BEST PRACTICES GUIDE – Performance Evaluation
Concept

Performance evaluations may seem like a lot of effort –replete with headaches and hand-wringing—for very little reward.  Employees often view the process with apprehension—fearful of criticism, recrimination or even threat of termination.  But when given a positive spin as an exercise in review, recognition of effort or as a guide for improved performance and reward, deftly executed performance evaluations can be an invaluable tool for boosting company morale, enhancing communication and increasing your productivity.  

It's important to reward employees who meet or exceed performance standards. An effective evaluation system should be fair and equitable to all involved, and encourage continued, similar effort from top performers and fellow workers.  On the other hand, performance evaluation gives employees who aren't meeting expectations guidelines on how to improve in order to be viewed as successful and rewarded in the future. 
Whether conducted annually or on a more frequently scheduled basis, performance evaluations encourage ongoing communication between supervisors and employees, to facilitate better working relationships and to establish benchmarks and goals for the coming year.  Enhanced communication also reduces personnel turnover, and evaluation documentation protects the company in the unfortunate instance of disciplinary action or employee dismissal.
But perhaps the greatest benefit of performance evaluation –for both company and employee alike—is helping your workforce maximize its results and promoting each individual’s opportunity for professional development.
Implementation

Planning the evaluation.  All aspects of performance should be planned in advance.  This should/may include employee self-appraisals, feedback from pertinent supervisors, co-workers and customers.  Standards and expectations should be delineated in a handout that can be provided to the employee.
Performance standards & expectations.  All goals and objectives for the forthcoming (next) evaluation period should be effectively described and explained, both verbally and in writing.  Explain how these standards and expectations support the company’s overall objectives.
Conducting the evaluation.  Schedule the appraisal appointment with employee in advance, select a private location free of interruptions and allow enough time for a thorough conversation.  Be thoroughly prepared with any and all documentation and forms at your disposal.  Encourage a two-way conversation versus an interview or authoritative review.
Provide positive feedback.  Ensure that evaluation embodies positive and constructive criticism; do not take an “ambush” approach with personnel being evaluated.  Acknowledge employee’s strengths by verbally citing their accomplishments and contributions to the company’s success and provide suggestions for areas requiring improvement and plans for any further training or professional development.  Track any qualitative and quantitative data regarding performance

Writing the post-evaluation review.  Utilize quantitative data and numbers for specific review, but use qualitative data and results more objectively.  Do not over-rate performance based on one or two achievements and avoid tendency to overlook areas of weakness in appraisal.  Weigh both recent and past performance in equal measure—do not allow recent performance to obscure activities throughout the entire evaluation period.  And do not allow your written review to be overly influenced by past evaluations; judge current timeframe on its own merits.
Establish goals & objectives for next evaluation.  As part of your post-appraisal review, present a formalized, written outline of goals and objectives that are specific, quantifiable and that have a timeframe.  Conclude any decisions required with regard to employee’s personal goals shared during the evaluation process and incorporate these in your written report.
Review employee evaluations with Human Resources.  Take advantage of a secondary perspective.  Provide HR with copies of all forms and paperwork from evaluations.  Discuss aspects of evaluations that may be subjective and assess and ensure that employee(s) are acting and behaving in a way that conforms with company policy.  Focus on immediate needs of employee’s current role.  Discuss professional development and how and where employee’s skills might be better utilized.  Collaborate on guidelines or plan for further training and development.
Performance evaluation is the tool that provides the standards for creating a pay-for-performance culture within an organization.  When this practice is conducted effectively and employs a positive versus critical approach, it promotes a workforce that is engaged, productive and loyal.
Practical Applications

In 2013, as Human Resources Director for Balfurd Linen Service of Pennsylvania, Brenda Stauffer developed and implemented a retention plan to maintain and transition Route Service Representatives (RSRs) servicing accounts between their headquarters in Tipton and Pittsburgh, 375 miles away.  Turnover rates are typically high in this long-distance route work.   By conducting thorough evaluations and conversations with existing RSRs, she was able to promote personnel to key positions in which they were suitably qualified, creating availability for 61 new hires the following year.  An annualized turnover rate of 47.2% was reduced in 2014 to 41.6% 
