[image: image2.wmf]

PERFORMANCE

EVALUATION

JOB AIDS

Tips and Tools for Supervisors

Office of State Employment Relations

Division of Merit Recruitment and Selection

345 East Washington Avenue

[image: image1.wmf]
Madison, WI 53707-7855                               

(Revised 9/03)

Performance Evaluation Job Aids

Tips and Tools for Supervisors


Table of Contents

WRITING PERFORMANCE STANDARDS
18

BE CAREFUL OF THESE WORDS
19

CHARACTERISTICS OF GOOD STANDARDS
20

EXAMPLES OF GOALS AND STANDARDS
21

MONITORING PERFORMANCE
22

EVALUATING PERFORMANCE
24

PREPARATION FOR PERFORMANCE APPRAISAL SESSION
26

CONDUCTING A MAINTENANCE PERFORMANCE EVALUATION INTERVIEW
27

CONDUCTING THE REMEDIAL PERFORMANCE EVALUATION INTERVIEW
28

PERFORMANCE APPRAISAL CHECK LIST
29

GUIDELINES FOR GIVING FEEDBACK
32

REASONS WHY EMPLOYEES DON'T PERFORM
34

APPRAISING EMPLOYEE WITH A PERFORMANCE PROBLEM CHECK LIST
35

BASIC COMMUNICATION RULES
36

EMPLOYEE PERFORMANCE LOG
37




WRITING PERFORMANCE STANDARDS


(GOALS OR EXPECTATIONS)

Standards (sometimes called Goals or Expectations) are statements describing what an employee should accomplish during a report period.  They are usually:

· high priorities identified from the position description

· a special project or assignment

· the development or improvement of a specific knowledge

· the elimination or improvement of a personal style problem

Standards are statements for each goal of the conditions that will measure when the job is done satisfactorily.  There should be enough expectations (3-5) for each goal so that any reasonable person could understand exactly what is expected.  Expectations usually answer:

· how well?

· how much?

· how often?

· by when?

· to whose acceptance?

· to what standards or specifications?

· through what means?


BE CAREFUL OF THESE WORDS


WHEN WRITING PERFORMANCE STANDARDS


OR COMMENTS ABOUT PERFORMANCE
Timely



minimum


as needed

seldom



good



acceptable

accurate


improve


bad

increase


better



complete

normal



thorough


cooperate

appropriate


best



adequate

sufficient


major



fair

reasonable


important


satisfactory

know



high



be "..."

low



morale

Each of these words need a qualifier or more specific information which clearly defines or describes what is expected.  For example:

Careful Word






Better
Complete in a timely fashion.


Complete by October 21, 200X.

Increase output.
Increase output by 10% over the January 1, 200X production statistics.

Replace as needed.
Replace bearings on motor when wear exceeds 10% over manufacturer's specifications. 


CHARACTERISTICS OF GOOD STANDARDS

RESULTS OR BEHAVIOR ORIENTED
Standards should address performance not personality.

OBSERVABLE/MEASURABLE
There must be some evidence or means of measuring the performance.

REALISTIC
They should be attainable by any qualified, competent, and fully trained employee who has the necessary authority and resources.

SPECIFIC
They should enable both the supervisor and the employee to differentiate between acceptable and unacceptable behavior or results.

UNDER THE EMPLOYEE'S CONTROL
Should clarify accountability.

MEASURE OVERALL JOB PERFORMANCE
Standards should cover all significant aspects of the job.

FOCUSED
Standards should address significant aspects of the job.  They should also clarify priorities for the evaluation period, if priorities tend to vary with the time period.


EXAMPLES OF GOALS AND STANDARDS
	Preparation of appraisal reports to estimate the amount of compensation due property owners for acquisition of individual parcels of highway right of way.
	
	 1.
Prepare a written appraisal report for each assigned par​cel.

 2.
Quality of each appraisal will be j​udged against accepted ap​praisal standards by a qual​i​fied review appraiser; opin​ions of value must be reason​able and adequately document​ed by factu​al data.

 3.
Quantity of appraisals will be com​pared to the real estate staffing ma​trix which provides the average time required to complete each type of apprais​al.

	Provision of relocation assistance to individ​uals, families and busi​nesses.
	
	 1.
Relocations will be in accor​dance with the statutes and procedures outlined in the Re​location Manual.

 2.
Quantity of work or numbers of relocations will be measured or compared to the real estate staffing matrix, which gives the average time to perform the various real estate func​tions.

 3.
Complete these relocations by -/-/-.



	Improvement of understanding of engi​neer​ing concepts and terms.
	
	 1.
Develop an individualized trai​ning program with the district planning supervisor.

 2.
Efforts should involve techni​cal c​ourses at a vocational or university level and/or in-house on the job training.

 3.
Discuss with supervisor and describe plan in written form by end of quar​ter.



	Collection of field information for the annu​al  certification of town roads, village and city streets, and county trunk and forest road mile​age.
	
	 1.
Upon receipt of plat maps from central office, counties of X and Y are to be completed by -/-/- with interim reports filed to meet estab​lished de​partment deadlines.

 2.
Information gathered is to be identi​fied by appropriate func​tional classi​fication, includ​ing applicable road​way charac​teristics, and mileage with .2 mile accuracy.



MONITORING PERFORMANCE
Supervisors and employees must dis​cuss and identify the MANNER OF MEASUREMENT which will reflect the means and frequency of monitoring performance of the key responsibili​ties in relation to the performance standards.

Monitoring provides the data by which performance is ultimately evaluated.  It is important for the supervisor to monitor the employee's performance, not only to be able to do the performance evaluation itself, but also to be able to rein​force good performance or attempt to improve unsatisfactory performance soon after it occurs.

Monitoring can take several forms, depending upon the nature of the performance that is being evaluated.  For example:

1.
Reviewing work, either total output or samples.

2.
Observing employee work activi​ties.

3.
Reading reports, charts, time​sheets, work re​cords, logs, etc.

4.
Self-reporting on prog​ress by the employee.

5.
Surveying other units, the public or clients of services.

6.
Noting and investigating com​plaints and commenda​tions.

Some monitoring will be ongoing, designed to detect performance prob​lems in the early stages.  This might involve, for example, checking work samples or observing employee activities several times a day or several times a week.  Other monitoring may be at more widely spaced intervals, either regular monthly or quarterly re​views, or on an occasional random basis.  Generally, a new job or task requires more frequent moni​toring than recurring work done by an experienced worker, as does fol​low-up monitoring of less than sat​isfactory performance.

To allow the supervisor to effec​tively counsel and evaluate the employee, monitoring should be exact and the results should be recorded.  Monitoring must focus on the performance of the key responsibilities for which perfor​mance standards have been estab​lished.  In order to be able to monitor per​formance effectively, it is impor​tant that the supervisor plan ahead to ensure that the necessary logs, review reports or procedures are established within the work unit to reflect the necessary information about the employee's performance.  For example, if there is a quantita​tive standard of timeliness to be measured, then there should be a logging procedure which would con​tinually document the times when the key responsibilities are performed.  If there is a qualitative standard of client satisfaction with servic​es, then there should be a planned method for assessing the degree of client satisfaction prior to the evaluation period and near the com​pletion of the evaluation period.  If there is a percentage increase or reduction standard, there must be statistics which reflect the exist​ing volume of work or ratio or er​rors.  In other words, the establishment of specific and measurable performance standards are meaningless if the means of measurement are not also identified or established.

Monitoring should be conducted thro​ughout the evaluation period, with the supervisor noting observed employee performance which meets, ex​ceeds or falls short of the estab​lished level for acceptable perfor​mance.  No supervisor has the luxu​ry to wait until the end of the evaluation period to identify and correct performance problems.  It is poor management 

and often results in prob​lems that would have been easier to address and resolve if they have been identified at an early stage.  In preparing the annual evaluation, the supervisor can then review these notations to make an evaluation of the employee's overall general performance of each of the key responsibilities.

The intent of the monitoring process is not to increase the amount of paperwork necessary to document performance.  In many instances, the supervisor may realize that this documentation of performance is already available through a number of avenues in place within the work unit.  The intent is to ensure equitable and consistent evaluation and treatment.

Supervisors should communicate the purpose and intended frequency of planned monitoring activities to the employees.  The emphasis of the moni​toring should be on the improvement of an employee's performance, not on trying to "trip up" the employee to show the employee in a bad light.  If poor performance is the issue, and counseling and remedial training have not been effective, then the supervisor should initiate progres​sive discipline rather than main​taining a frequent monitoring review that could be construed as harass​ment.

Two other significant points also bear discussion.  First, it is best if the supervisor can establish more than one performance standard for each key responsibility, so that the two standards can counter-balance each other.  Particularly if the established standard is qualitative, it is useful if the supervisor use some form of quantitative measure as well.  When establishing quality standards, it is important that the expectations include references to established standards, if they exist.  If they do not exist in the general occupational area, then it is in the supervisor's 


and the employee's best interest if they estab​lish a formal written work procedures and standards for the work unit.  In this manner, the employee understands what is expected and will better accept the supervisor's "quality review" of his or her work in this manner.

Again, the intent of monitoring performance is not to establish a number of hurdles that the employee's performance must leap in order to achieve acceptable levels.  It is also not required that the supervi​sor spend all hours of the working day involved in various checks and counter-checks on the employee's performance.  What is important here is that the supervisor not rely on judgement or opinion that is subjec​tive because it has no established objective base of comparison.

The other point is that the review of work output or the observation of the work activities should be con​ducted in an objective and unbiased manner.  For example, if the supervisor only observes an employee's performance just before the end of the day, he or she would probably not be obtaining a complete sample of the employee's work.  If the supervi​sor always checks the employee's rate of errors but only notes the in​stances when the rate exceeds the acceptable levels, this is inappro​priate and will result in a misleading picture of the employee's overall performance.

It is also important to note that the more the employee is involved in the identification of performance standards and the means by which they will be measured, the more the employee will work to meet those standards and accept the results of the measurements.  This means a better and more productive work force, which reflects positively on the supervisor.


EVALUATING PERFORMANCE
1.
WERE GOALS MET?  Evaluate behav​ior and results against the per​formance standards established and agreed upon ahead of time.

2.
IF YES, BE SURE TO RECOG​NIZE ACHIEVEMENT.

3.
IF NO, STANDARDS WERE NOT MET, WHY NOT?  CONSIDER THESE PROB​LEMS:

a.
Position Description not accurate.

b.
Standards unreason​able or unrealistic under the cir​cum​stances.

c.
Standards ask for re​sults which are not under the employee's control.

d.
Standards not mea​sur​able/too subjec​tive.

e.
Lack of feedback -

Does employee realize that they are not per​forming as ex​pected?

Does he/she know what should be done?

Does he/she know when to do it?

f.
Lack of knowl​edge/skills 

Does employee know how to do expected task?

Does the task re​quire sever​al skills?

Which skill is defi​ci​ent?

g.
Lack or resources ... time, equipment, etc.

h.
Obstacles in the process ... compet​ing tasks, conflict​ing priorities, inefficient pro​ce​dures, etc.

i.
Negative consequenc​es for performing well ... addi​tional expectations with no reward, removal of resources, peer crit​icism, etc.

j.
Positive consequenc​es for performing badly .. reassign​ment of work from poor performers to good performers.

4.
PROBLEM SOLVE WITH EMPLOYEE TO REMOVE BARRIERS TO GOOD PERFORMANCE.

5.
WHAT DOES EMPLOYEE NEED TO DO TO GAIN KNOWLEDGE AND SKILL TO IMPROVE PERFOR​MANCE?  Develop individu​al training goals and plan.  May include class​es, team​work with other employee, different work experiences, etc.

6.
WHAT DOES EMPLOYEE NEED TO GROW ON THE JOB AND IN THE ORGANIZATION?  Does employee want assistance in develop​ing a career plan?

PREPARATION FOR

PERFORMANCE APPRAISAL SESSION

1.
Make a list of all objective data that you have about your employee.  You need to keep good records because you need facts and figures to support your statements.  Keep in mind that "traits" you observe must be directly linked to the accomplishment or failure to meet a performance standard.  For example:  "ability to get along with co-workers."  You need to determine whether this is a job related requirement or a personal preference.  What records are needed?  Some examples:

QUALITY:

Frequency of errors; rework rates; accuracy; attention to detail; following specifications, guidelines statutes, etc.

QUANTITY:

Compared to work standards, as much as expected?  Vary from day to day? etc.

DEPENDABILITY:

Absenteeism and tardiness rates and its direct effect on the accomplishment of job responsibilities; ability to meet deadlines, follow instructions, relay information accurately, etc.

SAFETY CONSCIOUSNESS:

Use of protective equipment; knowledge of and adherence to safety regulations; behavior around machinery; etc.

ADAPTABILITY:

Willingness to accept required changes; ability to learn new jobs or methods, etc.

ATTITUDE:

Cooperativeness; motivation; willingness to accept extra work or special responsibilities; getting along with co-workers, supervisor, public; accepting correction; need of supervision, etc. [Again - these must be directly linked to a performance standard!]

2.
Make a list of all objective data you have.

3.
Make a list of subjective data you have, listing the sources.

4.
List the weaknesses and strengths of the worker, giving specific instances where these were exhibited.


CONDUCTING A MAINTENANCE

 PERFORMANCE EVALUATION INTERVIEW

Purpose:
To evaluate performance of an employee performing in the manner required or higher who has reached his or her full potential.

Key Steps:

1.
Review purpose of meeting and what you expect to accomplish.

2.
Review actual level of performance with performance standards citing examples and recognizing contribution to unit.

3.
Ask employee for comments, obstacles, and suggestions for improving task performance and unit operation.

4.
Write down appropriate ideas.

5.
Discuss employee development possibilities and set tentative employee development objectives.

6.
Set time and date to establish next year's performance standards and finalize employee development plans.

Note:  A Revision Performance Review is similar except that you describe how the Key Responsibilities or Performance Standards will be changing for future evaluations.

CONDUCTING THE REMEDIAL

 PERFORMANCE EVALUATION INTERVIEW
Purpose:
To evaluate performance of an employee not meeting one or more critical standards.

Key Steps:

1.
Review the purpose of the meeting and express what you expect to accomplish.

2.
Review actual performance against standards identifying with examples where performance falls below satisfactory level.  Note:  employees who fall in this area have not met one or more standards.  Be sure to reinforce with positive feedback the standards that they are meeting.

3.
Ask employee why performance is below satisfactory, and for ideas for improvement.

4.
If it appears that a personal problem is the reason for poor performance, refer the employee to the Employee Assistance Program.

5.
Write down appropriate ideas.

6.
Discuss consequences of unsatisfactory performance.

7.
Agree on specific improvements that must take place and develop a corrective action plan with target dates.

8.
Discuss employee development possibilities and set tentative employee development objectives.

9.
Set time and place to establish next year's performance standards and finalize employee development plans.


PERFORMANCE APPRAISAL


CHECK LIST FOR SUPERVISORS
The following check list is designed to guide the supervisor in preparing, conducting and following through on employee appraisal discussions.

PERSONAL PREPARATION
___
I have reviewed mutually understood expectations with respect to job duties, projects, goals, standards and any other pre-determined performance factors pertinent to this appraisal discussion.

___
I have observed job performance measured against mutually understood expectations.  In so doing, I have done my best to avoid such pitfalls as:

-
bias/prejudice

-
the vagaries of memory

-
over attention to some aspects of the job at the expense of others

-
being overly influenced by my own experience

-
trait evaluation rather than performance measurement

___
I have reviewed the employee's background including:

-
skills

-
work experience

-
training

___
I have determined the employee's performance strengths and areas in need of improvement and in so doing I have:

-
accumulated specific, unbiased documentation that can be used to help communicate my position

-
limited myself to those critical points that are the most important

-
prepared a possible development plan in case the employee needs assistance in coming up with a suitable plan

___
I have identified areas for concentration in setting goals and standards for the next appraisal period.

___
I have given the employee advance notice of when the discussion will be held so that he/she can prepare.

___
I have set aside an adequate block of uninterrupted time to permit a full and complete discussion.

CONDUCTING THE APPRAISAL DISCUSSION
___
I plan to begin the discussion by creating a sincere and open, friendly atmosphere.  This includes:

-
reviewing the purpose of the discussion

-
making it clear that it is a joint discussion for the purpose of mutual problem-solving and goal setting

-
a plan for putting the employee at ease

___
In the body of the discussion I intend to keep our focus on job performance and related factors.  This includes:

-
talking job requirements, employee strengths, accomplishments, improvement needs, evaluating results of performance against objectives set during previous reviews and discussions

-
being prepared to cite observations I have made for each point I want to discuss

-
encouraging the employee to appraise his/her own performance

-
using open, reflective and directive questions to promote thought, understanding and problem solving

___
I will encourage the employee to outline his/her personal plans for self development before suggesting any ideas of my own.  In the process, I will:

-
try to get the employee to set personal growth and improvement targets for him/herself

-
strive to reach agreement on development plans which spell out specifically what the employee intends to do, the time table and the support I am prepared to give

___
I am fully prepared to discuss work assignments, projects and goals for the next appraisal period and have asked the employee to come prepared with his/her suggestions.

___
I will review the employee's Position Description and note any changes needed.

CLOSING THE DISCUSSIONS
___
I will be prepared to make some notes during the discussion for the purpose of summarizing agreements and follow up.  In closing, I will:

-
summarize what has been discussed

-
show enthusiasm for the joint plans that have been made

-
give the employee an opportunity to make additional suggestions

-
end on a positive, friendly, harmonious note

POST-APPRAISAL FOLLOW-UP
___
As soon as the discussion is over, I will make a record of the plans made, points requiring follow up and the commitments I made with a copy for the employee.

___
I will also evaluate how I handled the discussion.  This evaluation will include:

-
What I did well

-
What I could have done better

-
What I learned about the employee and his/her job

-
What I learned about myself and my job

GUIDELINES FOR GIVING FEEDBACK
1.
DEFINITION
Feedback may be defined as communication to an individual (or a group) that gives that person information about the effect they have on a situation or on other people.

It may be verbal or nonverbal in form, positive or negative in content, constructive or destructive in its effect on the receiver and on the relationship between the people involved.

2.
IMPORTANCE
There is a great deal of evidence that feedback is one of the most important influences on a person's behavior.  Whether we realize it or not, we all give feedback and as supervisors it is critical to learn to do it in a manner that enhances both the person's job performance and the general atmosphere in the work unit.  That the information we send be accurate is, of course, the first consideration.  In addition, however, it is important to send the message in such a way that it can be used and not rejected by the receiver.

3.
HOW TO'S
The guidelines that follow will help you to give feedback in a way that the person receiving it can hear it in the most objective and least distorted way possible.  Then they can understand it and choose whether or not to use it to change their behavior.

USE VERBAL FEEDBACK ON BEHAVIOR EVEN IF NONVERBAL IS POSITIVE AND FREQUENT.  Employees want and need the reassurance that they are reading the nonverbal communication correctly --- whether your smile means: "you're doing great," "your doing better than most beginners" or "you'll catch on eventually."

FOCUS FEEDBACK ON BEHAVIOR RATHER THAN ON PERSONALITY.  It is important that we talk about what a person does than about what we think he is.  It is less threatening to a person to hear comments about his or her behavior than about his or her being.  For example, we could say that a person is inconsiderate (saying what we think the person is) or we could say that the person "doesn't pick up telephone messages or return phone calls causing others additional work."

FOCUS FEEDBACK ON DESCRIPTION RATHER THAN JUDGEMENT.  In describing we tell what we saw.  In judging we give our evaluation of what happened in terms of whether we think it is good or bad, right or wrong, nice or not nice.  Although part of a supervisor's job is evaluation, the verbal message should separate out the evaluation and the description that supports that conclusion and also should make clear that the evaluation is the supervisor's opinion rather than "the truth."

For example, rather than saying "this is a terrible report," we could say "this report does not have the facts that I asked you for," or "this report has grammatical and spelling errors."

MAKE FEEDBACK SPECIFIC RATHER THAN GENERAL.  If the feedback  is specific, the receiver knows what behavior to continue or change.  For example, instead of saying "these folders are not arranged correctly," we could say "I'd like these arranged chronologically instead of alphabetically."

FOCUS YOUR FEEDBACK ON BEHAVIOR WHICH THE RECEIVER CAN DO SOMETHING ABOUT.  To be useful, feedback should be aimed at behavior that is relatively easy to change.  Feedback on things that are difficult or impossible to change only frustrates a person.

TIME YOUR FEEDBACK CAREFULLY.  Generally, feedback is most useful if it is given as soon as possible after the event.  For one thing, it is more difficult for the person to remember specifically what they did a month ago than an hour ago.  For another, the lack of feedback has already given the message that the situation (for better or worse) doesn't concern you very much.

However, when giving immediate feedback, it is necessary to keep in mind a person's readiness to receive it.  To give negative feedback about job performance at a point where a person is clearly upset about some personal problem is not likely to result in a constructive discussion or a change in behavior.

PICK A PLACE THAT IS APPROPRIATE.  Giving and receiving feedback may elicit emotional reactions.  Excellent feedback given at the wrong time or the wrong place may do more harm than good.  A general rule is to praise in public and criticize in private.

IN GIVING FEEDBACK, CONSIDER THE NEEDS AND ABILITIES OF THE RECEIVER.  Give the amount of information the receiver can use (which may very well be less than the giver has to give).  Feedback can be destructive when it makes the sender feel better but doesn't consider the needs of the receiver to process, understand and have some time to apply the information.

CONSIDER FEEDBACK A SHARING OF IDEAS AND ALTERNATIVES RATHER THAN GIVING ADVICE OR IMPOSING RULES.  Although in many cases, it is necessary for supervisors to give feedback which has not been requested, it is important to remember that feedback is best received when it has been asked for.  Therefore, consider carefully which behavior of an employee is it important to comment on and why.  If we take an approach of sharing our ideas and information and allowing the other person to decide how to use those ideas in the way best for them, we are more likely to get that person's cooperation.

CHECK TO SEE IF THE RECEIVER HEARD WHAT YOU MEANT TO SAY.  If the information is important enough to send, make sure the person understands it.  One way of doing this is to say "I'm wondering if I said that clearly enough.  What did you understand me to say?"  or "This is what I hear you saying.  Is this right?"


REASONS WHY EMPLOYEES DON'T PERFORM
1.
They don't know what they are supposed to do, when to begin it, when to end it, or what the finished product is sup​posed to look like.

2.
They don't know how to do it.

3.
These are obstacles be​yond their control - mate​rial or equipment short​age, not enough time, etc.

4.
Personal limits, wrong person in the job - they could never do it.

5.
They don't know why they are supposed to do it - they don't understand the benefits or pain to the organization or them​selves if they do it or don't do it.

6.
No negative consequence for not doing it - they continue to perform badly but no action taken by management.

7.
There is a positive con​se​quence to them for not doing it -  someone else will do it if they don't.

8.
There is a negative con​se​quence to them for doing it - they will get more of it (the more they do, the more they get).

9.
There is no positive conse​quence to them for doing it - no one ever says thank you.

10.
There is no consequence wheth​er they do it or not - it is not a needed or important task.

11.
They don't think it will work - no one has even tried to convince them that it can work.

12.
They think their way is better - no one has ex​plained that it is not.

13.
They think something else is more important - no one has explained the difference or priorities.

14.
They think they are doing it - no one has told them they are really not.

15.
Personal problems - no one has recognized the real cause and has of​fered an employee assis​tance referral.


CHECKLIST FOR APPRAISING


EMPLOYEE WITH A PERFORMANCE PROBLEM
Did I:
1.

Set the tone at the beginning of the inter​view?

2.

Explain the purpose of the interview and what course the interview would follow?

3.

Go over the written appraisal and ex​plain the comments?

4.

Successfully let the employee know where he/​she stood, using docu​mentation where neces​sary?

5.

Get to the root of the problem?

6.

Actively listen to the employee about the employee's per​ception of the prob​lem?

7.

Develop an awareness in the employee of the part he/she plays in the problem?

8.

Clearly state the re​quirements for improved performance by the employee?

9.

Get a commitment from the employee about making the changes suggested?

10.
Set a target date for meeting the proposed require​ments?

11.
Set a follow-up interview for as​sessing the changed and improved perfor​mance?

12.
Seem to develop a better un​derstanding of the employee?


BASIC COMMUNICATION RULES TO USE


IN DIFFICULT


PERFORMANCE REVIEW SESSIONS

1.
Before responding in a conflict or stressful situation, paraphrase what you have learned in terms of what was said (in terms of both content and affect).

2.
Be an active listener - respond physically by facing the employee and by establishing eye contact.  Don't glance around the room or stare off into space.  Keep your eyes on him/her and show that you are genuinely interested.

3.
Don't interrupt.  Your employees are fully aware that your experience is usually broader and your job more involved.  Control the urge to offer this valued information.  Instead, listen carefully - you might learn something.

4.
Listen without evaluating.  Don't try to judge the "goodness" or "badness" of what the other person is saying - just try to see the world as they see it.

5.
Don't project motives on other people, in other words to attempt to determine why they are telling you what they tell you - just try to understand what they have said.

6.
Use "I" statements when you speak, but don't just say "I."  Try to think from the "I" position by recognizing that what I say is only my opinion or thoughts and that you cannot speak from other people.  Don't beat upon employees by using the corporate "we" as your army.

7.
Use an affective verb such as "I feel," or "I sense," etc.  Try to get in touch with your own emotions.

8.
Be careful with questions, don't use them to probe for motives, etc. - only use them to clarify what has been said.  Check yourself to see what your motivation is for asking a question.  Further, in asking questions, stay on the subject and help the employee clarify themselves, through the use of questions.  It's also a way for the manager to guide and control the situation.

	EMPLOYEE PERFORMANCE LOG

	Evaluation Period:  From:                                      To:

	Employee Name:
	Title:

	Supervisor's Name:
	Title:

	Date:

	Performance Reference:
	Comments:
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