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EMPLOYEE PERFORMANCE REVIEWS
By F. W. “Bud" Moulthrop

Regardless of the size of any firm, a formal review system is recommended for management to evaluate each employee's performance. The basics of the system should be the same for all employees. A possible exception would be for the first review; an office employee's first review is recommended after three months, while the first reviews of sales personnel should be conducted only after a six month indoctrination period. You should also consider whether management personnel should be included in the review process.

Once a review program is developed and installed, give it an adequate trial to evaluate its effectiveness. The benefits of the program may not be readily apparent the first or second time it is used.  It is recommended that scheduled performance reviews (after the initial review) be conducted twice yearly on specific dates (with all employees informed of the schedule). However, it is not recommended that all reviews occur at the same time of year. You may want to base the review schedule on employees birth dates, their employment anniversary dates, etc.

Holding to a specific schedule gives employees confidence in the system and provides them with the knowledge that their performance will be measured and discussed with them regularly. Performance reviews provide employees with a comfortable atmosphere to bring up any questions they may have regarding their employment and the opportunity to "talk things out" that may not otherwise be available.

The review system should be used to inform the employee of his/her progress and to advise of any changes

in individual duties, responsibilities, compensation, etc. It should also serve to inform an employee of

corrective actions required to meet company standards and to address any other problem that exists in

employee performance or attitude. Should an employee fail to take the necessary steps to correct problems

outlined during the review, the documentation generated in the interviews will support subsequent dismissal should it become necessary.  

Keep in mind that the review process requires patience, understanding and, in particular, time. Meet with each individual to explain the process, terminology, definitions, etc. so there is no doubt as to their meaning. Use examples if necessary. Remember that you are conducting a personal, human evaluation of performance by an individual -- not a team or company or statistics. Do not draw comparisons with other employees.

In all review discussions, be positive, truthful, and do not overemphasize any one area. Specifics that require follow-up can be handled according to your company's own management style. Above all, take advantage of the review opportunity to listen, and try to end each review on a note of encouragement and enthusiasm so that your employee feels gratified by the process and confident in its value.

With the velocity of change in today's world, it is not a time to be timid, as long as your review is positive. In conclusion, cover all you can. If you cannot have a positive meeting, you should dismiss the individual and/or possibly the person giving the review, depending upon the position.

Be sure to have your facts ready, making for a simplified presentation. What you are looking for is 1. perpetual improvement." If you are the reviewer, know what is important and redirect the review continually toward what is important. A review must have total integrity in order to capture the trust of the reviewee. Listen and stay flexible and in control of the situation.

Collect all forms and information at the end of the review, and let your employee hear from you in the shortest time possible. No one likes to wait for "grades," and your response/evaluation should be received while the review is fresh in everyone's mind. Your expediency will demonstrate your caring, and in turn, your employees will also care.  Examples of review forms used by two representative firms are included on the following pages. You may modify them to fit your particular needs or use them as guidelines to design your own forms.  The main point in performance reviews is to get started. Why not start with yourself?

NOTE: Non-formal reviews can go on continually, such as after sales calls or receipt of call reports. Don't overuse the formal process or it will lose its meaning.

EXAMPLE OF EMPLOYEE'S PORTION OF PERFORMANCE REVIEW FORM

Employee Name ________________________________ Employment Date _____________________

This page is to be completed by the individual employee prior to performance planning discussion.  Re​view period:

From _____________ Through  _____________ 

__________________________________________________________________________________

JOB DESCRIPTION / DUTIES: Employee to state his/her duties in own words.

__________________________________________________________________________________

ACCOMPLISHMENTS:  Indicate progress toward and/or completion of job related and personal goals.

__________________________________________________________________________________

GOALS:  
(1) List specific job related goals (both short term and long term).



(2) List your personal goals (both short term and long term).

__________________________________________________________________________________

Signature of Employee






Date Prepared

EXAMPLE OF SUPERVISOR'S PORTION OF PERFORMANCE REVIEW FORM

Employee Name:_____________________________________________________________________

Review Period:       From ______________  Through ______________ 

Supervisor's evaluation of employee for review period.  All evaluations based on demonstrated perfor​mance and observed characteristics, not on anticipated or assumed level of performance.

I.
GOAL SETTING
II.
JOB KNOWLEDGE

__
Fails to set goals.
__
Knows only the essentials of 





routine matters.

__
Sets goals when directed.




__
Knowledge adequate for present job, but 

__
Sets readily attainable goals.

not informed on related work.

__
Sets aggressive goals.
__
Satisfactory knowledge of present job, 




with sufficient knowledge of related 


__
Sets highly challenging goals.

jobs to effect good coordination.


Comments:  ___________________________
__
Well informed on details of own job _____________________________________

and essential factors of related jobs.

_____________________________________




__
Outstanding knowledge of all phases of 




own and related work.



Comments:  __________________________



____________________________________



____________________________________

III.  ACCEPTANCE OF RESPONSIBILITY
IV.  ABILITY TO PLAN AND ORGANIZE

__
Unwilling to be held accountable.
__
Work frequently shows lack of proper 

Entirely dependent.  Noncommittal.

planning.

__
Often avoids responsibilities.  Usually
__
Seems to understand value of planning


has an alibi.  Prefers to depend on others.

but needs assistance.

__
Accepts responsibilities to a satisfactory
__
Plans routine work satisfactorily but is 

degree.

sometimes not effective in unusual 




situations.

__
Willing to accept risk of authority and to



be held accountable.
__
Plans routine work well and meets 




emergency situations promptly.

__
Makes commitments and assumes full


responsibility.
__
Outstanding.  Competent in organizing 




and directing complicated procedures

Comments:  __________________________

and operations.


____________________________________
Comments:__________________________                       ____________________________________
____________________________________

-- sample form continued --

EXAMPLE OF SUPERVISOR'S PORTION OF PERFORMANCE REVIEW FORM, CONT.

Employee Name: ____________________________________________________________________

Review Period:       From ______________  Through ______________ 

Supervisor's evaluation of employee for review  period.  All evaluations based on demonstrated perfor​mance and observed characteristics, not on anticipated or assumed level of performance.

V.  
JUDGMENT AND DECISION

VI.  
CONTROL OF OPERATION

__
Exercises poor judgment.  Makes rash
__
Does not know status of expense,

 
decisions or unwilling to make decisions.

schedule or assignments.

__
Inclined to snap judgment or noncom-
__
Does not control expense, schedule or 


mital.  Decisions of doubtful value.

assignments.

__
Judgment satisfactory.  Decisions 
__
Maintains satisfactory control of 


reasonably prompt and accurate.

expense, schedule or assignments.

__
Exercises good judgment.  Decisions
__
Maintains consistent expense con-


in the main prompt and accurate.

trols and performs trade off on 










expense and schedule or assignments

 __
Judgment outstanding.  Decisions 

in all areas with advance notice of 


prompt and accurate.



unfavorable performance in either.

Comment:  ___________________________
__
Excellent control of all factors of ____________________________________

operations (expense, schedule and ____________________________________

personnel assignments).








Comments: ___________________________








____________________________________

VII.
ABILITY TO IMPROVE METHODS
VII.  
ABILITY TO COOPERATE WITH

__
Complacent.  Does things as they have 

OTHERS' ACTIVITIES

always been done.



__
Obstructionist.  Thinks only of 










his/her own unit.

__
Makes some effort to change if directed.









__
Difficult to secure his/her cooperation

__
Improves methods when need is





apparent.




__
Will cooperate when the need is great








__
Resourceful - constantly improving

__
Cooperative.  Willing to help out 


ways to do things.




other activities.

__
Highly ingenious.  Outstanding in

__
Exceptionally cooperative.  


improving methods regardless of


Coordinates his/her activity with 

obstacles.





others.

Comments:  __________________________
Comments:__________________________


____________________________________

____________________________________

____________________________________

____________________________________
-- sample form continued --

EXAMPLE OF SUPERVISOR'S PORTION OF PERFORMANCE REVIEW FORM, CONT.

Employee Name: ____________________________________________________________________

Review Period:       From ______________  Through ______________ 

Supervisor's evaluation of employee for review  period.  All evaluations based on demonstrated perfor​mance and observed characteristics, not on anticipated or assumed level of performance.

IX.
ABILITY TO DIRECT AND 
X.
OVERALL RATING


MOTIVATE OTHERS

__
Ineffective at directing and
__
Unacceptable


and motivating employees.

__
Secures fair cooperation but does little
__
Marginal


to motivate subordinates.

__
Satisfactory leader who makes an
__
Satisfactory


effort to understand and motivate


subordinates.



__
Excels

__
Good leader who is active in 


motivating subordinates.



__
Outstanding

__
Dynamic leader who stimulates 


enthusiasm and obtains outstanding


motivation in subordinates.

Comments:  _________________________

___________________________________

___________________________________

__________________________________________________________________________________

SUPERVISOR'S COMMENTS:  Factors that are pertinent to job assignment that may or may not be cov​ered in evaluation items detailed in review form.

__________________________________________________________________________

___________________________________________________________________________

Employee Signature & Date

Supervisor's Signature & Date

Sample Review Form for Evaluation of Inside Salespeople
Evaluation of: ______________________________________________________________________________

Part I: to be completed by all

RATING SCALE: 1 - Not Acceptable;  2 - Needs Improvement;  3 - Minimum Acceptable;  4 - Above Average;  5 -  Superior;  6 - Commendable;  0 - Not Applicable.
PERSONAL
RATING SCALE
COMMENTS


1.
Professional image
1    2    3    4    5    6    0
_____________________________


2.
Product knowledge
1    2    3    4    5    6    0
_____________________________


3.
Attitude
1    2    3    4    5    6    0
_____________________________


4.
Commitment/motivation
1    2    3    4    5    6    0
_____________________________


5.
Energy/drive/enthusiasm/urgency
1    2    3    4    5    6    0
_____________________________


6.
Initiative/creativity
1    2    3    4    5    6    0
_____________________________


7.
Problem solving
1    2    3    4    5    6    0
_____________________________


8.
Resourcefulness
1    2    3    4    5    6    0
_____________________________


9.
Judgment
1    2    3    4    5    6    0
_____________________________


10.  
Planning/organizing
1    2    3    4    5    6    0
_____________________________


11. 
Sense of responsibility
1    2    3    4    5    6    0
_____________________________


12.  
Team player
1    2    3    4    5    6    0
_____________________________

Part II: to be completed by outside sales and management

COMMUNICATIONS


1.
General responsiveness
1    2    3    4    5    6    0
_____________________________


2.
Crisis responsiveness
1    2    3    4    5    6    0
_____________________________


3.
Communication/feedback
1    2    3    4    5    6    0
_____________________________


4.
Commitment/follow-up
1    2    3    4    5    6    0
_____________________________


5.
Listening
1    2    3    4    5    6    0
_____________________________


6.
Disappointment and criticism 



reaction 
1    2    3    4    5    6    0
_____________________________


7.
Flexibility/adaptability
1    2    3    4    5    6    0
_____________________________


8.
Principal respect
1    2    3    4    5    6    0
_____________________________


9.
Availability
1    2    3    4    5    6    0
_____________________________


10.  
Factory rapport/empathy
1    2    3    4    5    6    0
_____________________________


11.  
Customer rapport/empathy
1    2    3    4    5    6    0
_____________________________


12.  
General distributor rapport
1    2    3    4    5    6    0
_____________________________

Part III: to be completed by inside sales and management

GENERAL


1.
Punctuality
1    2    3    4    5    6    0
_____________________________


2.
Dependability
1    2    3    4    5    6    0
_____________________________


3.
Telephone skills
1    2    3    4    5    6    0
_____________________________


4.
Internal communications
1    2    3    4    5    6    0
_____________________________


5.
Electronic systems usage
1    2    3    4    5    6    0
_____________________________


6.
Responsiveness to phone messages      1    2    3    4    5    6    0
_____________________________


7.
Sales meeting contributions
1    2    3    4    5    6    0
_____________________________

Part IV: Additional Comments and Summary:

SAMPLE REVIEW FORM FOR EVALUATION OF MANAGEMENT BY SALES STAFF 

Evaluation of: ______________________________________________________________________________

Part I: to be completed by all

RATING SCALE: 1 - Not Acceptable;  2 - Needs Improvement;  3 - Minimum Acceptable;  4 - Above Average;  5 -  Superior;  6 - Commendable;  0 - Not Applicable.
SALES ABILITY
RATING SCALE
COMMENTS


1.
Professional image
1    2    3    4    5    6    0
_________________________________


2.
Technical ability
1    2    3    4    5    6    0
_________________________________


3.
Product knowledge
1    2    3    4    5    6    0
_________________________________


4.
Competitive knowledge
1    2    3    4    5    6    0
_________________________________

5.    Sales ability 

        (salesperson/order taker)
1    2    3    4    5    6    0
_________________________________


6.
Follow-up - timeliness
1    2    3    4    5    6    0
_________________________________

PERSONAL


1.
Attitude
1    2    3    4    5    6    0
_________________________________


2.
Commitment/motivation
1    2    3    4    5    6    0
_________________________________


3.
Energy/drive/enthusiasm/urgency
1    2    3    4    5    6    0
_________________________________


4.
Customer empathy
1    2    3    4    5    6    0
_________________________________


5.
Principal empathy
1    2    3    4    5    6    0
_________________________________


6.
Initiative
1    2    3    4    5    6    0
_________________________________


7.
Problem solving
1    2    3    4    5    6    0
_________________________________


8.
Resourcefulness
1    2    3    4    5    6    0
_________________________________


9.
Judgment
1    2    3    4    5    6    0
_________________________________


10. 
Disappointment and 


    

criticism reaction
1    2    3    4    5    6    0
_________________________________


11. 
Flexibility/adaptability
1    2    3    4    5    6    0
_________________________________


12. 
Planning/organization
1    2    3    4    5    6    0
_________________________________


13. 
Sense of responsibility
1    2    3    4    5    6    0
_________________________________


14. 
Team player
1    2    3    4    5    6    0
_________________________________


15. 
Organization: files/samples/lit.
1    2    3    4    5    6    0
_________________________________


16. 
Training: 



A.  Sales
1    2    3    4    5    6    0
_________________________________



B. Technical/product
1    2    3    4    5    6    0
_________________________________


17. 
Seeks self-improvement/interest



in learning
1    2    3    4    5    6    0
_________________________________
18.
Sales meeting and marketing



contribution
1    2    3    4    5    6    0
_________________________________

Part II: to be completed by inside sales and managers

COMMUNICATIONS


1.
General responsiveness
1    2    3    4    5    6    0
_________________________________


2.

Communication/feedback
1    2    3    4    5    6    0
_________________________________


3.

Crisis responsiveness
1    2    3    4    5    6    0
_________________________________

4.

Commitment/follow-up
1    2    3    4    5    6    0
_________________________________

5.

Availability
1    2    3    4    5    6    0
_________________________________

6.

Listening
1    2    3    4    5    6    0
_________________________________


7.

Internal communications
1    2    3    4    5    6    0
_________________________________
8.

Electronic systems usage
1    2    3    4    5    6    0
_________________________________


9.
Responsiveness to phone messages      1    2    3    4    5    6    0
_________________________________

-- sample form continued --

SAMPLE REVIEW FORM FOR EVALUATION OF MANAGEMENT BY SALES STAFF , CONT.

REPORTING / FOLLOW-UP
RATING SCALE
COMMENTS


1.
Frequency
1    2    3    4    5    6    0
_________________________________


2.
Timeliness
1    2    3    4    5    6    0
_________________________________
3.
Quality
1    2    3    4    5    6    0
_________________________________


4.
Quotes
1    2    3    4    5    6    0
_________________________________


5.
Samples
1    2    3    4    5    6    0
_________________________________

Part III: to be completed by managers

GENERAL


1.
Account ability



A. General rapport - engineering
1    2    3    4    5    6    0
_________________________________



B. General rapport - purchasing
1    2    3    4    5    6    0
_________________________________



C. Spectrum of contracts
1    2    3    4    5    6    0
_________________________________



D. Customer program knowledge
1    2    3    4    5    6    0
_________________________________



E. Higher level decision maker -



     visibility
1    2    3    4    5    6    0
_________________________________


2.
Key account penetration
1    2    3    4    5    6    0
_________________________________


3.
New account penetration/dev.
1    2    3    4    5    6    0
_________________________________


4.
Forecasting effort /responsibility
1    2    3    4    5    6    0
_________________________________


5. 
Sales meeting contributions
1    2    3    4    5    6    0
_________________________________


6.
Principal respect
1    2    3    4    5    6    0
_________________________________


7.
Consistent competitive feedback
1    2    3    4    5    6    0
_________________________________


8.
Overall sales performance/forecast



attainment accuracy
1    2    3    4    5    6    0_________________________________


9.
Market share attainment/growth
1    2    3    4    5    6    0_________________________________


10. 
Plans day efficiently/keeps appts.
1    2    3    4    5    6    0_________________________________


11. 
Senses urgency of meeting quotas
1    2    3    4    5    6    0_________________________________


12. 
Fulfills company goals
1    2    3    4    5    6    0_________________________________


13. 
Expense control
1    2    3    4    5    6    0_________________________________

Part V: Additional Comments and Summary:

SAMPLE REVIEW FORM FOR EVALUATION OF MANAGEMENT BY MANAGEMENT

Evaluation of: __________________________________________________________________________________

RATING SCALE: 1 - Not Acceptable;  2 - Needs Improvement;  3 - Minimum Acceptable;  4 - Above Average;  5 -  Superior;  6 - Commendable;  0 - Not Applicable.

PERSONAL
RATING SCALE
COMMENTS


1.
Professional image
1    2    3    4    5    6    0
_________________________________


2.
Product knowledge 
1    2    3    4    5    6    0
_________________________________


3.
Attitude
1    2    3    4    5    6    0
_________________________________


4.
Commitment/motivation
1    2    3    4    5    6    0
_________________________________


5.
Energy/drive/enthusiasm/urgency
1    2    3    4    5    6    0
_________________________________


6.
Initiative
1    2    3    4    5    6    0
_________________________________


7.
Problem solving
1    2    3    4    5    6    0
_________________________________


8.
Resourcefulness
1    2    3    4    5    6    0
_________________________________


9.
Judgment
1    2    3    4    5    6    0
_________________________________


10. 
General responsiveness
1    2    3    4    5    6    0
_________________________________


11. 
Crisis responsiveness
1    2    3    4    5    6    0
_________________________________


12. 
Communication/feedback
1    2    3    4    5    6    0
_________________________________


13. 
Responsiveness to phone messages    
1    2    3    4    5    6    0
_________________________________


14. 
Commitment/follow-up
1    2    3    4    5    6    0
_________________________________


15. 
Listening
1    2    3    4    5    6    0
_________________________________


16. 
Disappointment and criticism 



reaction
1    2    3    4    5    6    0
_________________________________


17. 
Flexibility/adaptability
1    2    3    4    5    6    0
_________________________________


18. 
Planning/organizing
1    2    3    4    5    6    0
_________________________________


19. 
Sense of responsibility
1    2    3    4    5    6    0
_________________________________


20. 
Principal respect
1    2    3    4    5    6    0
_________________________________


21. 
Sales meeting contributions
1    2    3    4    5    6    0
_________________________________


22. 
Internal communications
1    2    3    4    5    6    0
_________________________________


23. 
Electronic systems usage
1    2    3    4    5    6    0
_________________________________

COMPANY ORGANIZATION


1.
Clearly defined responsibilities
1    2    3    4    5    6    0
_________________________________


2.
Firm planning and direction:



A. Goal setting
1    2    3    4    5    6    0
_________________________________



B. Monitoring/measuring results
1    2    3    4    5    6    0
_________________________________


3.
Line portfolio - synergy
1    2    3    4    5    6    0
_________________________________


4.
Line portfolio - number
1    2    3    4    5    6    0
_________________________________


5.
Personnel commitment 



(appropriate number)
1    2    3    4    5    6    0
_________________________________


6.
General personnel stability
1    2    3    4    5    6    0
_________________________________


7.
General rep firm stability
1    2    3    4    5    6    0
_________________________________


8.
Contingency planning
1    2    3    4    5    6    0
_________________________________


9.
Salesperson compensation plan
1    2    3    4    5    6    0
_________________________________

-- sample form continued --

SAMPLE REVIEW FORM FOR EVALUATION OF MANAGEMENT BY MANAGEMENT, CONT.

MANAGERIAL
RATING SCALE
COMMENTS


1.
Rep firm professional image
1    2    3    4    5    6    0
_________________________________


2.
Marketing prestige
1    2    3    4    5    6    0
_________________________________


3.
General distributor report
1    2    3    4    5    6    0
_________________________________


4.
Creative/progressiveness
1    2    3    4    5    6    0
_________________________________


5.
Rep firm sales analysis and other



computer programs
1    2    3    4    5    6    0
_________________________________


6.
New product/market ideas
1    2    3    4    5    6    0
_________________________________


7.
Rep council contributions
1    2    3    4    5    6    0
_________________________________


8.
Motivational techniques
1    2    3    4    5    6    0
_________________________________


9.
Sense of responsibility/commitment
1    2    3    4    5    6    0
_________________________________


10. 
Team player
1    2    3    4    5    6    0
_________________________________


11. 
Training:



A. Sales
1    2    3    4    5    6    0
_________________________________



B. Technical/product
1    2    3    4    5    6    0
_________________________________


12. 
Fulfills all company goals
1    2    3    4    5    6    0
_________________________________


13. 
Forecasting effort/responsibility
1    2    3    4    5    6    0
_________________________________

14. 
Reporting:



A. Frequency
1    2    3    4    5    6    0
_________________________________



B. Timeliness
1    2    3    4    5    6    0
_________________________________



C. Quality
1    2    3    4    5    6    0
_________________________________


15. 
Lead follow-up/result reporting:



A. Quotes
1    2    3    4    5    6    0
_________________________________



B. Samples
1    2    3    4    5    6    0
_________________________________



C. Qualified Sales Leads
1    2    3    4    5    6    0
_________________________________

Additional Comments and Summary:
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