DRIVING  EPISODE 21: REVIEW GUIDE
I Ns I G HTS Employee Reviews Should Go Beyond the Checkbox

Conducting effective employee reviews is a crucial skill for any manager . These evaluations
play a vital role in employee development, engagement, and overall organizational success. By
following these 15 key points, you can transform your review process from a dreaded task into
a powerful tool for growth and improvement.

1. Shift your mindset:

View reviews as opportunities for growth, not burdensome tasks. Your attitude towards
reviews sets the tone for the entire process. Approaching them with a positive, growth-
oriented mindset can significantly impact their effectiveness.

- Recognize the value of reviews in driving personal and organizational improvement
- Approach reviews as collaborative discussions rather than top-down evaluations
- Focus on future potential rather than dwelling solely on past performance

Pro-tip: Before each review, take a moment to reflect on how this process can benefit both the
employee and the organization.

Pitfall: Viewing reviews as a mere formality or administrative burden can lead to rushed,
superficial evaluations that provide little value.

2. Set clear expectations early:

Establish objectives collaboratively with employees. Clear expectations provide a roadmap for
success and form the foundation for fair and objective evaluations.

- Define specific, measurable goals alighed with organizational
objectives

- Involve employees in the goal-setting process to increase buy-in

- Regularly revisit and adjust expectations as needed

Pro-tip: Use the SMART criteria (Specific, Measurable, Achievable,
Relevant, Time-bound) when setting objectives.

Pitfall: Vague or unrealistic expectations can lead to confusion and
frustration for both employees and managers.




3. Prepare thoroughly:

Gather relevant data and examples before the review. Proper preparation ensures that reviews
are based on concrete information rather than vague impressions or recent events.

« Collect performance data from various sources (e.g., project outcomes, peer feedback)
- Review previous evaluations and action plans
- Identify specific examples to illustrate key points

Pro-tip: Maintain a file for each employee throughout the year to easily track accomplishments
and areas for improvement.

Pitfall: Relying solely on memory or recent events can lead to biased or incomplete
evaluations.

4. Increase frequency:

Implement regular check-ins rather than relying solely on annual reviews. More frequent, less
formal check-ins allow for timely feedback and course corrections.

« Schedule monthly or quarterly performance discussions
- Use these check-ins to address immediate concerns and celebrate recent successes
- Adjust goals and expectations as needed based on changing circumstances

Pro-tip: Use technology to facilitate regular check-ins, such as brief online surveys or quick
video calls.

Pitfall: Overloading employees with too frequent formal reviews can create unnecessary stress
and administrative burden.

5. Separate performance and pay discussions:

This allows for more open and honest dialogue. Combining performance and pay discussions
can create anxiety and hinder open communication about areas for improvement.

- Schedule separate meetings for performance reviews and compensation discussions
« Focus performance reviews on growth and development
- Base compensation decisions on a broader view of performance

over time

Pro-tip: Clearly communicate to employees that performance reviews
are distinct from pay reviews to alleviate anxiety.

Pitfall: Directly linking performance reviews to pay can lead to inflated
ratings or reluctance to provide critical feedback.
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6. Create a comfortable environment:

Choose a private location for the review. The physical environment can significantly impact the
tone and effectiveness of the review.

- Select a quiet, private space free from interruptions

- Ensure seating arrangements promote open dialogue (e.g., sitting at right angles rather
than across a desk)

« Consider the employee’s comfort when choosing the location

Pro-tip: If possible, conduct reviews in a neutral space rather than the manager’s office to
reduce power dynamics.

Pitfall: Conducting reviews in public spaces or areas prone to interruptions can make
employees feel uncomfortable and less likely to speak openly.

7. Start positively:

Begin by acknowledging the employee’s contributions and successes. Starting on a positive
note sets a constructive tone for the entire review and helps put the employee at ease.

- Highlight specific achievements since the last review
- Acknowledge the employee’s growth or improvements
- Express appreciation for their efforts and contributions

Pro-tip: Keep a running list of employee accomplishments throughout the year to easily recall
specific examples.

Pitfall: Jumping straight into criticisms or areas for improvement can put employees on the
defensive and hinder productive dialogue.

8. Focus on specific behaviors and outcomes:

Use concrete examples to illustrate points. Specific examples help employees understand
exactly what you mean and reduce the chances of misinterpretation.

- Provide clear, recent examples of both positive behaviors and areas
for improvement

- Discuss the impact of these behaviors on organizational goals

- Avoid generalizations or vague statements

Pro-tip: Use the STAR method (Situation, Task, Action, Result) to
structure your examples.

Pitfall: Relying on general statements or personal opinions without
concrete examples can make feedback seem subjective or unfair.
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9. Encourage two-way dialogue:

Ask open-ended questions and practice active listening. Effective reviews are conversations,
not monologues. Encouraging employee input leads to more meaningful discussions and
insights.

« Ask questions about the employee’s perspective on their performance
- Inquire about challenges they've faced and support they need
. Listen attentively and respond thoughtfully to their comments

Pro-tip: Prepare a list of open-ended questions in advance to ensure you cover key areas and
promote dialogue.

Pitfall: Dominating the conversation or dismissing employee input can lead to disengagement
and missed opportunities for valuable insights.

10. Frame improvements as growth opportunities:

Collaborate on action plans for development. Positioning areas for improvement as
opportunities for growth creates a more positive and motivating approach to development.

- Discuss how addressing these areas can benefit the employee’s career
« Collaboratively develop specific action steps for improvement
- Identify resources or support needed to achieve these goals

Pro-tip: Use language that emphasizes potential and progress, such as “Let’s explore how we
can build on your strengths in this area.”

Pitfall: Framing improvements as criticisms or failures can demotivate employees and hinder
their willingness to change.

11. Discuss career aspirations:

Align current roles with long-term goals. Understanding an employee’s career goals allows you
to align their current responsibilities and development plans with their long-term aspirations.

- Ask about the employee’s career vision and goals

- Discuss how their current role contributes to these aspirations

- Identify opportunities within the organization that align with their
goals
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12. Provide balanced feedback:

Address both strengths and areas for improvement. A balanced approach to feedback helps
employees understand their overall performance and maintains motivation.

- Highlight key strengths and how they contribute to success
- Address areas for improvement constructively
- Discuss how leveraging strengths can help address improvement areas

Pro-tip: Aim for a ratio of about 3:1 positive to constructive feedback to maintain a motivating
tone.

Pitfall: Focusing too heavily on either strengths or weaknesses can create an incomplete
picture of performance and hinder growth.

13. Be timely:

Offer feedback soon after relevant events or projects. Timely feedback allows employees to
make immediate connections between their actions and outcomes.

- Provide feedback as close to the event or project completion as possible
« Address issues promptly rather than waiting for formal review sessions
- Celebrate successes in real-time to reinforce positive behaviors

Pro-tip: Implement a system for quick, informal feedback, such as brief weekly check-ins or a
digital recognition platform.

Pitfall: Saving all feedback for formal reviews can lead to forgotten details and missed
opportunities for immediate improvement.

14. Encourage self-reflection:

Prompt employees to assess their own performance. Self-reflection promotes ownership of
performance and development, leading to more meaningful growth.

- Ask employees to evaluate their own performance before the review

- Discuss any discrepancies between self-assessment and manager
assessment

- Encourage employees to propose their own development goals

Pro-tip: Provide a self-assessment form or guide to help employees
structure their reflections.

Pitfall: Failing to incorporate employee self-assessments can lead to
missed insights and reduced buy-in to development plans.
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15. Follow up:

Summarize key points and next steps, providing written documentation. Clear follow-up
ensures that both parties have a shared understanding of the review outcomes and action
plans.

« Recap the main points discussed during the review
+ Clearly outline agreed-upon goals and action steps
- Provide a written summary for future reference

Pro-tip: Use a standardized form or template to ensure consistency in documentation across
reviews.

Pitfall: Neglecting to provide clear, written follow-up can lead to misunderstandings and lack
of accountability for agreed-upon actions.

By implementing these 15 strategies, you can transform your performance review process
into a powerful tool for employee development and organizational success. Remember that
effective reviews are an ongoing process, not just an annual event. Continuously refine your
approach based on feedback and results to create a culture of open communication and
continuous improvement.

Need help with your Fixed Operations department? We've got you covered.

Visit www.m5ms.com and fill out our Free Consultation form. One of our experienced
consultants will be in touch to assist you with all your Fixed Ops needs.

Let us help you tackle your challenges and get back on track.
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