
 
 

PERFOMNANCE MANAGEMENT 

 
In my role as an HR consultant I 
have frequently received questions 
that resemble the following: “Our 
management team is divided over 
conducting Performance Reviews; 
some believe hourly employees 
don’t need them. Some managers 
want to use a pre-printed [1 to 5 
rating] form, while others believe 
such action will then create further 
problems. The only thing the 
managers agree upon is that the 
Executive VP should not conduct 
annual Reviews on them. What are 
your recommendations?”  
 
The primary Values of any Positive 
Employee Relations™ [PER] 
program includes respect, honesty 
and transparency which should 
appear in  all  management 
actions, such as: recognition for 
good performance; open lines of 
communications throughout the 
organizational matrix; and every 
employee [regardless of title] is 
treated as a responsible adult [until 
they demonstrate otherwise]. 
 
Given such Values, why would any 
organization not conduct a 
Performance Review with every 
employee [regardless of title]? 
Also, if the overall goal of HR 

[implicit and explicit] is to treat 
employees positively so they have 
no desire or rationale to seek a 
third party to represent their 
interests; the added Value of 
Transparency -- a regularly 
scheduled Performance Review is 
seen as a natural outcome. 
HR research, over the last 8+ 
decades has clearly shown that 
performance feedback improves 
employee perform. 
 
A Performance Review or Appraisal 
is made-up of a number of 
components including: 

 a Job Description, 
 Performance Standards, 
 documentation [current and 
past] and future goals related to 
either or both the Job 
Description’s correctness and 
the employee’s development.  

 
All employees, regardless of where 
they sit on the organization chart, 
need feedback on what 
tasks/responsibilities they are 
doing well and what tasks they are 
not doing well. The Performance 
Standards will be an important 
guide in making this assessment. 
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At the end of any Performance 
Review discussion, a Development 
Plan is collaboratively established 
to continue to: 

 Up-date the Job Description to 
reflect modified or changed 
responsibilities, additional 
educational requirements, etc. 

 Improvement plans for the ‘not 
doing well’ areas, and 

 Improvement plans for the 
‘doing well’ areas to an even 
higher level. 

 
The Development Plans will have 
goals and dates for follow-up 
meetings. The goal is to clearly and 
transparently demonstrate that the 
employer and the employee are 
doing their respective parts to 
ensure the employee is successful. 
 
If there are any changes in the Job 
Description, they too should be 
discussed. Likewise, Performance 
Standards should be included for 
every new or original task recorded 
on the Job Description. All changes 
to these two documents should be 
‘signed-off’ by both the Front Line 
leader and the employee. 
 
A recommended procedure to 
follow is to provide the employee 
with 

 a blank copy of the Performance 
Review form along with 

 a copy of their Job Description, 
and 

 Performance Standards. [These 
later two documents should be 
available to all employees in 
their Employee Handbook]. 

 

Ask the employee to complete the 
Review form as they see their 
performance over the preceding 
period [usually 6 or 12 months].  
 
The employee will already know 
how well to do the job as that is 
specified in the Performance 
Standard document. The Standards 
document includes quality and 
quantity statements as to how well 
each individual Job Description 
item is to be performed. Give the 
employee access to Human 
Resources if they request 
assistance in completing the 
Review.  
 
Provide a 2-3 day window for the 
employee to complete their 
documentation. At the Review 
meeting, give the employee your 
[the leader’s] completed copy of 
the Review; and the employee 
gives their completed copy to you. 
Take time for each party to read 
and respond to any questions 
about meaning or semantics. 
 
Where there is agreement about 
the words and the message, 
transfer that information to a blank 
Review form [this will be the official 
Performance Review document]. If 
recognition is warranted, now is 
the time for the leader to reinforce 
the appreciation [previously given]. 
If a Development Plan item [further 
education, skill experience, 
mentoring, etc.] is needed, record 
the Action Steps on a blank 
Development Plan form -- best to 
have the employee do the 
recording. 
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Now is the time to discuss the Job 
Description items where there are 
differences of opinion. Remember 
this is an ‘Adult-to-Adult’ 
discussion, no talking-down to the 
employee, no personality issues 
and the like. 
 
Work towards agreement. You may 
have to bend a little as might the 
employee. By the end of the 
Review you should have agreement 
on all items or know what the one 
or two items of disagreement are. 
The Development Plan should be as 
complete as far as possible. Where 
the Review process is not 
completed, then schedule a follow-
up meeting in a few days. 
 
Remember, the Review is not about 
completing the form; it is about 
your relationship [trust, respect, 
dignity] with the employee and 
what you have learned from each 
other.  
  
When an employee does not 
demonstrate their willingness to 
participate in either, or both, the 
Performance Review and 
Development Plan, they likely have 
demonstrated behaviour that might 
lead to discipline or termination. In 
my experience, an employee’s 
unwillingness to participate will 
have already shown itself in other 
ways before the scheduled Review. 
 
If these behavioural issues have 
been missed, the Front Line 
leader[s] likely requires some 
further training in topics such as 
leading people; verbal/non-verbal 
behaviours and listen skills. 

  
But long before jumping to final 
conclusions [or even the final stage 
- termination], we need to focus on 
the intermediate steps. I am 
referring to your Disciple or 
Corrective Action Policy. 
 
Reflecting on the employee’s 
orientation/onboarding program, 
there will likely be a section in the 
Employee Handbook and a copy of 
the employee’s agreement to follow 
company Policies and Procedures. 
Likewise, there will be a section 
describing your Corrective Action 
Policy. So, if an employee refuses 
to discuss the Performance Review, 
you would then move to the first 
step of Corrective Action - a 
counselling interview. 
 
If the employee participates [even 
slightly] in the Review and records 
‘no comment’ in the final Employee 
Section of the Review - that is their 
prerogative. You should know that 
this position is a red flashing sign 
that there are problems.  
 
To ignore these signals, and 
thereby have an uncomfortable 
discussion with the employee, is a 
leadership failure. [Please refer to 
Unions are not Inevitable©, 5th Ed. 
Ch. 18 for more about Positive 
Dispute Resolution]. 
 
The preceding paragraph should 
lead the mindful leader to 
tactfully/lawfully investigate if a 
union organizer is influencing the 
employee[s]; and, potentially 
attempting to bait you [the 
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employer] into taking actions that 
would be to the union’s advantage. 
 
For example, an untrained Front 
Line leader or manager might 
decide to end the employment 
relationship then-and-there and 
avoid the entire time consuming 
steps involved in following your 
Positive Dispute Resolution or 
Corrective Action program. 
 
Should the employee be 
terminated, a union may represent 
the terminated employee and be at 
the Labour Board, the next day, 
with a claim for an ‘unfair labour 
practice’. 
In response to the initial question: 
a Performance Review program is 
worth the time to design and 
complete on a regular basis. 
However, there are practices that 
have evolved over the years that 
make the process successful to 
both the employer and the 
employee. 
 
For example: 
The Reviews must start at the top 
of the organization. This is the role 
model. So the Executive VP must 
conduct reviews [using a 
methodology such as described 
above] with each of his/her direct 
reports. They need the feedback as 
much [if not more] than anyone 
else. The senior managers 
demonstrate the Vision, Mission 
and Values of the organization 
every time they take some action. 
 
Not all senior managers perform at 
the same level and if that is not 
discussed one could end with a 

Marketing Manager who acts as a 
sales representative or a CFO who, 
like a general accountant, know 
little about Treasury. 
 
Every employee must have 
Performance Standards that match 
his/her Job Description. Therefore, 
everyone knows, at the beginning 
of a Review cycle what must be 
achieved at the end of the Review 
cycle. There are no surprises. 
 
Further, if all the Performance 
Standards when ‘added-up’ do not 
equal the business objectives or 
goals, for that Review cycle -- the 
organization will miss its planned 
targets. 
 
If one is to avoid all of the 
leadership problems related to 
promoting the best ‘widget’ maker 
to Supervisor of the Widget Making 
Department, then employees need 
to have feedback. 
 
Leaders need to know who are 
good at making widgets and who 
are good at planning, 
communicating and influencing 
others. 
 
This later person is likely not your 
best widget maker and that is 
acceptable if they have the talent 
to lead others. 
 
If you are following a Positive 
Employee Relations program, then 
you will have ensured the following 
transparent steps have been taken 
before the issue of termination is 
considered: 
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 Company Values and Guiding 
Behaviours understood and 
followed by managers, leaders 
and employees. 

 Job Description and Performance 
Standards are understood and 
followed by employee and 
his/her Front Line leader. 

 At the first incidence of negative 
behaviour, the employee is 
involved in a discussion to 
resolve any concerns. 

 The employee has access to 
Human Resources, for advice 
and counsel, when they wish. 

 
 
 

 An honest attempt to Positively 
Resolve Disputes [adult-to-
adult] has been undertaken. 

 A Performance Review has been 
scheduled and the employee’s 
involvement has been invited 
[no coercion, undue influence, 
etc.]. 

 The Corrective Action Policy 
followed should include a one-
day paid suspension. This 
provides the employee, on paid 
time, to consider whether they 
wish to change their negative 
behaviour and work  successfully 
at the job. 

 
This is the last step in Corrective 
Action; the  Termination Policy is 
the next move. 
 
A final note 
If any employee is disciplined or 
terminated, go back to the 
personnel file and audit the hiring 
procedure. 

 Were the interview questions 
open-ended? 

 Did the candidate respond 
openly, fully and cooperatively? 

 How did they answer questions 
about taking responsibility for 
the job/their behavior? 

 Did they delegate upwards? 
 Were previous employment 
records validated? 

You are looking for any information 
that might have led you to 
reconsider the validity of the hire 
decision. 
 
 

 


