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Improving Your Performance Evaluation Meetings

-Jim Evans, 2007
Imagine how you would react if three years from now your manager told you this:
 “There is something you have been doing (or not doing) that has cost you pay increases and bonus money, but we decided not to tell you because we thought it might be a difficult meeting or hurt your feelings”.  Most people would be outraged, saying that the company owed it to them to provide the feedback necessary to make any needed improvements.  Unfortunately, many managers do that exact thing to direct reports all of the time.

As a manager, you have a responsibility to the associate and Orvis to provide clear and constructive feedback.  It’s up to the associate to use that information to improve his performance, so no one is advocating that you are responsible for the associate’s performance.  However, you are responsible for doing whatever you can to help each associate succeed, and withholding information about his performance is inconsistent with that principle.

Although many companies have a formal performance evaluation system, few execute it effectively.  An effective evaluation process can significantly improve the performance of individual associates, and if you can turn a few marginal or moderate performers into above average or superior performers, you will make your life easier and increase profitability at the same time.
The next time you conduct a performance evaluation, consider trying the following:

1. Formally schedule a meeting.  Don’t surprise an associate by calling him in for an appraisal session without warning.  Show that the process is important by sending the associate a memo suggesting a date and time for the meeting a few days in advance.  If the associate doesn’t use email, give him a written memo, not only with the date and time of the session, but also reminding him of the importance of the evaluation process and his role in it.

2. Give the associate some topics that will be discussed during the meeting.  .  You want to make sure the associate comes in ready to have a dialogue with you.  If you tell the associates before their meetings that you expect them to be prepared to discuss specific topics, many normally quiet associates will come in with notes and ideas.  Here are a few sample questions:
· If you had it to do over again, what would you have done differently over the past year?


· What have you done during the past year to prepare yourself for more responsibility or advancement?


· Does your current job make the best use of your abilities?  If not, how could that be changed?
· What ideas do you have for streamlining or improving the primary functions of your job?

3. Be clear in your feedback.  You must tell the associate if he is meeting your requirements. Language like “It would be good for you to improve in this area” is not clear enough.  The associate may not understand how serious the problem may be.  You should be specific and say, for instance, “In this area you are not meeting the company’s standard.  You must make immediate improvement or this could be job threatening”.

4. Summarize the evaluation at the end of the meeting.  Associates will react differently to your feedback.  One associate may get 95% positive feedback and 5% negative and feel like it was a bad review.  Others may get 55% positive feedback and assume all is fine.  By taking a few minutes at the end of the meeting to recap the evaluation, you will avoid misunderstanding.

5. A few days after the meeting, touch base with the associate to see if he has any questions about the evaluation meeting.  This will not only show that the meeting was important, but if there was any misunderstanding, you can clear it up quickly.

This process takes time, but it can have huge benefits.  By improving each individual’s performance even slightly each year, you will see the entire organization improve in its efficiency and its profitability.
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