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Chapter 1 - Putting the Value Back 
in Performance Evaluations

Performance appraisals should be a roadmap for 
development—not a shortcut to nowhere. Here are 
some do’s and don’ts to make the evaluations of your 
employees more effective.

8 Characteristics of INEFFECTIVE Performance Appraisals

1. Performance appraisals for all employees are completed within a short 
timeframe. This doesn’t usually lend itself well to careful, honest, well-thought-out 
evaluations for each employee. The standardized forms end up looking like 
cookie cutter documents with similar wording, strengths and weaknesses.

2. All appraisals are done at one time. This creates a tendency to compare and 
rank employees, which takes away the individual assessment of strengths and 
weaknesses and can put employees on the defensive. This fosters an 
atmosphere of competitiveness rather than excellence.

3. Salary increases, bonuses, promotion opportunities are directly connected with 
the appraisal. Ideally, these matters are kept separate from performance 
appraisals.

4. Performance appraisals are too often used to document performance issues that 
should have been addressed throughout the year. Or, the results of performance 
appraisals are ignored the rest of the year.

5. Overworked supervisors may make hasty judgments based on recent 
performance, not the entire year’s.

6. What is measured on the appraisals is irrelevant to real work performance and 
does not differentiate true levels of quality. In other words, there may be lots of 
data, but no real information.

7. Self-evaluation is not valued or often-enough used in the performance appraisal 
process. An evaluation done without access to an employee’s self-evaluation will 
be missing important information.

8. The process is tedious and dull—just another project to get done—rather than 
creative, vital and truly informative.
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4 Characteristics of EFFECTIVE Performance Appraisals

1. Evaluations of value contain both elements of review and discovery. In these, 
managers can work with their people to set short-term and long-term objectives 
that benefit both company and employee.

2. Education and training goals, as well as opportunities to work with a coach, also 
would be explored.

3. Understanding each employee’s professional goals enables managers to lead 
and guide them in more targeted and meaningful ways.

4. When we focus on developing the employees we supervise, we give the gift of 
recognition and support, a gift that will return in the form of enhanced 
performance and benefit to the company.

5 Steps to Writing a Valuable Performance Evaluation

1. Find a time and place to write without interruption. As you proceed, hold in your 
mind an image of the person you are evaluating.

2. Acknowledge and thank the individual for her/his contributions to the company.

3. Align the employee’s goals with the needs of the company.

4. Ensure that the employee has the necessary tools and support to achieve the 
objectives.

5. Include education and training opportunities, as well as new assignments or 
other activities, to further the employee’s career goals.
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Chapter 2 - Setting Clear Expectations with 
Employees

Your Employees Can’t Read Your Mind

Your job as a manager is to set clear expectations of the 
results you want your employees to achieve—results you 
know they CAN achieve. Too often managers seem to 
lead through mental telepathy. Rather than set and 
communicate clear expectations—the milestones against 
which we test our progress—they assume their 
employees know what to do and how to do it.

Properly setting expectations for employees or team 
members is a critical dimension in quality workplaces, 

according to a study of managers undertaken in the 1990’s by The Gallup Organization. 
If you want to set standards for excellence and results in your workplace, setting clear 
expectations is imperative.

10 tips to help you set clear expectations

1. Start with a vision of what you want the end result to look like. Not just what you 
want done, but the results you want to achieve when the project is completed.

2. Discuss how you define “excellent performance.” Paint a complete picture. Refer 
to your performance review form. Don’t assume.

3. Keep your focus on the desired outcomes, not on describing each and every step 
to follow. Your goal is to guide, not control. Letting individuals find their own route 
toward productive outcomes encourages them to use their strengths to their 
fullest potential.

4. Tie the mission of the department to each job. People want to know that their 
role, whether large or small, makes a difference.

5. Put the expectations in writing.

6. Stay on the sideline. You may be tempted to run in and play the game for a 
subordinate, but if you do, no one will learn a thing.

7. Give feedback—and often! The annual performance review is to late to let staff 
members know how well they are meeting your expectations. Schedule informal 
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review time weekly (up to quarterly for larger departments). Feedback given 
along the way sounds more like coaching, not like punishment.

8. Ask for staff members’ feedback on how they think they are doing. The more two-
way communication, the greater the clarity around the expectations.

9. Give positive reinforcement (and don’t mix negative and positive). Mention the 
thing you like and you’ll get more of it. Be specific and prompt.

10.Don’t take it personally. When staff members don’t perform as you think they 
should have, look for solutions, not blame.
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Chapter 3 - Requiring 
Accountability in the Workplace
Lack of Accountability in the Workplace Causes 
Problems

The most important word in business today is 
ACCOUNTABILITY. It means your employees are 
responsible for their own actions. Lack of accountability 
on your employees’ part directly affects other team 
members and definitely has an impact on your business.

Hopefully you give your employees an annual check-up or performance review. During 
this meeting, you need to make sure they know exactly what they are going to be held 
accountable for during the upcoming year. 

Creating an Accountable Workplace Eliminates Some Problems

When you create an accountable organization, then you can eliminate a lot of the 
problems that arise in the workplace. You don’t need to let poor performance go 
unchecked. If managers don’t correct performance issues quickly, then you have the 
potential for your good employees to walk out the door.

Letting all employees know what the organization’s goals are is a good place to start. 
Then show how each department’s goals play into the organization’s goals. Once 
individuals can see how their department goals make up the larger organization goals, 
they will be more willing to play their part being more accountable so the company can 
be profitable.

Having an accountable workplace isn’t easy, but it is possible. 

3 Tips for Creating an Accountable Workplace

1. Personal accountability is important, but holding others accountable is equally 
important.

2. Management accountability affects the organization. Make sure your 
management team is working together on all fronts. It will make holding 
individuals accountable a lot easier.

3. Some training may be needed. It can help the concept sink in faster for some 
people.
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Chapter 4 - Providing Feedback 
to your Employees

It is important to take the performance review process 
seriously and ensure the people that work for you have 
been provided specific feedback with regard to areas 
they are doing well in and areas they can improve on.

I contacted several colleagues that now or in the past 
have managed large teams of people. I also contacted 
several top human resource consultants and senior 

executives. I asked all of them for their best tips regarding how and when feedback 
should be given to an employee. 

Industry’s 13 Best Tips for Providing Employee Feedback

1. Before you even start, if you aren’t comfortable or don’t have much experience in 
the area of giving feedback, you might want to practice. Out loud. If you stumble 
during the delivery, the message will not be taken or heard the way you want it to 
be. A situational listener will only hear the good stuff.

2. It’s a given that feedback will be (or should be) provided during the year-end 
performance review.

3. Overwhelmingly I heard: Why wait until the review? If you manage or lead a 
team, start today by giving constant, consistent feedback to those that report to 
you. 

4. A 30+ year executive recommended to also know WHO you are talking to before 
you start the feedback process. What is the person’s style or personality? Tailor 
your comments to best reach through their personal communication style.

5. Another great piece of advice was for you, the feedback deliverer, to be “totally 
present in the moment” with the feedback receiver. That means turn off your 
computer, your phone, and don’t allow for interruptions. It’s serious business and 
the person receiving the feedback deserves your undivided attention.

6. Give your feedback in person—not over the phone. It’s a good idea to have the 
person’s previous years’ reviews, especially the most recent one, on hand during 
your meeting. 
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7. Prior to the meeting, provided documentation so they have time to prepare for 
discussion points. It’s not fair for the reviewer to have weeks to prepare and the 
employee to have to think on their feet.

8. Prior to the meeting, have the employee review their own performance against 
the competencies and objectives that were (hopefully) set at the beginning of the 
year and bring their own judgment of their performance with them.

9. It’s always a good idea to seek out performance feedback from fellow managers 
that have worked directly with the individual to include in the overall review. This 
way everyone gets a clear view of the person’s strengths as well as gap areas.

10.When you do finally meet, focus your comments on specifics such as action or 
behavior, NOT on the person. You could say, “I noticed that you have been late 
turning in your reports,” rather than “you seem to be quite lazy.” 

11.Don’t compare the person to others in the group or department, but do explain 
why each element is good or bad for their personal development or success 
within the group/department or organization. Provide specific examples. Don’t be 
vague.

12.Give the individual time to acknowledge and respond. You want this to be a 
conversation, not a confrontation. But do spell out the consequences for not 
changing or improving on specific issues.

13.Also, try to give some positive performance elements they can build on. And 
make sure you document what was discussed and agree to timelines for fixing 
issues, if needed.

3 Unique Systems for Providing Employee Feedback 

You may want to try them over the course of a quarter or two and see which one(s) work 
for your style.

The *Sabrina Feedback System
Do:

 Provide continual feedback between review periods.
 Give on-the-spot coaching when an employee is not measuring up.
 Prior to meeting with an employee, provide documentation so they can review 

and prepare for the discussion.
 Set the employee up for long-term success by providing:

o Tools
o Resources
o Support and Guidance
o Timely Feedback
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Don’t: 
 Surprise an employee with a correction in a review and have it be the first time 

they are hearing it.
 Focus on an employee’s weaknesses. Instead, balance the conversation with 

discussion about both strengths and gaps.

The *Imelda Feedback System
Use the 2142 Formula

2 – Past year’s performance reviews
1 – Current situation/picture
4 – Future objectives – personally for the individual and the organization
2 – Both of you agree to the steps to achieve the desired results and outcomes 

The *J.W. New Rules for Feedback
The review process should be a “non-event” – READ: No surprises should come up!

 There are no surprises at the performance review because comments and 
“teaching moments” are seized during the course of the year. If periodic, 
scheduled discussions more beneficially support recurring feedback for some 
people, then that’s an additional method to be used (monthly or quarterly). 

 Different people are optimally dealt with differently. Therefore, it’s imperative to 
figure it out for each direct report.

 Cover compliance, policies, regulations, rules, reporting, etc.
 Systematic documentation so that, again, there are no surprises at the review. 

Use documentation for the basis for not only the review but bonuses, atta-boys, 
atta-girls, stock option awards, other privileges and positive feedback. Keep the 
documentation and feedback job-related and no personal comments.

*These are feedback systems created by real people and these are their real names.
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Chapter 5 - Reviewing Between the 
Reviews

Performance Reviews Come in All Shapes and Sizes

Performance reviews run the gamut across different 
businesses. They range from very simple—or even non-
existent—to difficult and complex. And from extremely 
valuable to essentially useless. 

One of the problems is there’s no easy answer, no one-size-fits-all solution. Every 
company is different. But one thing I do believe is there has to be some kind of 
employee performance review done on a regular basis—if you want your organization to 
be successful over the long-run.

Some Recommend Losing the Performance Review

I recently read the book “Get Rid of the Performance Review” by Samuel A. Culbert with 
Lawrence Rout. In this book (which I’m sure you can guess lies at one end of this 
discussion spectrum), Mr. Culbert says to completely cut out the performance review. 
The reasons he gives are that they are fraudulent and dishonest and that they reflect 
bad management. 

He claims they’re fraudulent and dishonest because even before the employee comes 
in for their review, the manager and their higher-ups have already “cut a deal” about 
how the person will be rated and how much of a raise the employee is going to get. 

He says they reflect bad management because managers should be having 
performance conversations with their people every day, not once a year. And sometimes 
they can even be a blow to an employee’s self-esteem.

I’m not advocating that everyone is always going to be a winner. Some employees—and 
some management—need to be fired. But you do have an imperfect human providing 
feedback to another imperfect human with a sometimes not-too-defined rating system. 

You have to admit, it’s odd to say the least!

The Process I Use and Recommend

The process I like to use and frequently recommend to my clients is loosely based on 
the steps in the book “The Three Meter Zone: Common Sense Leadership for NCO’s” 
by James Pendry. In this process, managers meet with the individuals on their teams 
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once a week at the same time. Every week they ask the employees these same three 
questions:

1. What did you do last week that you are proud of?
2. What would you like to learn next week?
3. How can I help you?

By creating a dialog and following this process for sixty days, you will find that your 
employees start to be more engaged because they feel like they matter and are valued. 
As a manager, when you get the answers to these questions, it’s then your 
responsibility to remove every roadblock within your power to help your employee get 
their job done.

This type of process helps you as a manager because you will know every week exactly 
what your employees are doing. Let’s face it—wouldn’t it be a great feeling to breeze 
through those performance reviews with up-to-date, relevant information?

Give it a try! I think you’ll come to like the freedom this mini-process gives you.
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Chapter 6 - Checking In at Mid-Year
Taking Stock During the Year is a Must

Mid-year is a great time to check in with your employees 
to see where they are with regard to the goals that were 
set at the annual performance review. You can’t assume 
your team is on track with key accountabilities and goals 
for the year. You have to take time to check in.

Ideally you would be having monthly (or more frequent) conversations with your 
employees about any obstacles or challenges they may be encountering. But if you’re 
not there yet, definitely don’t waste this mid-year opportunity to get your people 
engaged to finish the year strong.

Because the economy and the business environment have become so challenging, you 
may need to adjust your expectations of what goals each individual should be focused 
on. The mid-year review is a good time to address any changes in your expectations. 

6 Tips for a Smoother Performance Review Process

1. Start at the beginning. In the first part of the year: create, update, revisit the job 
benchmark for each role on your team. Has the job changed? Do the key 
accountabilities need to be updated? Key Accountabilities are the 3-5 items 
(goals) you’ll be holding the individual accountable for that year.

2. The use of coaching assessments allows you to know where an individual’s skill 
gaps are and will aid you in your discussions through the year.

3. Monthly, brief check-ins with your employees keep them on track and alert you to 
any progress issues sooner rather than later. Monthly check-ins also allow for 
ongoing feedback and coaching of your employee.

4. At the 6-month mark, set a more formal meeting with your employee and ask 
them to bring a list of their accomplishments to-date. Now is the time to 
determine if goals need to be changed, shifted, or spread out among the team.

5. Provide feedback, offer suggestions and set development plans with the 
individual regarding daily changes they may be able to make in order to reach 
their performance goals.

6. The mid-year check-in is also a great way to start setting expectations with 
regard to annual salary increases. While you won’t be able to give specifics, 
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consider providing your top performers with additional non-financial rewards. The 
best way to know who should receive a larger increase is to keep tabs on 
performance throughout the year.

It’s a 2-Way Street

Employee performance reviews allow for communication to develop between business 
owner, managers, and employees. Although managers seek to ensure employees 
conform to position requirements and responsibilities, they should also pay attention to 
the feedback provided by employees during the review process. A checklist of talking 
points prepared and shared before an employee performance review can make sure the 
company and employee benefit from a mutually respectful exchange of ideas.

5 Essentials of an Effective Mid-Year Performance Review

1. Set up a meeting for the mid-year review with each employee.

2. Ask employees to prepare a summary of their accomplishments since their 
annual performance review. Assess their performance of competencies, draft 
some objectives for the rest of the year, and think about career aspirations.

3. Review and discuss goals they have met and set a plan to reach open goals for 
the rest of the year. 

4. Set development plans to assess and close skill gaps and set training goals as 
needed for the remainder of the year.

5. Provide feedback and coaching as necessary for the employee to reach their 
goals for that year.
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Chapter 7 - Using Assessments in 
the Performance Review Process

Using assessments during the performance review 
process can help things go a lot smoother. There are 
many different types of assessments that provide various 
information about our work preferences, behavioral style 
and our dominant thinking style.

The following outlines a process that focuses specifically on how you as a manager of 
people can learn what your employees’ behaviors, motivators, and strengths are. This 
knowledge will aid you during the performance review process.

3 Essential Steps to an Employee Development Plan

1. Create a job benchmark for each “role” on your team or in your organization. The 
job benchmark sets the stage for what top competencies, motivators and 
behaviors are right for that specific role in your organization. The accounting role 
in your company will have different competencies, motivators and behaviors than 
the accounting role at your competitor. READ: I did not say skills. Once you have 
this information you can now assess all your accounting people against the 
accounting benchmark.

2. Determine where each person in the role meets the competencies, motivators 
and behavior OR where their gaps are. (See discussion below.)

3. Once you know where the gaps are, then you will be able to provide your 
employee with a relevant development plan to help them close the gaps and 
continue to build on their strengths.

PEOPLE Make Things Happen

When you think of your business “drivers” you most likely include Marketing and 
Innovation. Things such as money, time, the product or service you provide—they all 
make things possible for you and your clients.

But your PEOPLE are what make the business actually happen. If you are looking to 
increase your business or provide better service to your clients, you have to start with 
your people. The more you know about your employees, the better you can help them in 
their job performance, which in turn benefits the company.

I recommend as part of your annual review process, that all your employees take 
assessments. Either update the ones you are already using or start using assessments 
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this year. Employee assessment tools help you have a better understanding of what 
motivates your people and what their behaviors are going to be. Employee 
assessments also help with performance management and succession planning.

Uncovering Employee Talents

It’s a universal truth that we are all good at something or some things. But no one is 
good at everything. When we are in a job that matches our natural talents and abilities, 
it doesn’t quite seem like work. 

As a leader or manager, it is important that you help your team members uncover and 
utilize their talents and abilities—not just for the good of the company, but also for the 
good of the employee. 

Start with an Assessment

A good place to start to uncover what your employee is good at is by using an 
assessment tool that measures the individual’s top competencies or attributes. We 
recommend the TTI TriMetrixHD that provides insights into the employee’s top 
competencies, behaviors, workplace motivators and acumen. Once you know how the 
employee stacks up to the job, you’ll be in a better position to provide feedback on ways 
they can exploit their strengths within the job.

Building and Improving

We aren’t saying that employees shouldn’t try to develop the “gaps” within their skill set. 
Certainly if you have an employee that aspires to be a leader, by all means you should 
help them develop that ability. Interestingly enough, you’ll know where “leadership” is on 
the competency spectrum if you have used the assessment tool we recommended.  If 
it’s close to one of their top ten competencies, they possibly already possess the skill, 
but haven’t had the opportunity to utilize it yet. If it’s lower on the scale, they still have 
the ability, but it may take some time to help them uncover and develop it.

It’s Your Responsibility

As a leader and/or manager, it is your responsibility to help your employee develop and 
grow. The more information you have about their strengths and abilities, the easier it will 
be to place them in certain roles and support them on their own journey to grow and 
develop. By holding your employees accountable for their jobs and producing results, 
you enable them to grow with the company and, in turn, you help the company grow.

Personal Accountability

According to Ashley Bowers, the President of TTI Success Insights, “In analyzing jobs 
over the last 12 years, we find that personal accountability is a requirement in 98% of all 
jobs. This illustrates the importance for all hiring managers to totally evaluate each 
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position as it relates to being personally accountable, plus making sure that individuals 
bring personal accountability skills to the job.”

The only way to hold your team accountable for results is to provide them the direction 
and vision you have set for the company. Don’t go any further this year without a plan to 
help your business by helping your employees. You’ll be a lot farther along than your 
competition and you’ll have better retention among your staff.

Year-Round Feedback

Don’t give feedback just at the performance review meetings. The truth is, your 
employees want feedback all year long. They want to know if they are doing a good job 
AND they want to know if they messed up. You remember from your own experiences, 
the bosses that gave you any feedback are the ones you remember having the biggest 
impact on your development as a human and as an employee. 

Don’t hold back. Give the feedback. But do it in a way that the person receiving it will 
hear what you are actually trying to tell them.
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Chapter 8 - Nurturing Your 
Amazing Employees

You know you have one or more employees that stand 
head and shoulders above the rest of your team. If 
you’ll take a few minutes each day and nurture them, 
they’ll become even more amazing than they already 
are. 

10 Ways to Nurture Your Amazing Employees

1. Teach them all aspects of your business. – Depending on the level of the 
individual, this could be as simple as providing them with materials on business 
basics all they way to having them shadow you and learn part of your job.

2. Instill in them to treat the company like it’s theirs. – The more employees know 
about the company, where it’s heading, what the top and bottom line numbers 
are, the more they can start acting like a business owner themselves. If they 
don’t understand their own impact on the organization, they most likely won’t put 
forth as much effort.

3. Provide them with opportunities to grow. – If employees understand the value 
proposition of the company and how they can impact it, they will be more inclined 
to look for opportunities within the company to add value.

4. Help them resolve issues before they become issues. – This could also fall under 
the category of responsibility and authority. Give them some leeway in solving 
their own challenges without having to come to you at every turn.

5. Provide an open culture where they can tell it like it is. – Foster an open 
environment where everyone can tell the truth. It’s better to get bad news before 
it gets too bad.

6. Let them drive their own high standards. – Reward those employees that go 
above and beyond what is expected. Once other employees see you providing 
praise to their team members, it won’t be long before everyone steps up their 
game.

7. Help them grow themselves as well as others. – Encourage peer coaching. This 
especially works well with the Millennial generation where they have been 
working on teams since they were young.
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8. Let them explore creative problem-solving options. – Step back and let them 
figure things out for themselves. Give them space to try things that may or may 
not work. This is the only way people can grow.

9. Help them integrate work into their life. – This solution could be as simple as 
letting them work from home one day at week or one day every other week, if 
they have the type of job that allows it. For employees that have to be in the 
office or plant every day, tell them to leave early from time to time. People 
appreciate not missing their kid’s sports games every now and then. And if you’re 
telling them to go ahead and go, they appreciate you because they know you 
understand and care about their personal wellbeing.

10.Help them help you be a better boss. – If your amazing employees know you 
value them, they will step up their game and operate in ways that make your job 
easier and ultimately adds revenue to the bottom line.

It takes a lot of money and time to recruit and retain the right talent for your 
organization. Your amazing employees will help propel your company forward in ways 
you may not have even thought about. The bottom line is—top employees want to grow 
with a company they have personally invested in. If you provide the means for them to 
step up to the plate, they will take the bat and hit a home run.
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