work.  Exceptions can occur, however, if you don't apply uniform standards for all employees.  Conducting regular reviews and documenting performance using standard evaluation forms can maximize the chances of prevailing if you're ever challenged.  Moreover, performance evaluations can be an invaluable learning tool for employees and an opportunity for positive feedback.


(
Describe the quantity of work.  Unlike qualitative performance criteria, quantifiable work standards tend to be less subjective and easier to measure.  Document whether the employee completes assigned tasks in a timely manner.


(
Don't show favoritism.  Supervisors and managers can't allow their own personal likes and dislikes to influence the appraisals they give employees.  Using objective, measurable criteria is important.


(
Don't let a single incident impact the entire year.  Sometimes a single incident -- especially a fairly recent incident -- may make such an impression on a supervisor that he/she loses sight of the employee's overall contribution.  Measure performance based on the entire review period.

(
Don't let one quality overshadow areas for improvement.  Make sure supervisors don't allow one great quality of an employee to unduly influence their rating of all factors (the "halo effect").  Even the best employees may have some room for improvement that should be noted.


(
Don't be too generous.  Supervisors can be overly lenient or simply apprehensive about rating employees honestly (e.g., unfavorably).  As a result, they may tend to give all employees a better-than-average or excellent rating and fail to differentiate the good from the bad.  Unfortunately, exceptional employees are often inadvertently penalized by that approach, while the shortcomings of lower performing employees go uncorrected because of misguided generosity.

(
But don't be too strict either.  On the flipside, some managers tend to rate employees too severely.  Attention to clearly defined standards can help overcome this pitfall.


(
Don't be the average Joe.  Some managers rate all employees as "average" in an attempt to play it safe.  Nothing is gained from completing evaluations unless supervisors distinguish among the employees they evaluate.  Managers must remember that all employees are different, and that fact should be reflected in their evaluations.  Of course, a supervisor who is doing a proper job of evaluating subordinates will often evaluate many employees' overall performance in the middle or "average" range.  But normally, there will also be employees whom the supervisor rates as above or below average.


(
Reviewing the performance evaluation with the employee is important!  As difficult as it may be to discuss the review with the employee, especially when the review if less than favorable, this is a critical step in the process.  Please keep in mind the following when conducting performance evaluations:



(
Schedule the evaluation meeting in advance.


(
Meet in a quiet and private setting.


(
Allow enough time for a meaningful discussion to take place.


(
Summarize the purpose of the evaluation.


(
Explain the process and expectations of the meeting.


(
Do not assume the employee knows this information.


(
Speak in a conversational tone.


(
Direct the conversation to the individual using appropriate eye contact.


(
Listen attentively and be conscious of non-verbal language such as posture, glancing at watch, appearing to be bored, hurried or anxious.


(
Welcome and respond candidly to questions, suggestions and complaints.


(
Question and listen effectively.


(
Promote an atmosphere of teamwork and mutual respect.


(
Discuss all aspects of the job by addressing each function separately.


(
Focus the discussion on performance and the impact of performance, not on personality.


(
Support comments with concrete examples, not opinions or emotions.


(
Talk about the positive aspects of the employee’s performance before the negative ones.


(
Avoid an all positive or all negative evaluation – there is always something positive to share and everyone has room for growth or improvement.


(
Do not discuss or compare one employee’s performance with another employee.


(
If change is needed, focus on the behaviors or actions that need to change.


(
Do not speculate or make assumptions as to why these behaviors are occurring.


(
Focus the discussion on developing mutually agreed upon remedies.
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