GUIDELINES FOR EVALUATING AN EMPLOYEE

The Employee’s strengths and weaknesses must be clearly communicated

An employee appraisal must be an accurate, honest evaluation of the employee’s job performance, discussing both the employee’s strengths and weaknesses. The supervisor should not only evaluate the employee’s actual productivity, but also such objective factors as the employee’s knowledge of the job duties, attitude towards his or her work, ability to work independently and crisis management skills. Evaluating each employee as average, without specifically mentioning strengths and weaknesses, diminishes the value of the appraisal process. When an employee’s strengths and weaknesses are explained, the employee can build on his or her strengths, and correct his or her weaknesses. Employees cannot improve their job performance unless they are told where their performance is inadequate.

Setting reasonable short-term and long-term goals

For the employee with performance problems, merely stating that performance is poor or identifying problem areas, without specific instructions on how performance can be improved, only upsets the employee without solving the underlying problems. The employee must be given specific instruction on how performance can be improved. The supervisor should also set reasonable short- and long-term goals to show the employee’s improved performance. Problem employees do not become star performers in a matter of weeks. An employee needs attainable goals so that he or she can see that improvement is possible.

Employees without performance problems need reasonable short- and long-term goals as well. For example, short-term goals may include slightly higher productivity levels or additional job responsibilities, and long-term goals may include further job responsibilities or transfer or promotion.

Do Not:

1. Provide cursory evaluations, or group most employees into the “average” category without specific recommendations. Poor employees never improve their performance, and exemplary employees become frustrated and their work suffers.

2. Provide all employees with favorable evaluations. Although it may look good to superiors, it inevitably causes problems in the long run. If the employees get a new supervisor who evaluates them properly, they may become dissatisfied. If that dissatisfaction leads to a claim of discrimination or wrongful discharge, the Company will not be able to properly defend against the charge, since the employee’s evaluations will all show that he or she was a good employee.

3. Provide the “favorites” with better evaluations than they deserve. It is natural to want to give better evaluations to those employees whom the supervisor likes, in part because it is more pleasant to work with someone who is friendly. However, employees quickly learn of the favoritism, and become resentful. This hurts productivity, and creates problems within the job unit.

Developing Follow-Up Programs

The appraisal process is not over after a supervisor discusses an evaluation with an employee. Now the crucial follow-up program begins. First, employees must have some ability to challenge the results of an evaluation that is perceived to be unfair. This should take the form of a discretionary review by some member of management.

Once an employee has accepted the evaluation, a follow-up program must be developed in accordance with the needs of the employee. Usually, the follow-up program consists of informal evaluations at regular intervals to insure that employees are meeting their goals. If an employee is not meeting his or her goals, then the supervisor and employee must discuss whether the employee is not suited for the job or further training is needed, or, whether the goals were too high. Any adjustments that are needed to help the employee become more productive should be implemented.

The follow-up should continue until the next evaluation, and the employee’s performance in the follow-up period should be considered in the evaluation. Supervisors should provide employees with feedback throughout the year to motivate employees. Those employees that are improving or meeting their goals should be encouraged to “stay on the track” and continue their good work. However, those employees that are not meeting expectations should be counseled, and help or training provided if necessary. Employees quickly forget about the formal appraisal unless they are provided with regular feedback.

