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Chapter One:  Introduction to Performance Management

Notes to the Instructor

Chapter one provides an introduction to the concept of performance management and the reasons for its importance in organizational life. The focus of this chapter is on the variety of uses for performance management activities including the cascading of organizational objectives, enhanced supervisor/employee communication, documented human resource activities, and legal documentation.
Learning Objectives
At the end of this chapter, the learner will be able to:
· Define the concept of performance management

· Explain the many reasons for conducting performance management activities

· Consider the consequences you and the organization may face if employee performance is not managed
Learner Activities

Activity 1.1 

Break the class into teams of 4-6 people.  Tell the teams that they have three minutes to come up with the longest list possible of all the reasons why organizations do performance evaluations. Use an egg timer to limit the amount of time spent in discussion.  Ask the teams to select a recorder who will write down the ideas the team produces.  When the three minutes are up, ask the teams to read their lists off and record the number of ideas each team has come up with.  Award a prize to the team that comes up with the most ideas.  Discuss their ideas by highlighting how most of their ideas probably fall into the four categories presented in chapter one which are: organizational objectives, supervisor/employee communication, human resource activities, and legal.

Activity 1.2

Have each individual learner complete the self assessment in chapter one.  Once they have completed the assessment, break the class into teams of 3 or 4 people.  Ask them to share their assessments and discuss the common reasons why they tend to avoid performance management.  Ask each team to share the top one or two reasons their team may avoid performance management activities.

Activity 1.3

Ask the learners to write down a list of words that describes the best performance evaluation experience they ever had.  Next, have them write down a list of words that describes the worst performance evaluation experience they ever had.   Ask the class to share their words and their experiences.  Use this to generate as much discussion about real life examples as possible.  The discussion should lead to a summary of why performance management is important in an organizational setting.
Discussion Questions

1. How would you describe the concept of performance management to someone who had never heard the term?
2. What are the benefits of performance management to the organization?

3. What are the benefits of performance management to supervisors?

4. What are the benefits of performance management to employees?

5. What drives supervisors to avoid or put off their duties related to performance management?

6. What is the relationship between performance management and employee discipline?

Additional Multiple Choice Questions
1. Performance management is

a. A way for organizations to control employees

b. The process of providing direction, feedback, and recognition to an employee in an organizational setting

c. A requirement that is mandated by law

d. Most useful to the human resources department

2. Performance management is

a. Cyclical and on-going

b. Linear

c. A once a year activity

d. Static

3. Organizations benefit from performance management activities because

a. It leads to alignment of organizational and individual goals

b. It enhances communication

c. It provides essential human resource-related documentation

d. All of the above

4. A lack of effective performance management in an organization can result in:

a. Increased turnover
b. Unclear expectations

c. Enhanced morale

d. A & B only

5. Performance management activities are

a. A form of disciplinary action

b. Impossible for a supervisor to fully master

c. Essential to a supervisor’s success

d. To be avoided except in extreme circumstances

6. The results of performance management include
a. Clarity of roles and expectations

b. Increased grievances and complaints

c. Improved performance

d. A & C only

7. Supervisors tend to avoid their performance management duties for all of the following reasons except which of the following?
a. They enjoy the power of judging people

b. They are afraid that people won’t like them

c. They are afraid of saying the wrong thing

d. They hate paperwork

8. The term “performance” in the context of performance management means

a. Activities performed on a stage in front of others

b. The tools a person uses to do their job

c. The carrying into action a duty or task

d. None of the above

9. The performance management process is driven primarily by

a. The CEO

b. The human resources department

c. The first line supervisor

d. The employee

10. When a new employee is on a trial or probationary status

a. The supervisor should wait until the last day of the probation to discuss performance

b. The supervisor should talk with the employee about their performance on a regular basis

c. The human resources department determines the employee’s future status

d. The employee should be responsible for their own performance

Chapter Two:  Navigating the Performance Management Process

Notes to the Instructor

Chapter two provides a detailed look at the steps involved in effective performance management.  Through the use of the performance management cycle, each step is described.  The continuous, cyclical nature of performance management is highlighted in this chapter.  Also, the importance of a standardized rating form and the link between pay and performance is discussed.

Learning Objectives

At the end of this chapter, the learner will be able to:

· Implement the suggested model called the performance management cycle
· Explain the roles that supervisors, employees, reviewers, and the human resources department play in managing employee performance

· Recognize the role of a standardized evaluation form

· Comprehend the link between money and performance evaluations

Learner Activities

Activity 2.1 
After presenting the performance management cycle to the learners, ask them to draw or write the cycle used in their organization.  Ask them to include all the steps the organization requires them to follow related to performance management.  Once they have defined their own performance management cycle, have each learner share their perspective with a partner.  As they describe their cycle with a partner, ask them to identify questions they may have about their organization’s performance management expectations.  After both partners have shared their cycles with each other, conduct a large class discussion about the variances between the performance management cycle presented in the text and the steps they follow in real life.  Focus the discussion on the strengths or weaknesses in their current approaches and encourage each learner to go back to their organization and ask questions about the process if they are unclear.

Activity 2.2

Break the class into five teams.  Assign each team one of the five roles that are outlined in chapter two.  These five roles are: supervisor, employee, supervisor’s supervisor, human resources, and the organization’s leader. Ask each team to discuss the role they are assigned and to create a list of the duties and activities that role must carry out to make performance management successful.  Teams report their findings and discuss the responsibilities of each of the five perspectives to make performance management successful.
Activity 2.3

Ask each learner to bring in their organization’s performance management policy, forms, and instructions.  Ask each learner to share one element of their organization’s system that illustrates a portion of the performance management cycle.  Focus the discussion on best practice examples of performance management in action.

Activity 2.4

Ask each learner to bring in a copy of their organization’s performance evaluation form.  To illustrate the concept that the format of the form is largely irrelevant to effective performance management, have learners compare their forms in teams of 4 or 5.  Ask them to find similarities and differences between the sample forms.  Guide a discussion around common elements found on performance evaluation forms (rating scales, supervisor comments, employee comments, rating factors, etc.). This discussion may also focus on the way the learners’ organizations apply pay increases using the performance evaluation form.

Discussion Questions

1. What variations on the performance management cycle have you experienced in your working life?

2. Which element of the performance management cycle is most important in your view and why?

3. Which element of the performance management cycle is the most challenging for you to implement and why?

4. Who plays the most critical role in the performance management process and why?

5. What can a human resources department or an organizational leader do to show support for the concept of  performance management in an organization?

6. How do you feel about linking pay increases to the outcome of a performance evaluation?

Additional Multiple Choice Questions

1. The performance management cycle is
a. The same as the employee life cycle

b. Repetitious and monotonous

c. An ongoing process of setting clear expectations, providing feedback, and documenting performance

d. An ongoing process of telling the employee how they can do better

2. A performance management system

a. Is concerned solely with the overall goals of the organization

b. Is an organization-wide process that links the organization’s goals to individual’s goals

c. Is something management should explore

d. Is a technology solution for dealing with employee problems

3. Cascading of goals is important because

a. Management needs to know there will be outcomes

b. The human resources department demands it

c. It gives direction to shareholders

d. It ensures that employees are contributing to the organization’s goals

4. Performance planning is

a. An executive level activity

b. The first step in the performance management cycle

c. The best way to get employees to do their jobs

d. Optional

5. When an employee’s performance requires disciplinary action, the supervisor should

a. Document the details of the situation

b. Be strict and direct

c. Ignore it the first time it happens
d. None of the above

6. The supervisor’s role in the performance management process is to
a. Set clear expectations

b. Document significant events

c. Correct or redirect behavior

d. All of the above

7. The supervisor’s supervisor is an important player in the performance management process because they

a. Develop the performance evaluation system that is used

b. Maintain the job descriptions
c. Ensure consistency in the ratings among those they supervise

d. Administer pay increases

8. The performance evaluation form

a. Should be the same in every organization

b. Is not as important as the actual management of performance

c. Should have a five point rating scale, as mandated by the US Department of Labor
d. Must, by law, include a narrative and should link performance to pay

9. The performance evaluation system

a. Should be linked to pay increases

b. Should not be linked to pay increases

c. Should be managed separate from the compensation system

d. Has nothing to do with employee pay
10. The human resources department should
a. Facilitate the performance management cycle

b. Ensure that the organization’s goals are cascaded downward

c. Offer skill-based training related to the performance management system

d. All of the above

Chapter Three: Performance Planning and Goal Setting

Notes to the Instructor

Chapter three focuses on the need for a supervisor to make his/her expectations clear to employees.  Through the use of the SMAART acronym, learners are shown how to write performance goals that are clear, specific, and measurable.  The chapter also offers examples of the kinds of goals that are appropriate in an organizational setting including “essence of the job” goals, project goals, professional development goals, and performance improvement goals. 

Learning Objectives

At the end of this chapter, the learner will be able to:
· Follow a model for establishing clear expectations for others

· Conduct a future-focused, goal setting discussion with an employee

· Establish criteria for setting clear and measurable performance goals

· Write various goals that might be appropriate for employees they supervise
Learner Activities

Activity 3.1

Ask learners to write down a situation where they expected something from another person and they got something else. Ask them to describe what they asked for, what the end result was, and why they think there was a gap.  After the situation has been described on paper, have learners pair up to discuss their experiences.  Partners should help their teammates identify which of the five tips in chapter three would have helped them be more successful in conveying their expectations.  Ask them to report which of the following tips would have made a difference:  success criteria, completion date, interim progress reports, defined level of authority, areas of risk or visibility.

Activity 3.2

Ask learners to bring in any performance plans or goals they have received in their working experience.  Use the samples to identify examples of SMAART goals.  Or, if a learner brings in a poor example, have the class work to rewrite the unclear examples in the SMAART format.

Activity 3.3

Ask learners to draft at least three performance goals for their current job.  They should write these goals in the SMAART format.  Ask them to find a partner and share their goals with their partner.  The partner should listen to the goals as they were written by the learner and help the learner identify ways to make the goal clearer.  Ask for examples of SMAART goal examples.

Discussion Questions
1. What role does the formal job description play in establishing performance expectations for employees?
2. How can a supervisor be sure that an employee understands their expectations clearly?

3. What are the potential outcomes if performance expectations are not made clear?

4. How can a supervisor make performance goals more measurable?

5. How can a supervisor use the goal setting process to help employees understand the organization’s objectives and plans?

6. What are the benefits of thorough performance planning and goal setting?

7. What are the risks of not taking time to plan performance and set goals with an employee?

Additional Multiple Choice Questions

1. The job description is
a. The official document that defines the essential functions of the job
b. The only source a supervisor should use when developing a performance plan

c. Only useful to the human resources department

d. None of the above

2. SMAART stands for

a. Specific, Manageable, Active, Agreed Upon, Reasonable, and Time-Oriented

b. Specific, Maintenance-free, Active, Agreed Upon, Realistic, and Time-Oriented

c. Specific, Measurable, Attainable, Agreed Upon, Realistic, and Time-Oriented

d. Specific, Measurable, Active, Agreed Upon, Reasonable, and Time-Limited

3. When a supervisor is not clear with his/her expectations it is often because they have forgotten to 

a. Express success criteria

b. Ask for a final report

c. Specify a completion date

d. All of the above may be reasons a supervisor is not clear with his/her expectations

4. A goal is

a. Something the employee should try to strive for

b. A job-related task the employee is expected to achieve

c. Something that should stretch the employee’s skills

d. Something that should be given to the employee by the supervisor

5. Performance goals should be developed

a. By the employee

b. By the supervisor

c. Mutually between the employee and the supervisor

d. By the supervisor’s supervisor

6. Which of the following performance goals is SMAART?

a. Meet with at least two customers per day on sales-related calls and record your results in the database by the end of business each Friday
b. Meet with two or three customers per day

c. Provide sales support to customers and record your work in the database

d. None of the above 

7. A realistic goal is one in which
a. The supervisor believes the employee can be successful
b. The employee and the supervisor believe the employee can do it and the resources are made available to the employee
c. The employee believes he/she can be successful
d. One that is not hard to achieve

8. Which of the following is not a type of performance goal?

a. Essence of the job goals

b. Project goals

c. District goals

d. Professional development goals

9. Performance improvement goals are appropriate when

a. The employee’s behavior is stellar

b. The employee does not have the skills to do the job

c. The employee has a bad attitude

d. The employee’s behavior must change

10. Performance goals should be all of the following except

a. Written

b. Agreed upon

c. Discussed

d. Given to the employee without discussion

Chapter Four:  Documenting Performance Fairly and Legally

Notes to the Instructor

Chapter four emphasizes the need to keep complete, accurate, and factual documentation of employee performance.  The reasons for effective documentation are explored and the elements of complete documentation are presented.  The use of a performance log is advocated as a tool for making documentation a part of the supervisor’s day to day routine.  The chapter includes numerous tips and ideas for creating a system to help the supervisor document more effectively.

Learning Objectives

At the end of this chapter, the learner will be able to:
· Prepare and maintain complete and detailed documentation about each employee’s performance

· Explore the kinds of documentation supervisors should maintain

· Use the elements of effective documentation to ensure that his/her files are complete

· Implement a tool for effectively documenting day to day employee performance

Learner Activities

Activity 4.1 
Ask learners to bring in examples of documentation they maintain for employees they supervise.  Remind them to remove employee names and personal or sensitive information. Use the list of “must have” elements listed in the text to guide the learners through an evaluation of their own documentation examples.  Conduct a discussion about what each learner can do to improve the documentation they are maintaining.
Activity 4.2

Collect sample pieces of documentation from your own experience and assemble them into a mock “working file” for an employee.  Remove any personal information from the documentation. Give each pair of learners a copy of the mock file and ask them to critique each piece of documentation.  Ask them to determine if the documentation is appropriate to include in the file and if the documentation is complete.  Conduct a discussion about the class’s findings.

Activity 4.3

Give each learner a copy of the Edit for Facts handout which was prepared by a supervisor who needs guidance with his documentation practices. Ask learners to edit the documentation to eliminate anything that is not factual.  Conduct a discussion following the exercise about the importance of focusing on factual details.
A recommended response to Activity 4.3 might look like this:

Johnson has been employed with ACME insurance for ten years.  On June 4, Joan Velasquez reported that Johnson said, “’Hey baby, you’re a hot mama.’ ‘Wanna go out with me?’ ‘My wife is gone for the weekend with her friends and I’d love to get together.’” Velasquez also reported that Johnson touched her on the behind and showed her pictures of a naked woman.  
In an investigatory interview about the allegation with Linda Dodge, Dodge said that she once overheard another co-worker complain that Johnson had told an obscene joke in the workplace.  No other evidence was discovered during the investigation.  Statements from each employee interviewed are attached.

Johnson will receive a five-day suspension without pay and has been warned that if the behavior described here is repeated, he will be subject to further disciplinary action up to and including termination.
Activity 4.3

Edit for Facts Exercise

Edit the following paragraphs, deleting any details that are not factual, replacing any “loaded” words, and rewriting any passages that could be considered “dangerous.”  

“Johnson has been a great performer for over ten years.  However, this latest stunt really takes the cake.  Last week he approached Joan Velasquez and began to harass her.  He said things like, ‘Hey baby, you’re a hot mama.’ ‘Wanna go out with me?’ ‘My wife is gone for the weekend with her friends and I’d love to get together.’  He also touched her on the behind and showed her pictures of a naked woman.  

Joan Velasquez swears that all of this is true and she is a great worker.  We have no reason to believe otherwise.  One of Johnson’s crew members said he does not believe that Johnson would do this and stands by his friend.  However, another one said she once overhead another co-worker complain that Johnson told her an obscene joke.

Johnson will receive a five-day suspension for this ungodly behavior and has been warned that if he does anything like this again, he’ll be fired on the spot.  I don’t believe that this kind of hedonistic behavior is acceptable and Johnson should be punished for it.  If we don’t punish him, God certainly will.”

Activity 4.4
Use the examples of performance documentation that are included in the Appendix as discussion starters.  Ask the learners to identify whether each piece of documentation is appropriate for the supervisor’s working file and if it is complete, based on the criteria offered in the text.  Following are suggested answers for each piece of sample documentation:

Documentation Example #1

Appropriate?  Yes, the contents of the note are job-related and do not contain comments that could be considered discriminatory.

Complete?  No, the note to the file is vague and unclear.  To be complete, the purpose of the documentation should be made more obvious and the supervisor should revise the note so that it is understandable to an outside reviewer.

Documentation Example #2

Appropriate? Yes.  This is an example of praise that has been documented in the file.

Complete?  Yes.  This example contains all the necessary information so that the contents can be useful in the future to the supervisor or to an outside reviewer.

Documentation Example #3

Appropriate? No.  The reference to an accent could be considered discriminatory.  Accents are often tied to national origin and discrimination based on national origin is prohibited under the Civil Rights Act of 1964.  
Complete?  A more appropriate and complete way to document this issue would be to document the exact complaints that have been received from customers.  You may also document Rosa’s response when you share the complaints with her.

Documentation Example #4

Appropriate? Yes.  This is a good example of documentation that is important to maintain.  The memo acknowledges that Rosa has improved her performance after an issue was brought to her attention.  Without this in the file, it looks like she had struggles with her tardiness, but that she did not improve.

Complete? Yes

Documentation Example #5

Appropriate?  No.  The reference to a medical condition is not appropriate for the supervisor’s file.  The comment about “bad attitude” is also not appropriate and should be described with specific, behavioral terms.
Complete?  Not applicable.

Documentation Example #6

Appropriate? Yes. Commendation letters and emails from outside sources are excellent sources of performance documentation.  

Complete? Yes.  Take documentation from outside sources as it comes.  It is “free” and while you may like to see it prepared differently, you cannot control the form or content that is given to you.

Documentation Example #7

Appropriate? Yes.  This letter of concern is an example of the first step in the disciplinary process and is appropriate for the file because it focuses specifically on job-related behaviors.

Complete?  Yes.  This letter includes the essential elements for a disciplinary-related document.

Documentation Example #8
Appropriate? No. Any information related to the employee’s medical condition should be maintained in a separate medical file, away from any performance-related documentation.

Complete? Yes, because it comes from an outside source it is complete, but the letter should not be maintained in the supervisor’s file.  However, the supervisor may choose to make note of any restrictions the doctor is requiring and make performance notes that reflect any accommodations that are being made as a result.  Supervisors should consult their human resources department when issues like this arise.

Documentation Example #9

Appropriate? The performance log is a very appropriate tool to use to keep day to day performance documentation, as long as the comments made on it are not subjective or discriminatory. 
Complete? Yes.
Documentation Example #10

Appropriate? Yes.  Certificates of completion from training or certification programs are appropriate to include in the supervisor’s working file.

Complete? Yes.  When the documentation comes from an outside source, like a training vendor, accept the documentation as presented.

Discussion Questions

1. What are the consequences if a supervisor does not keep adequate documentation about an employee’s performance?
2. How can a supervisor ensure that he/she is keeping an adequate amount of documentation?

3. What are the potential consequences of keeping medical information in the supervisor’s working file?

4. What methods have you used to keep effective records about employee performance?

5. How can technology be used to assist a supervisor in keeping effective documentation?
Additional Multiple Choice Questions

1. Documentation is
a. Any paperwork kept by a supervisor

b. Confirmation that some fact or statement is true

c. Always in hard copy format

d. Kept when there is a problem at work

2. The recency error is when 

a. The supervisor bases a performance evaluation on the most recent events

b. The supervisor bases a performance evaluation on the worst examples of an employee’s performance
c. The supervisor bases a performance evaluation on the employee’s attitude

d. The supervisor bases a performance evaluation on the employee’s sick leave

3. Documentation is important because it

a. Reminds the supervisor and employee of previous conversations

b. Helps in researching past practices

c. Supports employment-related decisions

d. All of the above

4. Which of the following statements is true?

a. The supervisor should maintain only positive documentation about employee performance.

b. The supervisor should maintain only negative documentation about employee performance.

c. The supervisor should maintain positive, negative, and neutral documentation about employee performance.

d. None of the above are true

5. Which of the following items are appropriate for the supervisor’s working file?

a. A note from the doctor about an employee’s health condition

b. Gossip about the employee from another employee

c. Letters of commendation

d. The supervisor’s thoughts and feelings about the employee’s work

6. Supervisors are keeping effective records about employee performance if they
a. Keep a paper file of documents

b. Keep an electronic file 

c. Use a performance log

d. All of the above

7. The performance log is

a. A place for the supervisor to keep track of their thoughts and feelings about an employee’s performance

b. A standardized form which the supervisor uses to maintain an ongoing record of facts about an employee’s performance

c. A tool for disciplining employees

d. A tool for making performance expectations clear to an employee

8. The Americans with Disabilities Act of 1990 

a. Led companies to hire only disabled applicants

b. Led companies to keep separate medical and employment files 

c. Led companies to take affirmative action related to hiring those with disabilities

d. None of the above

9. All documentation should include

a. The current date, your name, and the employee’s response

b. The current date, your name, and factual details

c. The current date, references to policies, and actions being taken

d. The current date, signatures, and the employee’s response

10. Everything in the supervisor’s working file should be
a. Shown to the human resources department

b. Private

c. Shared with the employee

d. Positive and encouraging

Chapter Five:  Making Performance Management a Priority

Notes to the Instructor

Chapter five emphasizes the need for supervisors to have a routine when it comes to performance management.  The performance management routine should include regular, individual meetings with employees, frequent documentation, coaching, and support.

Learning Objectives

At the end of this chapter, the learner will be able to:
· Incorporate performance management activities into his/her daily routine

· Make performance management a priority in his/her day to day work life

· Use communication tools that support employees in achieving successful job performance

Learner Activities

Activity 5.1 
In teams of three, ask learners to discuss their performance management routines.  Ask them to share their “best practices” for maintaining a high level of communication with employees and for documenting the positive, neutral, and negative aspects of performance.  From each team of three, ask for a report of the top three “best practices” in their performance management routines.  Use this information as the basis for a discussion about the need for a routine when managing employee performance.

Activity 5.2

Ask learners to find a partner.  In pairs ask them to brainstorm their performance management strengths and weaknesses.  Have each pair of learners share a “best practice” tool or tip that illustrates a strength. Next, have each pair of learners share a common weakness in their performance management routines.  Discuss ways to capitalize on the strengths and to minimize the weaknesses they present.
Activity 5.3

Ask each learner to identify a manager or leader they know who is perceived as a strong performance manager.  Each learner should interview that manager to determine the tools and practices the manager uses on a day-to-day basis to management employee performance.  Have learners report their findings to the class.

Discussion Questions

1. What are the benefits to the supervisor of having a reliable performance management routine?  
2. What are the benefits to the employee of having a reliable performance management routine?

3. How can technology be leveraged to help supervisors perform their performance management duties?

4. What advice would you give to a supervisor who says that he just doesn’t have time to have all these meetings and to keep all these records?

5. What is the risk to the supervisor, the employee, and the organization if a supervisor does not place a high priority on performance management?  What are the potential results of a lack of attention to performance management?
Additional Multiple Choice Questions

1. Which of the following is not a method for a supervisor to use to keep up with the day-to-day performance management duties?
a. Keep an individual file for each direct report

b. Think about the performance evaluation two weeks prior to its due date

c. Use a performance log

d. Have regularly scheduled meetings with employees

2. Regular, performance-related discussions with employees usually last
a. At least one hour

b. At least forty-five minutes

c. Not more than ten or fifteen minutes

d. Five minutes

3. Technology can help a supervisor keep performance documentation if

a. The supervisor is technologically savvy

b. The supervisor keeps a simple electronic folder for each employee

c. The supervisor is proficient with Java

d. None of the above

4. Two questions that every supervisor should ask each day are

a. What can you contribute? and How can I help you?

b. What are your goals? and Do you like your job?

c. Are you happy? and What can I do to help?

d. How do you feel? and What do you need?

5. Supervisors should have regular communication with employees about

a. The employee’s personal lives

b. The employee’s financial situation

c. The employee’s job performance

d. The employee’s problems 

6. Supervising day-to-day employee performance

a. Is not important for executive level managers

b. Is the primary role of any supervisor
c. Is not necessary in technical work areas

d. Is important for employees with performance problems

7. Performance evaluation forms can be used to

a. Keep performance notes throughout the rating period

b. Scare employees into working harder

c. Show a paper trail of poor performance

d. None of the above

8. A common complaint of managers and supervisors about performance management is

a. “It’s not fair.”

b. “I don’t have the training I need.”

c. “I don’t have time.”

d. “It’s not my job.”

9. If performance management is not a high priority for a supervisor

a. Employees will feel like they can focus on their jobs

b. Employees may not be receiving enough support and feedback

c. Employees will be more productive

d. Employees will be happy

10. Which of the following statements is true?

a. Employees resent feedback about their performance

b. Employees want and need feedback about their performance

c. Employees will be more productive if they are left alone to do their jobs
d. Employees don’t have time for regular communications with their supervisors
Chapter Six:  Identifying and Addressing Performance Issues

Notes to the Instructor

Chapter six addresses the important skill of discussing performance challenges face-to-face with an employee.  The chapter explores the difference between true job-related performance issues and personal pet peeves the supervisor may have.  It also differentiates between employee attitudes and employee behaviors and emphasizes the need to focus on behaviors when addressing employee performance. This chapter offers a format for conducting performance-related discussions and encourages the supervisor to involve the employee in the problem solving process.

Learning Objectives

At the end of this chapter, the learner will be able to:
· Assess whether an employee’s performance is a legitimate issue to address or a personal pet peeve

· Differentiate between employee behaviors and attitudes

· Prepare to conduct a tough performance-related discussion 

· Conduct a performance-related discussion confidently

Learner Activities

Activity 6.1 

Ask learners to brainstorm employee issues that arise in the workplace that might warrant a discussion.  Encourage them to list anything that may come up that would require attention, without editing or commenting on their ideas.  After they have developed a good list of issues, examine each issue and ask the class to determine whether the issue is an attitude or a behavior.  If attitudes have been suggested (ie. lazy or negative) encourage the learners to define the behaviors that illustrate that attitude.  Encourage the learners to look for tangible, observable behaviors when addressing employee performance.

Activity 6.2

Ask learners to describe a situation when they addressed what they perceived to be an employee performance issue.  Ask them to describe the issue in detail, their approach to the issue, the employee’s response, and the overall outcome of the situation.  You may wish to have them write out their situation before they discuss it to encourage a more thoughtful approach to the assignment.  Once the learners have described their situation, ask them to describe it to another learner and ask them to “coach” one another on how they could have improved the outcome of the situation.  Conduct a large class discussion focusing on the most common errors supervisors commit when conducting performance-related discussions.

Activity 6.3

Conduct a role play exercise by having learners find a partner.  Designate one partner as “A” and the other partner as “B.” Review the case scenario described below and ask “A” to play the role of the supervisor and “B” to play the role of the employee.  Encourage them to follow the six step formula for conducting an effective performance-related discussion.  Once “A” has finished playing the role of the supervisor, conduct a class discussion about the experience.  Ask the following questions:
· What part of the six-step formula for managing performance-related discussions helped you to be successful?

· What was the most difficult part of conducting the discussion according to the formula?

· What advice would you give to other supervisors who will use this formula?
Once the class discussion has concluded, ask “B” to assume the role of supervisor and “A” to play the role of the employee.  Ask the pairs to conduct the role play again with the new roles.  After they are finished, ask the same questions again to explore any new insights they have gained through the practice.
Activity 6.3

Role Play Scenario

With a partner, take turns playing the role of supervisor, Helen, and the employee, Carl, in the following situation.  Practice using the six-step performance feedback formula and by focusing on asking questions, listening with empathy, and finding a common ground with the employee.

Situation

Carl is a programmer/analyst who has reported to Helen for several years.  Recently, Carl was assigned a new responsibility: to produce a monthly report for the department. The report is critical to the department’s operations and Helen depends on Carl to complete this report. Carl must obtain information from several other people and compile the data before the deadline.

Carl has been late in completing the report for the last two months.  Helen must talk with Carl about the tardiness and help Carl find a way to ensure the reports are submitted on time.

Using the model, practice having this discussion using a participative, problem-solving approach.

Discussion Questions

1. What are the potential consequences if a supervisor addresses an employee about their attitude rather than behaviors?
2. How can supervisors differentiate between legitimate performance issues and their personal pet peeves?

3. What advice would you give to a supervisor who is preparing to conduct a performance-related discussion with an employee?

4. What key principles are involved in conducting effective performance-related discussions?

5. What kinds of questions might a supervisor ask of the employee during a performance-related discussion?  Give examples.
6. How can a supervisor gain the employee’s buy-in to solutions developed during a performance-related discussion?

Additional Multiple Choice Questions

1. Before a supervisor discusses a performance issue with an employee they should
a. Be clear about the behavior that is not meeting expectations

b. Discuss the issue with the human resources department

c. Watch the employee for awhile to make sure there is evidence of a problem
d. None of the above

2. Attitudes are

a. Bad moods, scowling, and generally negative activities

b. An individual’s perspectives, thoughts, or beliefs

c. External manifestations of emotions

d. Observable

3. Behaviors are

a. Underlying thoughts and feelings

b. Hard to observe

c. Cannot be documented

d. Observable things people say, do, or do not do

4. When addressing an employee’s work performance, a supervisor should focus on 
a. Attitudes

b. Thoughts

c. Behaviors

d. Emotions

5. Which of the following is a behavior?

a. Enthusiastic

b. Attention to detail

c. Submitting expense reports without errors

d. Messiness

6. Which of the following is not an essential element of the format for conducting a performance-related discussion?
a. Ask the employee his/her view of the issue

b. Tell the employee that they have a bad attitude
c. Give your opinions about the employee’s attitude

d. Tell the employee what they need to accomplish or change

7. Which of the following is not an important step in conducting a performance-related discussion?

a. Discuss alternatives with the employee

b. Seek agreement on what needs to be accomplished

c. Tell the employee exactly how they can fix the problem

d. Express confidence in the employee’s ability to resolve the issue

8. One way a supervisor can be a better listener in performance-related discussions is to

a. Stop talking

b. Tell the employee what they need to do

c. Give the employee clear direction on solving the issue

d. Tell the employee they need to shape up quickly
9. In a performance-related discussion the supervisor should

a. Follow a plan when conducting the meeting

b. Focus on job-related, measurable results

c. Ask more questions than they answer

d. All of the above

10. A pet peeve 
a. Does not directly relate to an employee’s job performance

b. Is a legitimate issue to discuss with employees

c. Is an unexpressed frustration or expectation

d. None of the above
Chapter Seven:  Rating Performance Legally and Objectively

Notes to the Instructor

This chapter addresses the considerations that a supervisor must make when assigning ratings to an employee’s performance.  Assuming the performance evaluation form has a rating scale that has been prescribed by the organization, the supervisor is required to interpret the scale and apply it to the employee’s job in order to assess the performance.  This chapter presents a framework around which a supervisor can interpret the rating scales and communicate those interpretations with employees.  It emphasizes the need to describe “what it will take” to earn each rating that is shown on the evaluation form.

Learning Objectives

At the end of this chapter, the learner will be able to:
· Justify and apply the ratings that appear on performance evaluation forms

· Differentiate performance using various rating categories

· Lead employees to understand differences in performance as defined in each rating category

· Understand the ways he/she can make their performance rating choices legally defensible

Learner Activities

Activity 7.1 
Ask learners to bring in a blank copy of their organization’s performance evaluation form.  Conduct a discussion about the varying formats and rating systems used by various employers.  Guide the discussion about the concept that “there is no one best form” and that each individual supervisor is responsible for using the system endorsed by their organization and for interpreting the system as it relates to each individual job.

Activity 7.2

Conduct a discussion about the Society for Human Resource Management’s recommendation that a four-point rating scale is preferred.  Ask the class to explore the advantages and disadvantages of using a three-, four-, five-, and ten-point rating scale.  

Activity 7.3

Conduct the “Staff Meeting Exercise” described in the text with the class.  Ask them to agree on a common job that they all understand. For example, they may all agree to focus on the job of a bank teller or a courtesy clerk at the supermarket.  Use a rating scale from any organization’s rating form and apply the scale to the overall performance of the job selected.  Help the class create a template that defines overall performance at the levels described by the scale.  As an alternative, divide the class into smaller teams of 5 to 6 people.  Assign a different job or different job factor to each team and ask them to go through the same exercise.  Conduct a class discussion around the value of such an exercise to the supervisor, to the employee, and to the organization.
Discussion Questions

1. What is the value of an overall performance rating to the employee?  To the organization?

2. What advice would you give to supervisors who are asked by employees, “What will it take to earn this rating?”

3. What response would you give to a supervisor who says, “It’s not possible to earn the highest level of rating on our performance evaluation form. No one is that good!”?

4. What legal pitfalls must be avoided when defining performance for each rating level?

5. How can a supervisor involve employees in helping to define performance that falls under each rating category?

6. What advice would you give to a supervisor who is faced with an employee who does not agree with the supervisor’s overall rating of the employee?

Additional Multiple Choice Questions

1. The purpose of an overall performance evaluation rating is to
a. Show the employee how they compare to others

b. Serve as a cumulative, sum total of their performance throughout the rating period

c. Let the employee know exactly how they need to improve

d. Assign an arbitrary number to employee performance

2. The Society for Human Resource Management recommends that performance should be rated on a scale of 

a. One to three

b. One to five

c. One to four

d. One to seven

3. In order to justify a performance rating, the supervisor must

a. Be an expert in the job

b. Have human resources experience

c. Have at least five years experience as a supervisor

d. Communicate a clear definition of what each rating level means

4. The best question a supervisor can ask himself/herself before assigning a rating to an employee’s performance is

a. What will it take to get the highest rating?

b. What does my supervisor want me to do?

c. How will my ratings impact the employee’s pay raise?

d. Why is the employee a poor performer?

5. The most helpful tool in distinguishing between various performance rating levels is

a. A pre-established definition for each rating, established either by the organization or by the supervisor and/or the team

b. The job description

c. The job application

d. A compensation study
6. A rating period is

a. The time period the supervisor uses to prepare the performance evaluation documents

b. The time period the employee uses to prepare a response to the performance evaluation

c. The time period for which an employee will be evaluated using the performance evaluation system

d. The time period customer input is solicited regarding employee performance
7. Which of the following describes overall performance at a level of “Does Not Meet Expectations?”
a. The employee has violated several policies and is expected to change his/her behavior or face termination
b. The employee is a leader of their team and regularly suggests ways to improve the job

c. The employee performs all job-related tasks at the expected level

d. The employee completes tasks without supervision

8. Which of the following statements is true?

a. It is best for the human resources department to define how each rating level applies to each job

b. The words used to describe varying levels of performance are not as important as the actual definitions and how they are understood

c. Performance evaluation ratings should be an arbitrary assignment

d. Performance evaluation ratings should be vague with room left for interpretation

9. If an employee challenges a supervisor’s rating on a performance evaluation, the supervisor’s best response will be 

a. A response from the legal department

b. A response that is job-related 

c. A response that includes the supervisor’s opinion about the employee

d. A response from the human resources department
10. Which of the following statements are true?

a. Organizations are required by law to have an appeal process associated with the performance evaluation process

b. Organizations are required to have a comments section on the performance evaluation form, as required by law

c. Organizations may have an appeal process as part of the performance evaluation process, but are typically not required by law to do so

d. Organizations with a legal department are in the best position to defend against appeals to performance evaluations
Chapter Eight:  Writing the Performance Evaluation Document

Notes to the Instructor

This chapter focuses on the skills necessary to write an effective performance evaluation document.  The use of an employee self-evaluation is suggested to gain employee buy-in and input to the evaluation process.  The chapter also provides tools for writing performance-related comments, including a formula for describing behavior that needs improvement. Finally, this chapter provides examples of effectively written performance evaluation comments and explores the strengths of each example.
Learning Objectives

At the end of this chapter, the learner will be able to:
· Integrate his/her documentation effectively into the written performance evaluation form

· Solicit and use the employee’s self evaluation 

· Phrase the performance evaluation document so that it is specific and action-oriented

· Describe poor performance in a productive and encouraging way

· Write effective and defensible evaluations

Learner Activities

Activity 8.1 

Ask learners to bring in a sample performance evaluation that they have written or that has been written for them.  Remind them to delete references to names or other personal information that they are not willing to share with the class.  Have them critique the comments based on the guidelines presented in this chapter.  Have them identify the strengths of the comments and areas for improvement.  Conduct a discussion about their findings.
Activity 8.2

Provide the class with your own examples of comments that have been written on performance evaluations.  Ask the learners to critique the comments and suggest improvements to the examples you provide.

Activity 8.3

Using the list of action verbs from the text, have learners write one sentence that describes an employee’s performance using one of the words.  Remind them that the sentence should be specific and should describe an employee’s behavior objectively.  Discuss their examples and provide feedback.  Next, ask them to take the sentence they wrote, which was likely a positive example, and rewrite the statement as if it is an opportunity for improvement.  The revised version should follow the formula for describing a performance improvement opportunity, as described in the text.  Provide feedback on their examples and discuss the value of using the formula for presenting areas for performance improvement.

Discussion Questions

1. What can supervisors do to avoid the natural procrastination that accompanies the task of writing a performance evaluation?  What advice would you give?
2. What are examples of the kinds of performance documentation you have used as input when writing a performance evaluation?

3. How can customer input be used in preparing a performance evaluation?

4. What are the benefits of having an employee complete a self-evaluation prior to the official performance evaluation?

5. What are the risks of having an employee complete a self-evaluation prior to the official performance evaluation?

6. What are the advantages and disadvantages of writing a performance evaluation document in the conversational, second person “you” voice?

7. This chapter recommends that references to medical conditions should not be made in the official performance evaluation document.  Why?

8. How can co-worker input be used in preparing the performance evaluation document?
9. How can a supervisor ensure that the employee finds “no surprises” when they read the performance evaluation document?

Additional Multiple Choice Questions

1. A primary responsibility of a supervisor is to
a. Maintain their paperwork and filing related to complaints

b. Balance the budget accurately each day

c. Prepare a well-documented performance evaluation for each employee

d. None of the above

2. The information used to prepare a performance evaluation should come from

a. The supervisor’s beliefs and observations

b. Factual data the supervisor has collected

c. Recognition or feedback from others

d. B & C above

3. Which of the following is not a recommended data source to be used when writing a performance evaluation?

a. Customer survey results

b. Quantitative performance records

c. Medical information the employee has provided

d. Commendations or recognition the employee has received

4. The employee self-evaluation is

a. The employee’s rating of his/her supervisor’s performance

b. The employee’s rating of the organization and its strengths
c. The employee’s rating of his/her own performance

d. None of the above

5. Which of the following might be part of the information included in an employee self-evaluation?

a. Feedback from the employee’s family

b. Training completed by the employee

c. The employee’s medical history for the past year

d. All of the above might be part of the employee self-evaluation

6. The self-evaluation 

a. Should consist of the employee rating himself/herself on the evaluation form

b. Should be used word for word as the employee submits it

c. Should be an opportunity for the employee to provide additional feedback about his/her performance

d. Is not recommended for executive level positions

7. The rating form is

a. Also known as the performance evaluation form

b. An organization-specific form that will vary from organization to organization

c. Used by a supervisor to rate an employee’s performance
d. All of the above

8. The comments on the rating form should be 
a. Subjective

b. Vague

c. Specific

d. General

9. Comments that are written in a conversational tone use the pronoun

a. I

b. We

c. Us

d. You

10. When describing an employee’s performance, the comments should

a. Include action verbs that show specific activities

b. Be judgmental and direct

c. Be vague and unclear

d. Mention only positive things
Chapter Nine:  Conducting the Evaluation Meeting

Notes to the Instructor

Chapter nine prepares learners to conduct the face-to-face performance evaluation discussion with an employee.  The chapter emphasizes three critical concepts:  there should be no surprises, the employee should be encouraged to contribute to the discussion, and the tone of the conversation should be future-focused.  In order to apply these concepts, learners are presented with a variety of open-ended, probing questions that can be used to elicit the employee’s participation during the discussion.  Finally, a format for conducting the performance evaluation meeting is presented and learners are encouraged to follow the format in order to guide the conversation to a fruitful conclusion.
Learning Objectives

At the end of this chapter, the learner will be able to:
· Conduct a performance evaluation meeting with confidence

· Make each performance evaluation meeting a productive experience for themselves and the employee

· Ask effective questions of the employee to solicit their input and participation during the meeting

· Follow a format for conducting painless and productive performance evaluation discussions

Learner Activities

Activity 9.1 

Ask learners to describe the best performance evaluation meeting they’ve ever had as an employee.  Ask them to describe the elements of the meeting that made it so successful. Use this as a basis to conduct an in-depth discussion about the potential positive outcomes of the performance evaluation meeting.
Activity 9.2

Divide learners into pairs.  Ask the pairs to discuss the steps they take to prepare before conducting a performance evaluation meeting.  After pairs have developed their list, ask each set to offer one tip for preparing for the meeting.  After hearing from all the pairs, the class will have created a strong list of tips.

Activity 9.3

Conduct a role play exercise by having learners find a partner.  Designate one partner as “A” and the other partner as “B.” Review the case scenario described below and ask “A” to play the role of the supervisor and “B” to play the role of the employee.  Encourage them to follow the formula for conducting performance evaluation discussions that is presented in the text.  Once “A” has finished playing the role of the supervisor, conduct a class discussion about the experience.  Ask the following questions:

· What part of the formula for conducting performance evaluation discussions helped you to be successful?

· What was the most difficult part of conducting the discussion using the formula?

· What advice would you give to other supervisors who will use this formula?

Once the class has concluded the discussion, ask “B” to assume the role of supervisor and “A” to play the role of the employee.  Ask the pairs to conduct the role play again with the new roles.  After they are finished, ask the same questions again to explore any new insights they have gained through the practice.

Activity 9.3

Role Play Scenario

With a partner, take turns playing the role of manager, Helen, and the programmer/analyst, Carl.  Practice using the proposed format to conduct Carl’s annual performance evaluation. Focus on asking questions, listening with empathy, and finding a common ground with the employee.  Use the following information to prepare for the discussion. Make whatever assumptions are necessary to carry out this role play.
Performance Data to be Discussed

· Carl is the supervisor of the department’s administrative section. He is a seasoned employee and has many years of experience with the company.
· Carl helped to implement two new computer programs this year that were very valuable to the organization.

· Feedback from Carl’s co-workers is positive.  They like to work with him and find him easy to get along with.  Carl is a friendly and helpful guy and is rarely involved in conflict with others.

· You have discussed Carl’s ability to complete the monthly report on time on three occasions this year.  And, while he appears to understand the need for timeliness, you have not seen evidence of improvement. He continues to push the deadline each month.
· Carl finds one employee particularly challenging to work with.  While he gets along with almost everyone, he has mentioned that he has problems relating to the department receptionist.  This person is his biggest challenge.

Using the model presented in the text, practice having this performance evaluation discussion using a participative, problem-solving approach.

Discussion Questions

1. What is the most challenging part of conducting performance evaluation meetings?

2. How can a supervisor involve the employee in the performance evaluation discussion?
3. How can a supervisor best prepare to conduct a performance evaluation meeting?

4. What steps can a supervisor take to ensure that performance evaluation meetings are positive and productive?

5. What advice would you give to a supervisor who says, “My employee always wants to discuss other people during the performance evaluation discussion?”

6. The formula for conducting a painless performance evaluation suggests that the employee should have the last word, even if the supervisor does not agree.  Do you agree with this approach? Why or why not?

7. What steps should a supervisor take if the employee does not agree with the ratings expressed on the performance evaluation?
Additional Multiple Choice Questions

1. The term “performance evaluation” has the same meaning as 

a. Performance timing

b. Performance appraisal

c. Performance judging

d. Performance kit

2. A painless performance evaluation should result in

a. Increased resentment from the employee

b. Increased grievances

c. Increased morale and respect

d. Increased legal fees

3. A painless performance evaluation meeting should

a. Include information that is new to the employee

b. Have the supervisor talking more than the employee

c. Focus on the future

d. Focus on the past
4. Before meeting with an employee to discuss the performance evaluation, a supervisor should

a. Shred the employee’s self-evaluation

b. Consider the employee’s likely response to the evaluation

c. Have a cup of coffee and relax

d. None of the above

5. As a result of a performance evaluation meeting the employee’s self-esteem should 

a. Be maintained

b. Be lowered

c. Be defined
d. A & C only

6. The supervisor should ask what kind of questions of the employee during the performance evaluation discussion?

a. Tough

b. Direct

c. Open-ended

d. Closed-ended

7. Which of the following are not activities a supervisor should do to prepare for the performance evaluation discussion?

a. Turn on his/her cell phone
b. Chose a convenient and appropriate location

c. Share the purpose of the meeting with the employee

d. Determine the agenda that will be followed

8. Most performance evaluation meetings will last for

a. Five to ten minutes

b. 30 to 60 minutes

c. Two to three hours
d. A half day

9. The overall purpose of the performance evaluation discussion is to

a. Tell the employee how they can do better 

b. Give the employee a pay raise

c. Tell the employee how they compare to others in the workplace

d. Discuss how things are going for the employee and to plan for the future

10. While giving the supervisor’s view of the employee’s performance, it is important for the supervisor to do all of the following except

a. Avoid comparing the employee to other employees

b. Focus on the standards for the job

c. Share one or two behaviors the employee should continue

d. Focus solely on areas the employee must improve upon
Chapter Ten: Encouraging Employees to Participate in the Performance Management Process

Notes to the Instructor

This chapter focuses on the need to involve employees in the management of their own performance and provides tools and ideas for encouraging employees to participate.  The chapter encourages supervisors to examine their personal attitudes about employee participation.  It also provides several tools that can be given to employees to help them understand the role that they can play in the process.  Employees are encouraged to keep their own performance records in a “me” file and are given guidance on how to best use the employee comments section of the performance evaluation form.

Learning Objectives

At the end of this chapter, the learner will be able to:
· Involve his/her employees in the performance management process
· Gain valuable input from the employee throughout the rating period
· Solicit employee comments on the performance evaluation document that are meaningful and useful
· Guide employees as they participate in the performance management cycle

Learner Activities

Activity 10.1 
Ask learners to share their methods for involving employees in the management of their own performance.  Expect answers like regular feedback meetings and self-evaluations.  Encourage the learners to discuss why employee involvement is important and the impact it has on the outcome of the performance evaluation process.
Activity 10.2

Ask learners to remember back to when they last received their own performance evaluation.  Tell them that they will be given the opportunity to rewrite their own comments on the form which productively convey their viewpoint about their supervisor’s evaluation and about the job.  Encourage them to use the tips provided in the chapter as a guide.  Once learners have drafted their own comments, ask them to share their work with a partner to receive feedback on their approach.  Conduct a class discussion about the outcome of the exercise.
Activity 10.3

Have learners work in teams of four or five to develop a television commercial that would be used to convince employees to participate the management of their own performance.  The commercial should include tips and ideas that explain how employees can play a role in the process, including writing effective comments and providing input when asked.  Have each team “air” their commercial to the rest of the class.

Discussion Questions

1. Why is it important for employees to be involved in the performance management process?
2. How can a supervisor set the tone and encourage employees to take a positive and productive approach to their own performance evaluations?
3. What steps can a supervisor take to encourage an employee who has nothing to say to provide comments on the performance evaluation form?

4. If an employee refuses to provide input to the supervisor or to write comments on the performance evaluation form, is that acceptable? Why or why not?

5. What do supervisors do to squelch employee input into the performance management process?

Additional Multiple Choice Questions

1. Performance management is something we do
a. To employees

b. At employees

c. Against employees

d. With employees

2. If a supervisor views performance management as an opportunity for enhanced communication, employees are more likely to

a. File grievances

b. View the performance evaluation process as an opportunity

c. Avoid responsibilities for participating in the process

d. Win awards

3. Employees can participate in the performance management process by doing all of the following except
a. Being honest in their own evaluation of their performance

b. Keeping the supervisor informed of issues that might impact their performance

c. Hiding medical information from the supervisor

d. Offering ideas for performance goals
4. A “me file” is

a. The hidden document the employee uses to file a lawsuit against an employer

b. The file an employee keeps related to his/her own performance that documents performance from his/her own perspective

c. The file an employee maintains that records others’ views of their performance

d. The file a supervisor keeps that the employee does not know about

5. Which of the following is not a way for employees to give regular feedback to a supervisor?

a. Weekly reports

b. Frequent emails and phone calls

c. Keeping a me file and regularly sharing it with the supervisor

d. Sharing concerns with a co-worker

6. Supervisors should encourage employees to write comments on the performance evaluation form that are

a. Hostile yet useful

b. Useful and meaningful

c. Vague and unspecific

d. Direct and questioning

7. If an employee does not want to write comments on the performance evaluation form the supervisor should

a. Force the employee to write their ideas 

b. Withhold the employee’s pay increase

c. Encourage the employee to express himself/herself and his/her viewpoints

d. Fire the employee

8. Employees should be encouraged to do all of the following except

a. Participate in the management of their own performance

b. Keep their own performance records

c. Meet regularly with the supervisor to discuss performance successes and challenges

d. File grievances when they are not happy about a performance evaluation
9. Which of the following is the most appropriate and productive attitude for a supervisor to have related to performance evaluations is
a. “I dread doing performance evaluations.”

b. “I put off doing performance evaluations until the last minute.”

c. “I see performance evaluations as an opportunity for communication.”

d. “The employee should do his/her own performance evaluation.”

10. Employees will participate in the management of their own performance
a. If the supervisor forces them to

b. If they know the supervisor expects them to

c. If they are an exceptional performer

d. None of the above

Using Painless Performance Evaluations in a Corporate Setting

The materials presented in Painless Performance Evaluations have been used in corporate training sessions for many years.  These concepts have been presented to aspiring 
supervisors, new supervisors, experienced supervisors, managers, and top executives.  Because the issue of performance management applies to every leader in every kind of organization, the ideas presented in this section of the Leader’s Guide may be used in any setting, from the public sector to the non-profit environment and from the Fortune 500 setting to the small, entrepreneurial environment. The concepts presented in the text are designed to be applicable and adaptable to any environment where performance is being managed and evaluated.

Tips for using Painless Performance Evaluations in a Corporate Training Setting

When using Painless Performance Evaluations as the basis for a workplace seminar, the following ideas should be considered:

1. Limit the group size to 20-25 people to allow the participants to discuss the concepts and practice the skills presented.  This group size is usually small enough for one instructor to manage effectively.

2. Customize the training session to the organization by using the organization’s performance evaluation forms and policies as a reference.

3. Involve a human resources representative in the planning of the workshop so that you include the organization’s expectations in terms of deadlines and policies. 

4. Have the human resources representative talk about the organization’s specific performance management cycle.

5. Set up the classroom with small table groups of 5 to 6 people to facilitate small group discussion.

Painless Performance Evaluations

Leader’s Guide

Appendix
· Documentation Examples

Documentation Example #1

4/25/2X

Discussion with Rosa Ramos concerning upcoming progress report meeting.  Discussed our expectations and the job requirements.

Accommodation on job knowledge.  Her willingness to teach.  It was explained that we would be depending on her to be the lead person on bigger projects. Also expressed concern over her interpersonal skills, communication with others.  She needs to be able to direct without alienating others.

Is this piece of documentation appropriate for the supervisor’s working file?  
Is it complete enough to be useful?

Comments?
Documentation Example #2

3/2/2X

Rosa created a new file system for the office, which is outstanding!  Not only does it appear to be well organized, but she also conducted a training session for all employees who will use it.

Good work.

Is this piece of documentation appropriate for the supervisor’s working file?  

Is it complete enough to be useful?

Comments?
Documentation Example #3

12/15/2X

I’m concerned about Rosa’s accent.  I have been receiving complaints from employees and customers that they are having difficulty understanding her.

Maybe we need to reassign her to an area where she does not have to talk to people.

Is this piece of documentation appropriate for the supervisor’s working file?  

Is it complete enough to be useful?

Comments?
Documentation Example #4

MEMORANDUM

To:

Rosa Ramos

From:

Ima Supervisor 

Date:

February 12, 200X
Subject:
Tardiness

On November 12 and December 2, 200X, we communicated about your repeated tardiness when arriving to work in the mornings and when returning from lunch and breaks.

You have done an excellent job of correcting this.  For the past 60 days you have been prompt at all times.

I commend you for your efforts and trust all will continue to go well.  Please come to me should any new issues arise.

Is this piece of documentation appropriate for the supervisor’s working file?  

Is it complete enough to be useful?

Comments?
Documentation Example #5

Note to File:

April 2, 2003

Effective today, I will no longer assign the “desk” duties to Rosa.  It is clear with her chronic migraines and bad attitude that she just can’t do the job anymore!

Is this piece of documentation appropriate for the supervisor’s working file?  

Is it complete enough to be useful?

Comments?
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Documentation Example #6

Shipbuilders of America, Inc.

333 High Street

Anytown, USA 64246

October 30, 20XX
Ms. Rosa Ramos

Customer Service Representative

City of Anytown

Anytown, USA 95444

Dear Ms. Smith,

I just wanted to write and thank you for all your help, cooperation, and time that you devoted to me on the telephone on Tuesday, October 28, 20XX. I realize you said at the time that it was just you “doing your job,” but I especially appreciated all your attention and concern in helping me with the problem I had.  It made dealing with the whole situation a bit more pleasant.

Thank you again, 

Sue Bottom

Administrator

SHIPBUILDERS OF AMERICA

Is this piece of documentation appropriate for the supervisor’s working file?  

Is it complete enough to be useful?

Comments?
Documentation Example #7

February 7, 20XX

To: Rosa Ramos

From: Ima Supervisor

Subject:  Memo of Concern

Rosa, I recently have observed that in the past two weeks you have been consistently late to work and late returning from lunch.  You will recall that we spoke about your attendance on January 4, 20XX after the second time this happened.  As a customer service representative you know that customer service is an important function that requires constant attention.  It is critical that you report to your workstation at the prescribed time and are available to serve our customers when you are there.
Beginning next week, a schedule will be posted that you will be expected to follow.  If your tardiness persists, disciplinary action will be taken.  Possible disciplinary action may consist of the following:

1) Official written reprimand

2) Denial of future merit increases

3) Suspension

4) Termination

Note:  Disciplinary action could consist of one or more of the above.

If the situation arises where additional time off is required, please contact me beforehand.  It is very important to notify your supervisor in ample time in order to make adjustments to cover your workstation.  I will be reviewing this situation monthly as to whether you are at your workstation at the appropriate times.  

Please see me if you have any questions.  If we work together, this will improve our ability to serve our customers and to develop a team.  Thank you for your cooperation.

Signature of Employee _____________________________

Signature of Supervisor _____________________________

Is this piece of documentation appropriate for the supervisor’s working file?  

Is it complete enough to be useful?

Comments?
[image: image2.wmf]Documentation Example #8

From the office of 

Dr. Rash Begone

1234 East Mayfield Road

Kansas City, KS 64872

February 16, 2003

To whom it may concern:

My patient, Rosa Ramos, has been suffering from chronic migraines.  Please excuse her from any situation that will add additional stress to her.  Prolonged stress will only aggravate the situation.

She will be reevaluated in six months and will receive an updated diagnosis at that time.

Sincerely,

Dr. Rash Begone

Is this piece of documentation appropriate for the supervisor’s working file?  

Is it complete enough to be useful?

Comments?

Documentation Example #9

Performance Log

Employee Name: ___Rosa Ramos_________________

Supervisor Name: __Ima Supervisor_______________

	Date
	Situation 

(Positive, Negative or Neutral)
	Outcome/Result/Action Taken

	1/15/2X
1/24/2X

2/6/2X

3/2/2X
4/5/2X
	Discussed expectations for the year. 

Rosa was well received at the client showcase today.  Her presentation was well organized and informative.

Rosa is repeatedly returning from lunches and breaks late.  Today I mentioned to her that she was 20 minutes late returning from lunch and that she needed to watch her use of time.

Rosa has been late returning from lunch again.  I told her it needed to be corrected.

Rosa has been late from lunch twice this week.  Discussed the issue with her and told her that if it continued, I would need to begin taking disciplinary action.
	Developed an action plan for the year (attached).
Shared my appreciation with Rosa.

Rosa apologized and said she would be more aware of her use of time.

Rosa apologized and said she would be more aware of her use of time.

Told Rosa this was a verbal warning. She said she understood that if she continues to take longer than expected lunches, disciplinary action would be taken.


Is this piece of documentation appropriate for the supervisor’s working file?  

Is it complete enough to be useful?

Comments?
Documentation Example # 10

Certificate of Achievement

This is to certify that 

Rosa Ramos
Has successfully completed a course in

Microsoft Access
On this day(s)

Feb 15 and March 15, 2003
Signed

​​​Bo Gabriella, President,
Computer Training Center

Is this piece of documentation appropriate for the supervisor’s working file?  

Is it complete enough to be useful?

Comments?
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