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I. INTRODUCTION 
 

 

This handbook is designed to provide company leaders with the information necessary to be 

successful in managing performance at YOUR COMPANY.  In order to effectively manage 

performance, everyone must first have a clear understanding of what the term “Performance 

Management” means. 

 

A. Performance Management 
Performance Management is a formal system designed to provide continuous feedback 

between company leaders and employees, rather than the once-a-year appraisal approach.  

Performance goals are established for each job and employees are coached with continuous 

feedback to meet or exceed those goals. 

Success of a Performance Management program relies on open, effective, and on-going 

communication between company leaders and employees.  An effective performance 

management program removes much of the top-down judgment aspect of the traditional 

appraisal, and makes feedback a collaborative situation.  Instead of employees waiting a year 

(or more) to hear the verdict of an autocratic manager, they will have ongoing discussions 

that will enable them to make changes when necessary and get encouragement when they 

need it most. 
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B. Performance Planning 
An employee’s performance plan should look like a pyramid. At the top are the quantifiable 

business goals of the company. The middle is comprised of the departmental goals that are 

tied directly to supporting these business goals. On the bottom are the employee’s goals. 

Created jointly by the manager/supervisor and employee, these goals must be clear and 

measurable, and must tie the employee into the rest of the pyramid. The employee needs to 

see the specific impact of his/her productivity on the goals of the company. Employees and 

company leaders work together to reach these goals through the performance management 

system. 

See figure 1. 
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Goals 

Department 

Goals 

Team 

Goals 

Key Job 

Responsibilities 

Individual Performance 

Goals 

Figure 1.  Organization Goal Pyramid 
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C. Coaching and Feedback 
In the performance management approach, the company leader’s role is changed from 

“supervisor” or “manager” to “coach and facilitator.” A good coach balances the needs of the 

individual with the goals of the organization and encourages the employee to take 

responsibility for managing his or her own performance. Ongoing, constructive, and honest 

feedback helps employees stay on track, and encourages them to take the initiative to 

develop timely solutions to problems that arise.  

D. The Performance Appraisal 
The performance appraisal is a management tool that measures how effective the employee 

has been in reaching his/her pre-established goals. Again, the focus is on the work-related 

performance of the employee.  Although compensation, rewards and recognition are tied 

directly to performance, compensation should be discussed separately. 

 At the beginning of the appraisal period, employees and company leaders identify the 

specific goals and expected performance for the year. If during the year new initiatives are 

established or priorities are changed, these should be indicated as well. Year-end 

achievements are then evaluated by indicating the results of the key goals and identifying the 

specific actions that contributed to accomplishment or failure to meet goals. The purpose is to 

focus on performance, so the evaluation should refer as accurately as possible to specific 

individual performance examples.  

E. Performance Management Tools 
Since performance management consists of a program and process that go far beyond the 

performance appraisal form, company leaders must equip themselves with the additional 

tools necessary to effectively document, measure, coach, and appraise performance. The 

Performance Management Resource Kit provides leaders with the following tools for 

managing performance: 

 

o The Performance Goal Agreement and Review 

o Common Organization Performance Factors (Competencies) 

o Leadership Addendum (Competencies) 

o The Performance Journal Form 

o The Self-Evaluation Form 

o Performance Summary and Signature Page 

 

Used in concert with effective performance management techniques and practices, these 

tools can provide the elements of a recipe for leadership success, increased employee 

satisfaction, and higher degrees of workplace effectiveness. 
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F. Rating Performance on the 4.0 Scale 
The rating system used in this performance appraisal tool is based on a 0 – 4 scale.  A rating 

of 4 is considered to be an outstanding performance with no room whatsoever for 

improvement or development, while a rating of 0 would indicate a complete failure to meet 

any level of expectation in the related area. 

It is important to keep in mind that a rating of 2 indicates the employee has been fully 

successful in meeting all expectations as defined in the employee’s Performance 

Agreement. 

Any rating above 2 is an indication that the employee has exceeded expectation to some 

degree.  A rating of 1 indicates a need for some level of development/improvement, while a 

rating of 0 indicates a very serious need for aggressive performance improvement 

intervention. 

1. Ratings Overview 

 

4 = Consistently Exceeds All Expectations.  Sets the standard for excellence in performance.  

Requires narrative justification. 

3 = Exceeds Some Expectations, Meets All Others.  Achieved results that go beyond meeting 

expectations.  Seeks improvement on own initiative.   Requires narrative justification. 

2* = Meets All Expectations.  Performing Well.  Good, complete job.  Requires narrative 

justification. 

1 = Developing Toward Meeting/Partially Meets Expectations.  Development and/or 

performance improvement is needed to begin meeting expectations.  Requires narrative 

justification. 

0 = Non-Contributor.  Aggressive development and/or performance improvement intervention 

required.  Requires narrative justification. 

 

 

 

 

 

 

 

 

 

 

 

 

 

*Only whole numbers (0,1,2,3,4) are to be used when rating performance. 

0 1 2 3 4 

BELOW EXPECTATION ABOVE EXPECTATION 

MEETS 
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2. Rating Descriptions 

 

CONSISTENTLY EXCEEDS ALL EXPECTATIONS (4): This rating applies to situations 
where the employee’s performance clearly and consistently far exceeds performance 
expectations.  The employee demonstrates a superior grasp of both the “big picture” and 
the important details. Most or all of the following statements apply. 
  
The employee: 
  

� delivers ahead of schedule and/or work performance sets the standard for all 
others to follow 

� shows an exceptionally high degree of initiative and is a self starter 
� demonstrates a consistent ability to solve problems and achieve results that go 

well beyond that demonstrated by others in similar situations 
� is considered an “expert” by all that know him/her and his/her advice and input is 

sought by others 
� consistently takes the best approach 
� requires minimal direction or supervision to produce exceptional results even in 

the most challenging situations 
� exhibits strong leadership and/or teamwork skills 

  
EXCEEDS SOME EXPECTATIONS, MEETS ALL OTHERS (3): This rating applies to 
situations where the employee’s job performance is very high and often exceeds 
expectations.  Several or all of the following statements apply. 
  
The employee: 
  

� exceeds expectations in some of the most difficult and complex aspects of the 
situation, and never falls below meeting expectations on all other aspects 

� consistently delivers on-time, or ahead of schedule, with exceptional results 
� takes initiative in overcoming obstacles and accomplishing challenging work 

goals 
� regularly seeks and finds ways of creatively accomplishing goals in ways that 

produce results beyond that demonstrated by others in similar situations 
� uses own initiative to suggest and work on improvement activities without 

adversely impacting other areas and assigned duties 
� requires little direction or supervision 
� exhibits effective leadership and/or teamwork skills  
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MEETS ALL EXPECTATIONS (2): This rating applies to situations where the employee 
is doing a good, complete job.  The employee’s performance consistently meets all 
expectations.  Several or all of the following statements apply. 
  
The employee: 
  

� is considered to be a good, solid member of the team, and the supervisor feels 
secure in giving any kind of assignment within the scope of the job 

� delivers on-time with expected results 
� has little difficulty in dealing with others 
� gives sound input and recommendations the majority of the time and the 

supervisor is comfortable with the employee’s problem-solving skills 
� makes few errors and seldom repeats those that have been made 
� does not spend undue time on unimportant items, neglecting problems or 

projects that should have priority 
� supports management and coworkers in achieving the company’s goals and 

objectives  
 
DEVELOPING TOWARD MEETING/PARTIALLY MEETS EXPECTATIONS (1): This 
rating applies to situations where the employee generally meets most expectations, but 
falls short in one or more specific areas.  The employee may need additional training or 
assistance to fully meet expectations. 
 
This level generally applies to two different types of employees: the new or inexperienced 
employee

1
, and the experienced but somewhat ineffective employee

2
. 

 

• For the new or inexperienced employee
1
, this level can be a positive 

indication of someone who is simply learning new skills and working toward 
becoming proficient. 

 

• For the experienced employee
2
, this level can be an indication of a lack of 

focus or direction in areas where s/he should already be proficient. 
 
Several, but not all, of the following statements apply. 
  
The employee: 
  

� could reasonably be expected to perform at a higher level with additional 
direction, training, on-the-job experience, and/or development 

�  can usually get the job done, but often needs additional time and/or repeated 
planning of assignments and instructions by the supervisor 

�  supports management and coworkers in working toward achieving goals, but 
capable of contributing only on lower-level or less complex tasks  

� can’t always be relied upon to complete assignments or daily work independently 
in a timely manner 

� would meet performance expectations more frequently if more initiative and 
interest were shown 

� has the training, experience and resources necessary to perform better, but fails 
to consistently apply what s/he has learned 

� sometimes shows poor judgment in dealing with others or solving problems 
� minimally supports management and coworkers in achieving the company’s 

goals and objectives 
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NON-CONTRIBUTOR (0): This rating applies to those situations where the employee’s 
performance is considered less than acceptable or adequate.  Skills and overall job 
proficiency have not been demonstrated.  If this level of performance does not improve 
appreciably with a clear performance improvement plan, termination may be an 
appropriate course of action.  Several or all of the following statements apply. 
  
The employee: 
  

� does not contribute to achieving expected results independently or in teams 
� has received prescribed training and has been on the job long enough, when 

compared to others in similar situations, to perform at an acceptable level 
� does not demonstrate either the initiative or the know-how to do the job 

consistently 
� has consistently failed to perform at an acceptable level or deliver with 

reasonable levels of quality 
� does not work to complete assigned tasks as directed 

  
An employee whose performance is at this level on any job goal should be 
on a performance improvement plan. 
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II. ORGANIZATIONAL GOALS AND OBJECTIVES 

A. Corporate Goals and Objectives 

 

Company Mission: 

 

 

Company Vision: 

 

 

Company Values: 

 

 

Current Business Goals: 
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B.   Departmental Goals and Objectives 

 

This section reserved for departmental goals and objectives, as provided by department 

heads, for the appraisal period. 
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III.   THE PERFORMANCE MANAGEMENT RESOURCE KIT 
The Performance Management Resource Kit is multi-sheet Excel workbook containing all necessary 
performance management forms.  When opened, the workbook contains the following seven worksheets: 
 

• Instruction Sheet 

• Tab I.  Performance Goal Agreement and Review 

• Tab II.  Common Organization Performance Factors 

• Tab III.  Leadership Addendum 

• Tab IV.  Performance Journal 

• Tab V.  Self-Evaluation Form 

• Tab VI.  Summary and Signature Page 
 
Each worksheet can be easily identified by the title displayed on the corresponding tab located at the 
bottom of the worksheet (see figure 2). 

 
 

 
 
Figure 2. 
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A. The Performance Appraisal 
The Performance Appraisal is a combination of three tools included in the kit used for 

managing performance for all employees:  The Performance Goal Agreement and Review, 

Common Organization Performance Factors, and the Summary and Signature Page.  A 

fourth tool, the Leadership Addendum, is also used when managing performance of 

employees in leadership positions. 

The Performance Goal Agreement and Review is a combination form with sections for the 

Performance Goal Agreement and the Performance Goal Review. 

 

• Performance Goal Agreement 

and Review 

 

 

 

 

 

• Common Organization Performance 

Factors (Competencies) 

 

 

 

 

 

 

• Summary and Signature Page 

 

 

 

 

 

 

 

• Leadership Addendum (Competencies) 
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1. Performance Goal Agreement 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 
Figure 3. 

a) Purpose 

The Performance Goal Agreement is not a separate form; instead, it is incorporated as a 

section of the Performance Goal Agreement and Review form.  The Performance Goal 

Agreement section of the form is intended for documenting the key job responsibilities, 

goals, and action plans agreed upon between the employee and supervisor/manager.  It 

also allows the supervisor/manager to assign a specific weight (or level of 

urgency/importance) to each goal, objective, or project.  Incorporating the agreement as 

a part of the Performance Goal and Agreement form allows direct linkage with the 

Performance Goal Review section of the form.   

b) Responsibility 

Ultimately, the responsibility for completing the Performance Goal Agreement lies with 

the supervisor/manager.  However, the process of defining the key job responsibilities, 

goals, objectives, and corresponding weight of each should be a collaborative effort 

between the supervisor/manager and the employee.  Aside from preventing unwelcome 

surprises to the employee, this collaborative effort can help the supervisor/manager gain 

unique insights into a job, create open lines of communication, and ultimately help the 

employee to have a more direct connection with the company.  

c) Timetable 

The Performance Goal Agreement should be updated throughout the appraisal period by 

the supervisor/manager and employee each time key responsibilities, goals, projects, or 

objectives change. 
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2. Performance Goal Review 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

Figure 4. 

a) Purpose 

The Performance Goal Review section of the Performance Goal Agreement and Review 

form allows the supervisor/manager to document and measure performance results 

against the expectations for each goal defined in the Performance Goal Agreement. 

b) Responsibility 

The supervisor/manager is responsible for completing the Performance Goal Review and 

providing supporting comments to justify the assigned ratings.  The employee should be 

provided the opportunity to document his/her responding comments.  

c) Timetable 

The Performance Goal Review should be completed as near the actual completion date 

of each goal as possible, without waiting until the end of the appraisal year. 
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3. Common Organization Performance Factors 
 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 Figure 5. 

a) Purpose 

The Common Organization Performance Factors form (see figure 5) is a template that 

allows the supervisor/manager to evaluate an employee on performance factors 

(competencies) that have been defined by the company to apply to all salary employees. 

b) Responsibility 

Responsibility for completing the Common Organization Performance Factors form lies 

with the supervisor/manager. 

c) Timetable 

The form is to be completed at the end of the appraisal period. 
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4. Performance Summary and Signature Page 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 Figure 6. 

a) Purpose 

The Performance Summary and Signature Page (see figure 6) provides the 

supervisor/manager and employee with a summary of all ratings included in the 

performance appraisal.  Additionally, the Performance Summary and Signature Page 

includes a section for the manager/supervisor and employee to document an employee 

development plan for the upcoming appraisal period. 

b) Responsibility 

The supervisor/manager is responsible for ensuring the form is complete, and all 

contents are accurate.  The supervisor/manager is then responsible for submitting the 

completed form to Human Resources. 

c) Timetable 

The Performance Summary and Signature Page must be submitted to Human Resources 

at the end of the appraisal period by the date prescribed by the company. 
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5. Leadership Addendum 
 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 Figure 7. 

a) Purpose 

The Leadership Addendum (see figure 7) is a template that allows the manager to 

evaluate employees in leadership positions on common leadership performance factors 

(competencies) defined by the company. 

For purposes of performance appraisals, a leader is defined as a supervisor or 

manager who has direct reports, or one who is responsible for managing the 

activities of others as a part of his/her job responsibilities. 

This form is only completed for leadership positions. 

b) Responsibility 

Responsibility for completing the performance appraisal lies with the supervisor/manager 

of the employee.  Supervisors/managers will be held accountable for completing 

employee appraisals within the guidelines of the company performance management 

program. 

c) Timetable 

The form is to be completed at the end of the appraisal period. 
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B. Supplemental Tools 

 

1. The Performance Journal Form 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

Figure 8. 

a) Purpose 

The Performance Journal Form (see figure 8) is a template for the supervisor/manager to 

record significant accomplishments, events, or incidents that occur throughout the 

appraisal period.  The form should act as diary of events that provides adequate 

information relating to names, dates, times, actions, and results of events that occur 

throughout the year.  This can be used to recall specific facts at appraisal time, or in the 

case of a dispute. 

b) Responsibility 

Responsibility for making regular entries to the form throughout the appraisal period lies 

with the supervisor/manager. 

c) Timetable 

To be completed as often as necessary to provide sufficient details for later reference. 
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2. The Self-Evaluation Form 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

Figure 9. 
 

a) Purpose 

The Self-Evaluation Form (see figure 9) is a template that guides the employee through 

the process of conducting a general self-appraisal of his/her accomplishments throughout 

the appraisal cycle. 

b) Responsibility 

It is the responsibility of the supervisor/manager to ensure the employee receives the 

form prior to the end of the appraisal period.  It is the responsibility of the employee to 

complete the form and return it to the supervisor/manager in a timely manner. 

c) Timetable 

To be distributed to employees in advance of any formal performance review.  To be 

returned to supervisors/managers as determined by the supervisor/manager for purposes 

of discussion during the appraisal. 
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IV. USING THE RESOURCE KIT 

 
Step 1:  Complete the employee information portion of the Performance Goal 
Agreement and Review Form found under the tab for worksheet I.  This is the only 
place in the Resource Kit where employee information may be entered.  Appraisal 
Form Part 1.  (see figure 10) 
 
Timetable:  Beginning of Appraisal Period 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
Figure 10. 
 
 
The information you provide will automatically populate the top portion of all following forms contained in 
the Performance Management Resource Kit. 
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Step 2:  Prepare the Performance Goal Agreement (Section 1) of the Performance 
Goal Agreement and Review Form.  (see figure 11) 
 
Timetable:  Beginning of Appraisal Period 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
Figure 11. 
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A.  At the beginning of each appraisal period, during the first performance discussion, the 
employee and supervisor begin completing section one (1) of the Performance Goal Agreement 
and Review Form (see example located at the top of the Performance Goal Agreement section).  
In order to encourage employee involvement in defining key responsibilities and performance 
goals, it is recommended that the supervisor give a blank copy of the Performance Goal 
Agreement and Review Form to the employee in advance of the first performance goal 
discussion. 
B.  During the performance discussion, the employee's job is to be broken down into its 
component parts.  These component parts are then documented in section one (1) of the 
Performance Goal Agreement and Review Form as the key responsibilities for the employee. 
C.  In order to establish what is to be accomplished, *SMART performance goals are then 
mutually agreed upon by employee and supervisor and written for each key responsibility.  A 
properly written goal will be flexible enough to allow the employee to make decisions regarding 
how to achieve the end result, broad enough to cover large time periods, and will address only 
the highest priority business needs rather than day-to-day tasks. 
D.  Once the key responsibilities have been defined, and goals have been agreed upon, action 
plans defining the who, what, and when for each goal are to be written. 
E.  Each goal is then to be assigned a specific weight using the following scale to define the 
importance of the goal: 

 
 WEIGHTING SCALE: 
 
1= Average Importance.  Counts as a single performance goal toward the average 
performance score. 
2= Above Average Importance.  Counts as two goals toward the average 
performance score. 
3= Highest Importance.  Counts as three goals toward the average performance 
score. 

 
F.  Employee and Supervisor then initial and date below each goal discussed and agreed upon, 
and a copy of the completed form is to be provided to the employee.  The Performance Goal 
Agreement then serves as a written agreement between employee and supervisor that identifies 
goals to be achieved within a specific time period. 
G.  The Performance Goal Agreement is intended to be a living document to be updated and 
modified as needed during periodic performance discussions throughout the appraisal period. 
H.  As goals are met, or business needs change, employee and supervisor work together to 
discuss successes and failures, identify obstacles, develop action plans, and determine new 
goals to be achieved. 
I.  Since goals are intended to provide employees with the "Big Picture", no employee should 
have more than 3-5 goals active at any given time, nor should an employee have more than 6-10 
goals total in a single 12-month cycle. 
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Step 3.  Review Performance Factors (Competencies) with the Employee. 
 
Timetable:  Beginning of Appraisal Period 
 
Employee performance is evaluated in the following three areas: 
 

• Performance Goals (completed in Step 2) 

• Common Organization Performance Factors  

• Leadership Performance Factors  
 
Common Organization Performance Factors, located under tab II. Appraisal Form Part 2, are determined 
by the company, and apply to all employees.  Leadership Performance Factors, located under tab III. 
Leadership Addendum, are also determined by the company and apply to all employees in leadership 
positions.  Ensure the employee has reviewed all applicable performance factors at the beginning of the 
appraisal period. 
 

Step 4.  Maintain a Performance Journal Throughout the Appraisal Period.   
 
Timetable:  Throughout Appraisal Period 
 
Tab IV.  Performance Journal contains a blank template for maintaining record of significant events that 
occur throughout the appraisal period.  This record should serve as a documented history of the 
employee's performance, and should be regularly updated. 
 

Step 5.  Have the Employee Complete a Self-Evaluation. 
 
Timetable:  End of Appraisal Period or As Needed 
 
Tab V.  Self-Evaluation Form contains an employee self-evaluation.  This form should be given to the 
employee to complete at the end of the appraisal period, or prior to any formal performance review 
session. 
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Step 6.  Complete the Performance Review (Section 2) of the Performance Goal 
Agreement and Review Form. 
 
Timetable:  End of Appraisal Period or As Needed 
 

A.  At the end of the appraisal period, or as significant goals are completed, the supervisor is to 
complete the Performance Review section (2) of the Performance Goal Agreement and Review 
form (figure 12). 
B.  Narrative comments are to be provided for each completed goal, and a rating is to be 
assigned using the following scale: 

 

 RATING SCALE: 
 

4= Consistently Exceeds All 3= Exceeds Some, Meets All Others 
2= Meets All Expectations  1= Developing Toward Meeting/Partially Meets Expectations 
0= Non-Contributor 

 

 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

Figure 12. 
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Step 7.  Complete Part 2 of the Appraisal. 
 
Timetable:  End of Appraisal Period 
 
Tab II. Appraisal Form Part 2 contains the Common Organization Performance Factors (competencies) 
evaluation discussed in step 3.  The supervisor is to provide narrative comments and assign a rating for 
each performance factor. 
 

Step 8.  Complete the Leadership Addendum (if required). 
 
Timetable:  End of Appraisal Period 
 
Tab III.  Leadership Addendum contains the Leadership Performance Factors (competencies) evaluation 
discussed in step 3.  The supervisor is to complete this addendum only for employees in leadership 
positions. 
 

Step 9.  Hold a Formal Performance Review Session with the Employee. 
 
Timetable:  End of Appraisal Period or As Needed 

 
A.  Prior to meeting with the employee for formal review of any completed goals, the appraisal is 
to be reviewed by both the 1

st
 level supervisor and 2

nd
 level supervisor (typically a senior 

manager, director, or vice president) to ensure mutual input and agreement on the results of the 
appraisal.  All appraisals require two levels of review prior to discussing the appraisal with the 
employee. 
B.  Once all parts of the performance appraisal have been completed and agreed upon by the 
employee’s 1

st
 and 2

nd
 level supervisors, a formal performance review session is to be scheduled 

with the employee. 
C.  As with all performance review discussions, the employee and supervisor should discuss 
successes and failures, identify obstacles, develop action plans, and determine new goals to be 
achieved for the next appraisal period. 
D.  After the discussion, the employee is to be given an opportunity to provide narrative 
comments in the provided areas for each goal on the Performance Goal Review. 
E.  Once the employee has been given the opportunity to provide narrative comments, the Goal 
Review Date for each goal completed and discussed is to be filled in by the supervisor. 
F.  At the end of the 12-month appraisal period, the Performance Goal Review section (2) of the 
form must be completed for all goals. 
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Step 10.  Complete the Summary and Signature Page. 
 
Timetable:  End of Appraisal Period 
 
Tab VI.  Summary and Signature Page contains a summary of ratings from all parts of the performance 
appraisal, the performance rating average, an employee development plan for the next appraisal period, 
a general comments section, and a required signatures section. 
 

A.  The supervisor is to complete the employee development plan by documenting actions to be 
taken during the next appraisal period for developing the employee in new areas with specific 
focus on areas where the employee has shown need for improvement or growth. 
B.  The employee is then to be given an opportunity to provide general comments in the area 
provided on the Summary and Signature Page regarding the outcome of the performance review. 
C.  The supervisor may then provide general comments in the area provided on the Summary 
and Signature Page. 
D.  The employee, 1st level supervisor, and 2nd level supervisor are to sign and date the form 
and submit to Human Resources. 
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V. APPRAISAL PERIOD SCHEDULE OF EVENTS 
 

 

 

Performance Management Time-Line 
 

Event #: Date: Event Description: Cycle: 

1 Oct 1 Beginning of new appraisal period. Appraisal cycle 

2 Oct 15 Performance agreements for all departments to be 
completed and on file within respective departments.  

Appraisal cycle 

3 Oct 31 Performance appraisals due to Human Resources.  Post-work from past 
appraisal cycle 

4 Dec 15 Supervisors/managers begin holding meetings with 
employees to discuss compensation. 

Post-work from past 
appraisal cycle 

5 Jan Annual merit increases take effect. Post-work from past 
appraisal cycle 

6 Jan Supervisors/managers conduct informal quarterly reviews. 
(Optional) 

Appraisal cycle 

7 Mar 1 Supervisors/managers to distribute Employee Self-
Evaluation Forms for mid-cycle reviews. (Optional) 

Appraisal cycle 

8 Apr Supervisors/managers conduct mid-cycle reviews. (Optional) Appraisal cycle 

9 Jul Supervisors/managers conduct informal quarterly reviews. 
(Optional) 

Appraisal cycle 

10 Aug 
(Early-
mid) 

Executive committee to provide Corporate Goals and 
Objectives for the upcoming appraisal period to all 
Department Heads. 

Pre-work for upcoming 
appraisal cycle 

11 Aug(Mid-
late) 

Department Heads to provide Departmental Goals and 
Objectives for upcoming appraisal period to executive 
committee for approval. 

Pre-work for upcoming 
appraisal cycle 

12 Aug 15 Supervisors/managers distribute Employee Self-Evaluation 
forms for end-of-year reviews. 

Appraisal cycle 

13 Sep Distribute Corporate and Department Goals to all company 
leaders. 

Pre-work for upcoming 
appraisal cycle 

14 Sep 1 Supervisors begin conducting first wave of performance 
appraisals. 

Appraisal cycle 

15 Sep 30 End of appraisal year Appraisal cycle 
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VI. APPEALS 
 

All employees are required to sign and date the completed performance appraisal. 

Signing the performance appraisal does not necessarily indicate agreement with the contents 

of the appraisal.  Providing signature is an acknowledgement that the appraisal has been 

conducted and all information contained therein has been discussed with the employee.   

 

Employees that disagree with the result of a performance appraisal should take advantage of 

the Company Open Door Policy and request a meeting with the appropriate department head 

or Human Resources representative. 

 

All appeals must be submitted in writing within 10 business days following the appraisal.
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VII. ADDRESSING PERFORMANCE PROBLEMS 

A. Analyze/Evaluate the Performance Problem 
 

The first step in addressing a performance problem is to analyze the problem.  Your goal 

through analyzing the problem should be to identify specific examples and potential causes of 

the behaviors that are contributing to poor performance.   

See table 1 on the following page for the Performance Problem Evaluation Checklist. 

Once you have identified the poor behaviors, develop a Performance Commitment with the 

employee, and inform Human Resources. 

Most employees want to do a good job and will do so when properly trained and empowered 
in a participative, positive culture. 
 
The company has a right to expect performance commitment if the behavioral and 
performance standards are clearly stated, proper training is provided, and an adult problem-
solving climate exists. 
 
When employee behavior or performance falls below the agreed upon standards, it is the 
responsibility of the supervisor or manager to discuss the problem and assist the employee in 
developing a corrective action plan.  
 
A non-punitive coaching and counseling process will be used to assist the employee in 
accepting personal responsibility and making individual decisions to meet their Performance 
Commitments. 
 
The employee has the responsibility for solving the problem and developing the self-discipline 
to maintain these behavioral and performance standards. 
 
The vast majority of discrepancies will be corrected through this adult, positive oriented 
process, which maintains employee dignity and self-esteem. 
 
Failure to meet Performance Commitments after progressive counseling agreements may 
result in a Decision-Making Day in which the employee can choose to meet specific written 
goals or voluntarily terminate employment. 
 
The final step requires employee commitment to meet the written goals within established 
time frames and failure to do so will result in termination. 
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Table 1.  Performance Problem Evaluation Checklist 

1. Lack of Clear Communication: 
 

a) Does the person know the problem exists?  
(if not, it may resolve itself when brought to the 
employee’s attention.) 

b) Have I clearly communicated my 
expectations concerning the employee’s 
performance? 

c) Did the employee clearly understand my 
expectations?  (To answer this question, ask the 
person to state his or her interpretation) 

 

 

Yes/No 
 
 
 
Yes/No 
 
 
Yes/No 

Comments: 

2. Situational Constraints: 
 
Do any of the following obstacles outside of the 
employee’s control affect his/her performance? 
 

o Lack of resources 
o Lack of authority 
o Conflicting directives 
o Shifting priorities 
o Other:__________________________ 

 

 

 

 

Yes/No 

Yes/No 

Yes/No 

Yes/No 

Yes/No 

 

3. Deficient Skills, Knowledge or Ability: 
 

a) Do I have evidence that this person has the 
necessary abilities, knowledge, and skills to do 
this job? 

b) Has the employee performed this task 
adequately in the past? 

c) Does the employee have the knowledge or 
aptitude required to improve performance? 

d) Is training available for employees who have 
the required aptitude, but not the required skills? 

 

 

 

 

Yes/No 

 

 

Yes/No 

 

Yes/No 

 

 
Yes/No 

 

4. Inappropriate Consequences of Behavior: 
 

a) Do existing practices/procedures reward 
poor performance or punish good performance? 

b) Have I done what is necessary to change 
practices/procedures that produce inappropriate 
consequences? 

 

 

 

Yes/No 

 

 

Yes/No 
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B. Four Steps to Performance Commitment 

 

1. Focus on the specific problem -- not some obscure 
personality or attitude trait. 

 
Specific vs. General 
Avoid general assumptions.  Focus on specific incidents or behaviors that have been 
observed, and include details such as dates, times, and number of occurrences. 

2. Gain the employee's agreement that a change is needed and 
it's their responsibility to make the change. 

 
Discuss the Impact 
Describe how the problem adversely affects: the quality and quantity of work, safety 
standards, other employees, clients or customers, leadership, and the organization as a 
whole. 
 
Ask for the employee's agreement …after discussing the impact. 

3. Identify specific strategies that will lead to concrete behavior 
improvement. 
It is the employee's responsibility to solve the problem rather than the leaders. The leader 
should be prepared to offer suggestions in case the employee "draws a blank" or asks for 
ideas. 
 
If the employee rejects a suggestion, the leader should avoid the trap of arguing the 
feasibility of his/her idea. Accept the employee's rejection and ask what other action 
he/she is planning to correct the problem. 

Three Key Questions 

Three key questions leaders should ask employees every time they discuss a 
performance problem: 

a) "What specifically can you do?" 

b) "Will you do that?" 

c) "Can you think of anything that would prevent you from doing 

that?" 

4. Follow-up to ensure the agreement is honored and effective 
discipline is maintained. 
Follow-up is typically a series of short meetings between the leader and the employee in 
which both parties discuss the employee's performance and assess the progress of 
his/her problem solving activities. 
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Regular follow-up provides five important benefits: 
• It demonstrates that the performance problem is real and solving it is truly 

important.  

• It demonstrates that the leader has taken the situation seriously. 

• It allows the leader to catch any further problems before they become 

serious. 

• It fosters ongoing communication between the leader and the employee. 

• It provides the opportunity to recognize the employee for any improvement -- 

increasing the likelihood that the improvement will continue. 

C. Levels of Implementation 

 

1. Oral Reminder 
 

Describe the performance problem; explain the changes that are necessary and why they 
must be made, and express confidence that the employee will improve. 
 
The discussion is conducted in private and has as its purpose, communicating a positive 
expectation of change.  Following your discussion, inform human resources of your 
actions. 

2. Written Reminder 

 
Supervisor has a serious but supportive discussion with the employee about the 
performance problem as in Step One.  When a performance problem requires a written 
reminder, always consult Human Resources to help determine the best course of action 
prior to the discussion.  After the discussion, the supervisor, assisted by Human 
Resources, writes a memo to the employee summarizing the conversation and the 
employee's agreement to improve. 

3. Decision - Making Leave 

 
The supervisor has a formal discussion about the performance problem, and expresses 
sincere interest in having the person continue as an employee.  When the seriousness of 
a performance problem requires moving to the third level, human resources must be 
actively involved in all further actions.  The individual is then told to take the rest of the 
day off or the next day off (depending on when the incident or discussion occur) to make 
an extremely important career decision. While on leave, the employee is to decide either 
to quit, or to return to the job, agreeing to abide by the organization's requirements.  The 
decision is reported to the supervisor at the end of the leave. 
 
This is a paid leave to remove any punitive overtones it might otherwise have. 
 
If the employee decides they will meet the expectations, while at home they must develop 
written specific action items that they will take to correct (not just improve) the 
performance or behavior deviations at issue.  
 
The employee and supervisor will meet at the start of the next day to prepare a formal 
signed action plan and agreement. The Human Resource Representative should be 
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present to assist with this step. Consequences if the employee fails to achieve the 
required corrective action would be termination as a voluntary quit. 
 
If on the other hand the employee decides while at home that they would rather quit, they 
would simply notify their supervisor at the start of their next workday and an exit interview 
will be scheduled. The employee should submit their resignation in writing. 
 
The choice is the employee's. They can decide to become a committed employee, or a 
terminated employee. 
 
Resignation would occur either based on the employee's decision while they were off 
with pay or their failure to keep their commitment to follow their own action plan to correct 
their performance or behavior problems. 

D. Important to Remember 

 

Performance Commitment is a flexible program. Elements can be repeated or skipped entirely 
depending on the seriousness or stage of the problem, the employee's response or lack of 
response. 
 
Paid decision-making time off will be authorized only once for a particular problem, and may not 
be authorized for successive problems if a series of different deficiencies develops. 
 
The Human Resource Representative is still available to help resolve employee complaints and 
disputes … and the "Open Door" policy is still available. If an employee feels they are being 
treated unfairly or are unable to resolve complaints through their supervisor or department 
manager, we encourage the use of these channels when help is needed. 
 
The traditional steps of suspension and discharge may still be used in certain situations where 
circumstances warrant this type of action. Examples of offenses that would warrant the traditional 
steps would include but not be limited to insubordination, theft, fighting, etc. 

E. Documentation 

 
General Guidelines for improving a leader's documentation practices. 

1. Write it down rather than "writing them up." 

2. Document discussions rather than problems. 

3. Stick to the facts. 

4. Make sure there are no secrets. 


