HOW TO EFFECTIVELY UTILIZE PERFORMANCE APPRAISALS AND EVALUATIONS
The performance appraisal process should be both useful and meaningful.  Done thoroughly and correctly, the performance management system should add value to you as a leader, to the employees, and to NMU.

Performance evaluations are an opportunity to give each employee clear and constructive feedback, both what they’ve been doing well, and on what might be improved to make them more successful.  In order to enhance objectivity and consistency across campus, the following interpretations of the guidelines are provided for your use:  

1.  “Unsatisfactory” ratings are for those employees who require immediate corrective action to maintain future employment at the university.  The performance improvement plan should establish satisfactory work contributions that must be maintained.  

2.  “Less than Fully Effective” outcomes are for those employees who do not meet all expectations of the job, or who require a higher-than-expected level of managerial oversight.  A corrective action plan must be developed immediately.
3.  “Effective and Competent” assessments are for those employees who fulfill all the expectations of the job and do not require additional oversight or guidance.

4. “Highly Effective” recognition levels should be used for those employees who do a great job and also perform above and beyond in some categories.

5.  “Exceptionally Effective” should be used only for those employees who consistently go above and beyond what is expected of them, and demonstrate “exceptional” performance across all dimensions.

Before sitting down with your employee, explain that this process has been modified to be consistent across campus.  We want to express that rating employees, not everyone operates at the Exceptionally Effective level.  Being rated as Effective and Competent means that you know your responsibilities, possess the knowledge, skills and abilities to do your job and do it well.  So for those employees who have been rated as Exceptionally Effective and is now rated as Effective and Competent does not mean that they have declined in performance.  Please explain that the rating scale is now defined so that every leader will know and apply consistent application of the definitions.

In order to conduct an effective performance appraisal that maximizes value, as leaders we need to keep our personal biases, beliefs and reactions in check to remain objective.  The more thought that goes into a performance evaluation, the better the outcome of your staff’s development, commitment and thus overall job performance.  This collaboration assists in bridging the gap from management to leadership and to even better performance management.
Listed below are common “pitfalls” that could potentially have a negative effect on the performance management and appraisal process:
Bias or Errors





Effect

	Contrast
	When comparing each employee’s performance to the performance of other employee’s; doesn’t evaluate the performance of employee’s position.

	First-impression                
	Placing an inordinate level of emphasis on the first impression of the individual or of that early in the performance measurement period.  Evaluation should be made throughout the whole measurement period.

	Halo
	Evaluating employee on basis of one outstanding qualification/characteristic.    This does not reflect the employee’s overall performance.

	Horns
	Evaluating employee on basis of one poor qualification/characteristic.  This does not reflect the employee’s overall performance.

	Leniency
	This is when an appraiser gives 5’s or Exceptionally Effective ratings consistently throughout the department.  This is actually a demotivator and can cause morale issues.  A leader needs to ensure that honest feedback is provided about performance, goals and expectations.

	Strictness
	Inappropriately harsh and demanding standards are imposed resulting in lower overall assessment.  Again, objective, honest feedback needs to be given to the employee to make performance management successful.

	Recency
	“Santa Clause” effect – focusing the appraisal on the employee’s most recent performance, rather than considering performance demonstrated throughout the entire performance measurement period.

	Similar-to-me
	The interviewer evaluates the employee on characteristics, attributes or performance patterns that are either similar or different from the interviewer.  This is unrelated to the employee’s actual performance; focus should be on the appraisal tool.


Keeping these biases in mind, you must also make the meeting effective and useful for both you and your staff.  The following chart outlines some basic “do’s” and “don’ts” of conducting an effective performance appraisal meeting:

DO’S






DON’Ts

	Listen actively
	Talk too much

	Maintain a professional tone
	Behave in an overly “chummy” manner

	Remain calm
	Lose your composure, show anger, or behave emotionally – even if the employee does

	Show empathy
	Show sympathy

	Treat employee with respect
	Demean the employee

	Listen for understanding
	Psychoanalyze

	Empower the employee
	Don’t make decisions for the employee, or try to solve his or her problems

	Seek solutions
	Argue

	Stay focused on job-related issues
	Pry into employee’s personal life

	Share appropriate information
	Disclose confidential information

	Be straightforward
	Play games

	Respect each employee’s privacy
	Discuss the performance of other employees

	Be prepared
	“Wing it”

	Treat employees like adults
	Treat employees as children


For further discussion, comments or questions – we invite you to contact Human Resources at 227-2330.  
