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1. Introduction 

It’s the end of the holiday season and you have just received an email from the human resource 
department of your company informing of the annual appraisal process that must be completed 
for your team by a certain date. Being the appraiser is no bed of roses.  While you may have been 
through the process several times before both as a supervisor and an employee, upon reading the 
mail you are left feeling a mixed bag of emotions - anxiety, anticipation and maybe even a sense of 
impending confrontation with some of the team members.   

Evaluating employees on accomplishments for the year gone by vis-à-vis the targeted goals could 
prove to be a relatively easy task when the results are quantifiable. But establishing which among 
them succeeded in delivering above and beyond the ‘call of duty’, to truly add value to business 
and therefore merits the best appraisal score, can be challenging.  While organization policies and 
your personality as a manager play an important role in the way you approach the appraisal 
process, the actual discussion itself can be a tough balancing act.  Assessing a member of your 
team, whilst boosting morale and managing expectations, requires a great degree of planning.  In 
fact, the true purpose of an evaluation is not only to apprise the individual of their performance, 
but also communicate the likely outcome of the appraisal process – increments, promotion and 
future goals. 

As the team leader, you will undoubtedly be faced with the arduous task of evaluating 
performance of your team members’ vis-à-vis each other.  Regardless of you wanting to recognize 
every performing individual on the team, the ‘Bell-Curve’ will eventually raise its ugly head and 
only a handful can be rewarded, especially with the threat of downsizing looming over many 
companies.  

Given the obvious sense of discomfort for both the assesse and the assessor, not to mention the 
flak that performance appraisal draws in most organizations, you may be tempted to think - do 
you as a manager need performance evaluations? Isn’t there a simpler way of doing things? The 
fact remains, what gets measured, gets produced and evaluations help put things in perspective 
for all involved.  

Performance appraisal ratings offer a standardized, non-discriminatory and transparent 
approach for identifying employees who have been instrumental in the success of the company in 
the year gone by.   For large organizations, performance appraisals are the bedrock for identifying 
future leaders, weeding-out slackers and aligning employees to future goals of the company.  So 
as a team manager (and an employee yourself), performance evaluations will continue to be a 
regular feature of your professional life.  As employees aim to put their best foot forward in 
projecting achievements, as a manager you need to be prepared to execute an almost clinical 
assessment. This necessarily means documenting all work-related information versus the defined 
goals and preparing for not only ‘what’ you are going to say but also ‘how’ you are going to say it.   

 

To lead people, walk behind them." 
−Lao-Tzu 
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Performance appraisals are one of those rare opportunities to not only assess performance of 
individual members, but also to gain insight into each employee’s goals and ambitions, motivating 
factors and identifying measures needed to help them perform better. Yet, as per a 2012 survey 
by Cornerstone OnDemand on the American job market, 66% of employees do not receive useful 
feedback from their manager.  If you are a manager reading this report, then we are going to help 
you buck this trend of the uninvolved leaders. 

For a manager an effective performance appraisal can be broken down into three crucial stages as 
indicated by the flow chart below. This e-book has been designed to help you successfully 
complete the appraisal process at each stage.  

 

2. Step 1: Preparing for the Appraisal Discussion  

When you pitch business to a new client, you are excited at the prospect of making a sale. To 
achieve this you carefully research, document every piece of information that can possibly help 
convince the client; and when you finally bag the contract, it’s time for some fist-pumping action. 
Now transport back in time to the last appraisal cycle and answer this question truthfully - were 
you as well prepared and enthused about meeting your team member to discuss their 
performance?  

Here’s what you need to know – employee performance appraisals are as vital, if not more so, than 
any client meeting, that you will be a part of in the course of menthe business year.   The overall 
performance of your team will be as good as its weakest link and performance appraisals give you 
the opportunity to remedy that and reward performers.   

   To be successful at performance appraisal, we recommend you follow the following formula: 

 

Let’s quickly move forward and find out more! 

 
Out of Clutter, find Simplicity. From Discord, find Harmony. In the middle of Difficulty Lies Opportunity 

− Albert Einstein 
 

Step1: Preparing for 
the appraisal 

Step2: Handling the 
appraisal discussion 

Step3: Follow-
through 

5  Do's 
Keep 

Emotions 
in Check 

Set the 
scene 

Preparing 
for 

discussion 
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2.1   Five Do’s for Managers  

i. DO Hold regular feedback sessions  
Achievers an employee engagement specialist, conducted a survey in 2012 of 1800 American 
employees.  Almost 90% of employees surveyed stated that they wanted feedback to be given to 
them on the spot, weekly, bi-weekly or monthly basis; with 61% wanting feedback to be given as 
soon as the event occurs.  Only 24% of employees stated that their managers gave them online 
feedback.  Clearly there is a huge gap in what employees expect and managers deliver.  
Instead of relying on an organizational diktat to indulge in a two-way communication with your 
staff, be proactive and fix reviews every couple of months.   

Again drawing on the analogy of dealing with clients, we make it a point to go back and check for 
satisfaction levels.  Well the same applies to you and your team members. Holding regular 
‘satisfaction sessions’ with your team, will help achieve goals in a targeted manner. It will also 
give you an opportunity to reiterate vision for the team, assess if tasks need to be re-assigned or if 
individual goals should be realigned to current organizational realities (of course this should not 
be done too often and only after careful consideration). 

ii. DO understand the review process 
Regardless of how many appraisal cycles you have experienced, if you are new to the 
organization, take the time to understand the appraisal process and the performance scoring 
parameters. For instance what qualifies for delivery beyond expectations – is it achievement of 
110% of the targets set or 130%?  The last thing you want is for the HR department axing scores 
that you have already communicated to your employees.  Understand your empowerment in 
being able to commit rewards and recognition during the appraisal discussion. We recommend 
that you also seek clarifications from the HR advisor, instead of relying solely on experiences of 
your colleagues who may have gone through the process.  Performance appraisals can be a tricky 
business, so avoid making any mistakes. 

iii. DO Document ‘ hits and misses’ of each individual 
If you are reading this at the start of the year, congratulations – you already have an edge!  
Maintain a tracker of all that your department has accomplished during the month, along with 
broad achievements of each individual against defined goals.  While this may seem like a lot of 
administrative work, but do this religiously at the beginning of each month and come appraisal 
time you would already have the information for confidently assessing performance of each 
member of your staff.   
Most likely your organization has an annual performance review form for managers. Take the 
time to fill in every detail. If you lack data on a particular employee, then review all your emails 
and desktop folders, project trackers, minutes of meetings and business reports for information.  
You should be able to corroborate every fact stated in the discussion with available emails and 
other notes. Also access the previous year’s appraisal report for the employee to review the 
improvement areas identified and progress made since. 
 
Follow effective action with quiet reflection. From the quiet reflection will come even more effective action−Peter 

Drucker 
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As managers we can at times get side-tracked by recent performances or by turn of events.  For 
example, the employee brings in a major new account or the focus of the company shifts to 
another segment.  However the employee must be adjudged basis performance all through the 
year against defined goals.  Likewise if the employee is superbly efficient on one aspect of the 
business, that cannot outweigh poor performance in other aspects.  Identify areas of 
improvement for each employee with specific examples for discussion. 
 

iv. DO not procrastinate 
 Before you shake your head and say, “Come on tell me something I don’t already know”, the fact 
of the matter is that most managers fail to devote sufficient amount of time to the preparation 
phase. And this is simply because they keep postponing the effort in favor of a meeting that 
appears to be more important or time bound, pushing the performance review dangerously close 
to the final submission date; resulting in a last minute hurried appraisals. 

If you’ve soaked in the points discussed thus far, you have no doubt realized that performance 
appraisal is an exercise that merits your full attention and needs to be done in a studied manner.  
For instance, if you are managing remotely, then a 360 degree feedback can be most effective for 
assessing the individual’s ability to work with various stakeholders.  

The adage ‘people don’t leave companies they leave bosses’ is more prevalent than is 
acknowledged in most organizations. A 2009 report by Deloitte pegged the average cost of 
recruiting and training a new employee at 2.5 times that person’s salary. Use the appraisal 
process as a valuable opportunity to engage your existing employees. Most of all give them the 
respect they deserve by carefully evaluating each aspect of their performance.  

Bottom line - finish your appraisal discussion a month in advance and submit the final assessment at 
least two weeks before the appraisal deadline.  
 

v. DO Space out your appraisal sessions well 
As a manager, while you may wear many hats and multiple employees to review, here’s the thing - 
for each employee you are the sole custodian of his / her future in the company. They are relying on 
you for the most part to make their presence felt.  This means that each appraisal session you 
conduct needs to successful one not only from the point of recording feedback, but in being able 
to identify future goals.  You need to bring your passion and enthusiasm into the room for 
discussion as well as be prepared to hear out a potentially emotional employee.  To have the 
energy and the focus to do that, ensure that you space out your appraisal sessions; with 
preferably not more than two sessions a day. Schedule the sessions in the morning or mid-day; 
but certainly not towards the fag end of your business day. 
 
Also, before you start the performance appraisal for the team, it is important to meet your own line 
manager to get an understanding of the future course for your business. You will need this insight 
for defining goals for the team during the appraisal discussion. 
 

As we express our gratitude, we must never forget that the highest appreciation is not to utter words, but to live by 
them −John F. Kennedy 
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2.2   Keep Emotions in Check 

Despite your articulate planning, the actual appraisal discussion could very easily be derailed by 
emotions – anger, hurt, surprise.  Most employees dread the evaluation discussion, where they 
know their work is going to be ‘sliced and diced’ and so naturally emotions run high.  Appraisals 
can move can very quickly from being a discussion to an all out confrontation stemming from 
differences of opinion between yourself and the employee. This is why we recommend ‘keeping 
emotions in check’ as the 6th important ingredient for being successful at performance appraisal. 

Thomas Edison the famous inventor is known to have said, “I haven’t failed; I just found 10,000 
ways that don’t work”. Motivating stuff this! What if Mr. Edison was an employee on your team 
and threw this back at you during the appraisal discussion? Perhaps as a boss you’ve heard 
stranger explanations for non-performance. How do you keep your emotions from getting the 
better of you if things don’t exactly go as plan during the appraisal meeting? 

Here are some tips to keep emotions in check: 

Go in with an open mind: This means listening to what your employee has to say. While the 
appraisal discussion can be a bitter-sweet pill, avoid becoming defensive or overreacting to 
statements made.  Embrace yourself for some criticism to be hurled at you on your ‘lack of 
managerial skills’.   

Don’t lose your objectivity:  You can’t please everybody all the time and this will certainly apply 
to the appraisal discussion as well.  Go in mentally prepared to address objections with facts and 
figures.  

Involve a neutral third party: Involving an HR partner as part of the discussion can help keep 
emotions in check on both sides of the table 

Prepare your employees: Regular feedback will help employees have a fair idea what to expect 
when they walk into the room. Inform all employee at least a week in advance of the scheduled 
date and time for the appraisal discussion, allowing them enough time to prepare for the 
discussion.  They need to come to the session with a self-assessment basis the organizational 
annual performance format. 

Understand employee expectations: In the months preceding the appraisal indulge in informal 
chats with employees to understand their expectations. Go into the appraisal room with answers 
to at least some, if not all, of them. 
 
 
 
 

Surround yourself with the best people you can find, delegate authority, and don't interfere as long as the policy you've 
decided upon is being carried out. — Ronald Reagan 
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A productive performance appraisal is a two way-street. For the process to be truly fruitful make 
sure you go into each appraisal discussion well equipped with facts as well as in the right frame of 
mind.  
Handling emotions 
Despite your best attempts to keep emotions in check, the appraisal discussion could very well 
involve emotional outbursts such as crying, shouting, walking away or the person going 
completely silent.  If the employee seems upset, then taking a break from the discussion, allowing 
them to recompose themselves would be a good idea. If the employee becomes non-responsive 
during the course of the discussion, then remind the employee that it’s important that the 
appraisal be a two-way discussion so that things may be set right or improved in the future.  
If the employee raises his voice, don’t shout back; talk calmly and firmly.  Should the situation 
persist, then cancelling the discussion may be appropriate. If the employee walks away from the 
table, then don’t try to get them back for discussion the same day. In either of these last two 
scenarios allow the employee a day or two to ponder over their action and reschedule the 
discussion with preferably an HR partner in the room. 

2.3 Setting the Scene for the Discussion 

Now that we have delved on the ‘how’ of preparing for the appraisal discussion, let’s also discuss 
the ‘where’ of it.  You don’t have to be a Feng Shui expert to know that the environment (physical 
conditions) of any business meeting play an important part in determining just how receptive the 
other party is going to be to your ideas.  So here’s what you need to ensure. 

i. Privacy 
Imagine that your boss has a glass cabin and he decides to conduct your appraisal at his desk.  You 
walk in, painfully aware that everyone behind can see you, the expressions on the face of your boss 
and maybe even overhear what’s being discussed. You begin to feel like a monkey in a zoo, with 
your colleagues enjoying the show! When you come out of the appraisal discussion, one colleague 
says, “Looks like your appraisal didn’t go too well”.   Get the picture? 
If possible do the appraisal in a setting that allows for privacy of discussion.  If you sit in a glass 
cabin or open workstation, then plan ahead and book the office conference room  or maybe even 
request a colleague who has a more private office space, to conduct the appraisal. The appraisal 
should be a two-way communication and the setting could greatly influence the level of comfort of 
the employee feels in partaking in the discussion. 
 

ii. Avoid interruptions 
During the meeting ensure that neither the employee nor you are disturbed by phone calls or by a 
colleague barging into the room. Inform your own boss that you will be unavailable during this time 
to avoid any unnecessary interruptions. Putting a ‘do not disturb’ sign on the door and mobile 
phones in the silent mode can help ensure a focused discussion. 
 
 
 

Leaders don't create followers; they create more leaders-Tom Peters 
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iii. Seating 

The seating in the room can also influence the mood of the discussion. Avoid sitting behind a large 
desk; it will only make the employee feel as though he’s transported back in time and in front of the 
school principal.  If you have to sit at a table, then sitting adjacent to each other would appear less 
confrontational; also symbolic in some ways as it gives the message – ‘we are on the same side of 
the table’!  Seats should be at the same height so as to not create any unnecessary impression of 
higher authority or power over the employee.  

iv. Don’t make the setting too informal 
While productive appraisals call for the setting to be comfortable and offer some degree of 
informality (as discussed above), taking the appraisal discussion out of the business environment, 
to a pub or a restaurant, may not be the best idea.  Doing so somewhat downplays the seriousness 
of the discussion. All said and done, the appraisal is a business meeting and should be conducted in 
a suitable environment – preferably in an office cabin or conference room.  
 

v. Handling marginal employees 
As recommended earlier, if you feel that the appraisal may turn confrontational because you are 
appraising a marginal performer ( a person who is being rated 1 or 2 on a 5 point scale), then it may 
be apt to ask your own line manager or the HR partner to join in the discussion. Also, in such a 
scenario disregard rule number (iii) on seating. For this discussion sitting behind a desk and 
establishing authority may be the better idea. Be ready to handle confrontation and being mentally 
fatigued after such a discussion. It is advisable to schedule such a sessions as the last the 
performance reviews. Carry relevant documentation into the meeting highlighting specific lapses/ 
failures that have led to the employee being rated poorly. 

Remember the 80:20 rule of management – 20% of your actions will give you 80% of the desired 
results.  Performance appraisal is one of those 20% items which will be critical to the overall success 
of your team and we dare say your own future assessment.  So make sure you invest wisely in the 
whole process.  
 
Now that you are equipped with information on the preparation phase, let’s move forward to the 
next crucial step - the appraisal itself! 
 
3. Step 2: Handling the Appraisal Discussion 

The proof of the pudding is in the eating. For your employees the pudding may largely be about the 
expected financial rewards and career growth path at the end of the appraisal cycle. For you as the 
manager, the appraisal discussion is the perfect opportunity to layer the pudding with several 
toppings.  
 
 
 

Leaders need to be optimists.  Their vision is beyond the present - Rudy Giuliani 
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Every employee’s appraisal must cover the following: 
• Review employee performance  
• Determine goals for the year ahead 
• Identify training and other support items needed to successfully perform on the job 
• Discussion on  individual’s compensation and other benefits  
• Employee appreciation 

 
Let’s explore these components further. 

 

 
 
3.1 The Assessment Itself 
An appraisal is not the platform to castigate an employee; neither is it recommended that you skirt 
the difficult issues of non-performance. During the appraisal discussion you will need to strike a 
balance between appreciating good performance and highlighting the areas of underperformance.   

Here are the key pointers for the actual discussion. 

• It is important to set the tone of the meeting at the start by informing the employee that the 
appraisal will be a two-way discussion. At the very least the employee should be doing 50% of 
the talking. During the course of the discussion, it is important to be aware of your body 
language, which means direct eye contact, literally no finger pointing and smiling every now 
and then to put the employee at ease.  
 

Remember the difference between a boss and a leader; a boss says "Go!" a leader says "Let's go!" -E.M. Kelly 

 

Scope of 
Discussion  

1.Assess  
performance 

2. Determine 
Future Goals 

3. Develop a  
Training Plan 

4. 
Pay & 

Benefits 

5. Employee  
Appreciation 
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• Then begin review of performance as per each goal.  Look at the self-assessment sheet 
prepared by the employee as well as key points of discussion jotted down during the 
information gathering phase. There is most likely to be a difference on each point, which is 
where you need to clarify your assessment by stating facts and events that have occurred in 
the course of the year. On the rare occasion that an employee under-estimates his or her 
performance, you must adjust their ratings rather than letting it pass as an opportunity to push 
them down the bell-curve without opposition. 

• During the entire discussion you must stick to facts, both while highlighting achievements and 
raising non-performance concerns.  Avoid general statements and don’t discuss issues which 
you cannot substantiate.  It can be hard to give negative feedback, but it’s an important part of 
your job. Don’t underplay the concerns by not emphasizing them enough and at the same time 
avoid aggressive words/ body language.  Lay the facts on the table and give the employee 
adequate opportunity to respond.  Disciplinary issues such as unplanned leaves and 
punctuality should be discussed as and when they occur.  Don’t use the appraisal discussion to 
harp on these aspects; the bottom line is that if the employee took too many days off, they are 
unlikely to have achieved some key goals, and that is the fact you need to focus on during the 
discussion.    

• Recognize improvements since the last appraisal cycle, which may or may not be part of the 
current goal sheet. Make the employee realize that you truly value the efforts put in and how 
much their work is appreciated. 

• Don’t draw comparisons between different members of the team during the discussion.   The 
appraisal is about the individual’s performance vis-à-vis defined goals and not vis-à-vis 
someone else’s performance. 

• Seek the employee’s views on ways of improving performance. In fact this agenda can be 
informed to the employee prior to the actual discussion, so that they come well prepared to 
present ideas that are feasible and cost effective.  Be a patient listener and at the same time 
don’t commit to any of the ideas during the actual session, but note them down for 
consideration during the follow-up stage of the appraisal process. Thank the employee for the 
suggestions given. 
During the entire discussion, remember that your relationship with the employee needs to 
continue to be productive well beyond the appraisal discussion.  Therefore, don’t say or do 
anything which may damage the work relationship. 

3.2 Determine Future Goals 
Performance appraisals are all too often about the past, when in fact they offer the perfect 
platform for the manager and the employee to assess expectations and charter the course for 
the future.  Goals are an important part of the sense of achievement and satisfaction that 
employees derive from their work. The tempo for goal setting can be set by asking the 
employee what are their short term and long term aspirations, seeking suggestions on how 
productivity could be bettered and what goals they would personally like to focus on in the 
coming year.  
 

The best executive is the one who has sense enough to pick good men to do what he wants done, and self-restraint 
enough to keep from meddling with them while they do it. —Theodore Roosevelt 
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It is important to marry these objectives with organizational targets / focus points for the year 
ahead. 
 
Here are key guidelines to be followed while setting goals for your team: 
• No employee should be asked to accomplish more than 5 to 6 objectives; anything 

beyond that number is an unrealistic expectation from an individual. 
• Define goals, not how these goals are to be achieved; that is the employee’s job. Your 

job is to be available for consultation and review of ideas that the employee will come up 
with basis defined goals.  Provide the conducive environment and trust your employees to 
find the answers.  

• Each objective should be specific, measurable, achievable, relevant and time-bound 
(SMART).  So for example if you want a senior member of the staff to promote knowledge 
within the team, they need to define exact steps they would take to achieve that, how 
would the enhanced knowledge of the team be evaluated and till when the employee 
should continue to make these efforts. 

To take advantage of the appraisal momentum, objectives defined during the performance 
appraisal should be finalized within couple of weeks. These goals can be revisited during your 
periodic team reviews. Any changes of course must be recorded in the performance 
management system or form. 

 
3.3 Develop a Training Plan 

A well executed performance appraisal system should be the cornerstone of the organization’s 
employee development efforts. The overall performance appraisal results of the team can help 
identify gaps in the existing training or new aspects that need to be included as part of employee 
development efforts. For example, if new employees in the department consistently 
acknowledge the same blind-spot, then the training imparted in the induction phase needs to be 
evaluated.   
With regard to the individual employee, as part of the appraisal discussion you need to establish 
clear improvement areas and chart out a course to acquire the desired skills/ knowledge.  
Encourage the employee to be frank in expressing challenges experienced in meeting the 
objectives of the year gone by.  Also, ask them to list possible support items to achieve goals for 
the year ahead.   
Remember, not every identified individual weakness would require an extensive training effort.  
Some items could be addressed by facilitating interaction of the employee with another 
department or by having a few one-on-one sessions with the employee yourself.  Also, 
sometimes we tend to overlook nominating seasoned employees for trainings. Everyone has 
something to learn in this ever-changing business environment, so assess everyone for 
development of professional skills. 
 

Management is about arranging and telling. Leadership is about nurturing and enhancing. —Tom Peters 
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3.4 Discuss Compensation & Benefits 
This is perhaps the section of the appraisal discussion that assessing managers find themselves 
least comfortable with. There are several reasons for this; primary being a. most employees tend to 
have a slightly biased assessment of their performance and expect more than they qualify for and b. 
Managers may lack adequate communication from the top management on expected pay increases 
based on economic conditions, market realities and business performance. On the other hand this is 
the most anticipated section of the discussion for employees. 
There is a the view held by some HR experts that a ‘pay for performance’ culture prevents 
employees from excelling in what they do as they are limited by defined objectives.  Also several 
companies as a policy prefer to keep the two discussions disparate.  But unless you are part of such 
an organization, the fact remains that compensation will be an important facet of the appraisal 
discussion.  
 
Make sure you have the following aspects covered prior to the discussion: 

• Feedback from your HR department and line manager on organizational realities that will 
impact compensations this year 

• Performance of the individual employee over the last 2-3 year period 
• Total compensation of the individual – all the components including perks and benefits 
• Is the current compensation marked-to-market given the employee position and skills? 

 
Having this information is necessary to ensure that discussions on salary remain focused on 
pertinent information, rather than who gets how much. If your company has not weathered the 
tough economic conditions too well than be ready to answer questions like, “For the same rating 
last year I got a 10% increase, yet you are saying this year I can expect only 5%” or , “ All you are 
offering is an increase to match cost of living, why should I stay”? If a performer is being paid as per 
market levels, then you have nothing to worry about. However, if there is a marked difference 
(which can happen sometimes when an individual grows intrinsically within the organization), then 
this needs to be looked at closely.  
While you may not be in a position to offer any guarantees, inform the employee that you will 
certainly be taking it forward.  Also, if you know that you don’t have the budgets to cover the gap, 
then look at alternative ways for compensating the individual. For example, would they want to 
gain exposure of another unit or do they have a location preference or need flexible work hours? 
Ask employees for suggestions on how they would prefer to be rewarded.  
 
3.5 Express Appreciation 
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This is one aspect that doesn’t necessarily have to focus on hard facts. But it does require some 
preparation in identifying contributions of the individual that stood out.  You don’t necessarily have 
to be ready with the right phrases or big words of glory; instead keep the appreciation genuine. 
Avoid being verbose or you risk being seen as patronizing, worst still the employee’s attention will 
drift during the conversation. At the same time don’t be vague in acknowledging efforts.   
Highlight specific examples from the past year, that are worthy of mention over and above defined 
goals.  For example, “I appreciated how you managed the team in my absence when I could not be in 
office for a month” instead of “You are someone I can rely on”.  
 
Three good reasons for you to make appreciation a regular feature of your management style: 

• Appreciation improves your bottom-line 
• It reinforces positive behavior 
• It helps you retain people 

Appreciations can really work, the mantra being – do it genuinely and specifically! 
 
3.6 Tips for communicating effectively during the appraisal discussion: 

We have reviewed 5 key components of an effective appraisal discussion. However there is one 
common ingredient that is crucial for your success at each of these five stages and that is how 
effectively you are able to ‘communicate’ with the employee.  Being in control of the appraisal 
discussion, whilst creating an atmosphere of easy dialogue, requires experience. But there are a few 
communication guidelines that you should be aware of. 

i. Ask open-ended questions: Remember the performance appraisal is more about giving 
the employee the chance to present their case and express challenges. Solicit feedback from 
the employee by asking open- ended questions such as ‘What has been the most challenging 
aspect of your job over the past year’ or ‘What support do you need from me to achieve your 
goals?’ 

ii. Make objective rather than subjective statements:  Avoid the use of subjective 
statements such as ‘You have displayed poor customer service skills’. Instead use objective 
statements such as ‘Your service quality scores have been below benchmark over the last 3 
months’.   Certainly don’t use phrases such as ‘You have poor attitude towards work’. Such 
statements can result in the employee becoming defensive.   

iii. Avoid extreme statements:  Don’t use words like ‘never, ever and always’. Nobody likes 
being told they were in the wrong 100% of the time. Such words can send the appraisal 
discussion on a downward spiral. 

iv. Don’t get personal. You may have an insight into what motivates the employee to perform 
better than expected; but avoid making statements about the employee that are personal in 
nature.  For example, a single mother may be motivated to perform better on the job. But at 
no point should personal circumstances be discussed during the appraisal (whether it 
works as a positive or a negative).  Avoid asking personal background questions during the 
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discussion. Comments about the employee’s race, 
gender, disability or age could form the basis for legal 
cases against you and your company.  Avoid statements 
like ‘You remind me of me a few years ago’, showing a 
personal preference for an employee because of 
similarity in ambitions or personality traits. 

v. Be conscious of your expressions: As the superior 
in the room, it is easy to become aggressive, rude or 
sarcastic without realizing it. Avoid harsh words and 
be conscious of when emotions may get the better of 
you. Watch your body language, in particular your 
facial expressions.  Appear calm and in control 
throughout. 

vi. Be a good listener:  The appraisal is about the 
employee, so don’t do all the talking and too little of 
the listening. While you communicate your 
assessment of the performance, give the employee 
adequate time to respond. Also keep an open mind 
and ‘hear’ what the employee has to say.  

vii. Acknowledge the positives & negatives:  If the 
employee has not performed as per expectation, 
don’t focus only on the negatives else you will fail to 
drive the positive change in performance. Also 
acknowledge what the employee has managed to do 
right.  It is advisable that you don’t quote a negative 
after each positive aspect of the employee’s 
performance.   You may focus first on what they did 
right and then move on to what they got wrong. 

Performance appraisal discussion can be unnerving for the 
both the evaluator and the individual being evaluated.  How 
the feedback is communicated, is quintessential to the 
effectiveness of the performance appraisal session and in 
bringing improvements in performance.   While a lot of this 
comes with experience, you would be well advised to keep 
these basic communication pointers in mind the next time 
you review a member of your team. 

 

 

On the Lighter Side! 

A Priest dies & is awaiting his turn in line 
at the Heaven's Gates.  

Ahead of him is a guy, fashionably 
dressed, in dark sun glasses, a loud shirt, 
leather jacket & jeans.  

God asks him: Please tell me who are 
you, so that I may know whether to 
admit you into the kingdom of Heaven or 
not?  

The guy replies: I am Pandi, Auto driver 
from India!  

God consults his ledger, smiles & says to 
Pandi: Please take this silken robe & gold 
scarf & enter the Kingdom of Heaven. 

Now it is the priest's turn. He stands 
erect and speaks out in a booming voice: 
I am Pope's Assistant so & so, Head 
Priest of the so & so Church for the last 
40 years.  

God consults his ledger & says to the 
Priest: Please take this cotton robe & 
enter the Kingdom of Heaven. 

'Just a minute,' says the agonized Priest. 
'How is it that a foul mouthed, rash 
driving Auto Driver is given a Silken robe 
& a Golden scarf and me, a Priest, who's 
spent his whole life preaching your 
Name & goodness has to make do with a 
Cotton robe?'  

'Results my friend, results,' shrugs God.  

'While you preached, people SLEPT; but 
when he drove his Auto, people PRAYED'  

It's PERFORMANCE & not POSITION that 
ultimately counts. 
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4. Step 3: Summarize the Appraisal Discussion and Follow Through 

Appraisal Summary  
Once the discussion has concluded, it is important for you to summarize the key points reviewed 
with the employee. Here are the key points that need to be covered for rounding up the meeting - 

i. The key achievements 
ii. Training and development plan  

iii. Goals set for the year ahead 
iv. Timeline for finalizing action plan (that the employee will prepare for achieving the goals) 
v. Key concerns raised by the employee, if any, which you need to follow through and get 

back to the employee on 
vi. Reinforce the contribution of the employee to the team 

vii. Tentative communication (if possible) on changes in compensation / grade the employee 
can expect  

Ensure that you document these feedback points on the employee’s performance assessment form.  
Depending on company policy, you may also be required to share a copy of the filled out form with 
the employee or simply save it online on the company personnel management system.  

Don’t forget to be specific when you fill the form.  Instead of making general statements on the 
appraisal form, list down facts in support of your assessment of the employee’s performance. For 
example: ‘John is really helpful’ could be documented as ‘John volunteered to train new recruits and 
took on additional responsibilities willingly when we faced a chronic staffing problem’. 

The Follow -Through  

Once the appraisal discussion is over, the employee will feel a sense of relief – ‘Boy! Am I glad that’s 
over with’! But if done correctly, the employee will also leave the appraisal meeting feeling – ‘Wow 
it’s great to be recognized and I need to do a lot in the coming year’.  

An effective appraisal will create both a sense of achievement about the year gone by and an 
excitement for the year ahead. This is the sort of positive momentum that you as a manager need to 
capitalize on. You must follow through on the action points that were mutually agreed during the 
appraisal discussion. 

i. Finalize goals within a week to ten days of the discussion:  Assuming that you’ve managed to 
complete the appraisals well ahead of the submission date, you will have ample time to finalize 
objectives/ goals for the following year for each member of your team. Ensure that you finalize 
goals with the employee, along with expected measurements of success for each of those goals, 
(recall the SMART acronym) shortly after your detailed discussion. 

ii. Development goals need your immediate attention:  These are the goals which have been 
identified as crucial for success of the employee the coming year. So it’s important to plan and 
execute the critical development requirements within the initial months. Too often we focus on 
the direct productivity targets, without realizing that development goals will help fuel that very 
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fire and hence are equally essential. Individuals want managers and companies to invest in them. 
Early execution of what was discussed will motivate the employee to do better. 

iii. Follow up on compensation:  If you have specifically discussed higher compensation and 
additional benefits, make sure you follow through with not only your line manager but also the 
location HR head, after your recommendations have been submitted to them. This is a critical 
phase where unintentional slip-ups can happen. Imagine an employee who was promised a 
promotion and doesn’t get it, but someone who was an underperformer gets promoted.    Keeping 
in regular touch with the HR department will ensure that there are no unpleasant surprises  in 
store. 

iv. Tackle unresolved issues:  You may also need to schedule a subsequent meeting to address 
unresolved issues that were raised during the appraisal discussion. 

v. Hold periodic reviews with your employee:  The annual performance appraisal may be a once 
a year exercise, but the process of performance appraisal is best effective when done regularly.  It 
is an important part of monitoring the progress of your employee. 

vi. Be a coach:  Be available to mentor and coach your employees. For example, if an employee has 
been given the responsibility of executing a project, you can hold coaching classes to impart 
learning on project management tools and share your experiences in implementing other 
projects. However for coaching to be successful, you need to first pinpoint the exact problem in 
discussion with the employee and also evaluate whether coaching can help or is the problem 
external to the employee’s own performance. Secondly, collaborate with the employee in 
exploring solutions to the existing problem, for enhanced productivity. 

 
Having read this book, you can confidently identify aspects of your own team evaluation efforts 
that need to be improved upon. But the one consistent message that comes through is that for you 
as a manager to be successful at the appraisal exercise, you need to be extremely well prepared - 
from holding regular feedback sessions, to listing employee accomplishments and ensuring that 
your message is not delivered in a manner that is counter-productive to employee morale.   
Whether you like it or not, performance evaluation is going to be an integral part of your 
corporate life. But it is important that the evaluation be done in a manner that is perceived to be 
fair by your employees.  Avoid succumbing to the tendency of rating most members of your team 
as ‘satisfactory’.  Instead evaluate each individual’s performance basis specific results and 
recognize performers, while clearly letting non-performers know that they need to play catch up. 
Even as you improve at conducting performance appraisals overtime, remember to be genuine in 
your praise as well as in your follow up post the appraisal discussion. Performance appraisals are 
a golden opportunity for you to instill trust, confidence and motivation in your staff. Accord it the 
attention it deserves. 
 

 
 

Leadership is lifting a person’s vision to high sights, the raising of a person’s performance to a higher standard, the 
building of a personality beyond its normal limitations. —Peter Drucker 

16 
 


	1. Introduction
	2. Step 1: Preparing for the Appraisal Discussion
	2.1   Five Do’s for Managers
	2.2   Keep Emotions in Check
	2.3 Setting the Scene for the Discussion
	3. Step 2: Handling the Appraisal Discussion
	3.1 The Assessment Itself
	3.2 Determine Future Goals
	3.3 Develop a Training Plan
	3.4 Discuss Compensation & Benefits
	3.5 Express Appreciation
	3.6 Tips for communicating effectively during the appraisal discussion:
	4. Step 3: Summarize the Appraisal Discussion and Follow Through

