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Impact on Employees, Leaders and the Organization
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• Has input into own 
performance and 
development.

• Gains increased understanding 
of performance through 
regular discussion with leader.

• Experiences ownership for 
their ongoing performance and 
development.

Employee

• Gains understanding of 
employee’s perspective on their 
performance.

• Has regular opportunities to 
coach and improve behaviors 
prior to year end.

• Shares the ownership for 
performance and development 
with the employee.

Leader

Increased 
engagement 

through frequent 
communication, 

shared objectives 
and clear 

expectations.
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Step #1 Employee 
Assessment

•Employee performs self 
evaluation on 
Performance Factors and 
Personal Development.

•Self assessment submitted 
to leader.

Step #2 Leader 
Assessment and 
Initial Performance 
Level assignment

•Leader assigns 
performance levels to 
performance factors and 
overall performance 
section individually.

•Leader prepares for 
calibration session.

Step #3 Calibration 
with Business 
Unit/CEO

•Leaders engage in 
discussion about overall 
performance levels.

•Recommendations for 
adjustment are made as 
needed.

Step #4  Alignment 
of employee 
Performance Review 
with Calibrated 
Performance Level

•Revise initial Performance 
Review to be consistent 
with results of calibration 
sessions.

Step #5 Year End 
conversation

•Leader discusses 
Performance Review and 
Performance Level with 
Employee.

•Leader opens discussion 
around career 
development.

Year End Performance Review Process



Performance Dimensions
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• Employment Skills

• Relationships

• Responsibilities
• Performance vs Expectations

Job

• Objectives & 
Accomplishments

• Strengths
• Opportunities

Performance 
Achievements

• Goals
• Short Term

• Long Term

Personal 
Development

Leaders will assess 
employee’s overall 

performance, which is 
made up of the three 

performance 
dimensions.  Leader will 

assign a Performance 
Level for each factor as 

well as an overall 
Performance Level.

Employees will perform 
self evaluation on overall 

performance, which is 
made up of the three 

performance dimensions.



Where Performance & Behaviors Meet

 The “what” & the “how”.

◦ “What” relates to the results you achieve.

◦ “How” relates to the behavior displayed to 

achieve the results. 

 How you achieve a result is as important as 

the result, itself.



Performance Levels and Guidance

 Meets Expectations should not be 

considered “bad”.

 Needs Improvement in one or more areas: 

◦ Does not require Performance Improvement 

Plan, but leaders may elect to initiate the 

process.
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Needs Improvement Meets Expectations Exceeds Expectations



Exceeds Expectations

Employee consistently goes above and beyond the 

expectations of the area that you are measuring 

(objectives and performance). The performance 

represented by this rating is clearly unique and means that 

the employee has given extraordinary effort or excelled 

due to effort, expertise, and sacrifice.

So…..let’s start by asking you, “Does this exist?”

“What does this look like?”



Exceeds Expectations

The following are examples of, but not limited to criteria that 

can be utilized.

• Consistently completes tasks in his/her job description in an outstanding way.

• Consistently demonstrates levels of effort, quality of work under stress or tight deadlines, 

initiative, innovation, advocacy, and leadership that goes significantly beyond his/her job 

description.

• Consistently demonstrates types or levels of skill and knowledge that surpass his/her job 

description requirements relative to their role.

• Consistently demonstrates a consistent willingness to accept extra work.

• Consistently proposes new approaches or improved ways of performing functions within 

their department.

• Consistently receives accolades from internal and external customers or co-workers for 

excellent work.

• In team assignments, consistently takes a leadership role to facilitate overall team 

productivity and achieving outstanding results.

• Consistently shows the ability to communicate clearly and foster communication across the 

organization



Meets Expectations

The employee’s performance and effort consistently 

meets expectations for the position. They are also a 

solid member of the team. The employee provides 

reliable input and contributes in a way that expresses 

their knowledge of the position. May exceed 

expectations in some areas and require improvement in 

others, but on balance, the work meets expectations. 

“How do you view those that meet 

expectations?”…

“Is it accurate, is it fair?”



Meets Expectations

The following are examples of, but are not limited to criteria 

that can be utilized.

 Meets all commitments to complete work by date and/or within budget, or brings 

awareness to his/her leader in a timely manner that allows for alternative plans to be 

developed.

 Demonstrates levels of effort, quality of work, initiative, innovation, advocacy, and 

leadership that meets the expectations of his/her job description.

 Completes all responsibilities with thoroughness and accuracy as expected of someone 

at his/her level in the organization, referenced by his/her job description.

 Demonstrates an ability to learn from mistakes when mastering new skills or 

knowledge.

 Makes appropriate judgments about the scope and nature of tasks he/she is to perform, 

otherwise defined as “doing the right thing”.

 In team assignments, takes the initiative to facilitate overall team productivity.

 Is a good communicator; provides appropriate information to others, and engages in the 

exchange of information.



Needs improvement

Employee demonstrates inconsistency in performance. 

While certain job duties are performed successfully, the 

employee fails to meet other significant job expectations. 

Improvement is required to fully meet the expectations 

of his/her position. When given this rating, a reason must 

be provided. Performance shortfalls in this area must be 

documented and timeframes should be set for observed 

improvement before the next performance review.

“How is this different from meeting 

expectations?”…



Needs improvement

The following are examples of, but are not limited to criteria 

that can be utilized.

• Requires ongoing supervisory monitoring, consultation, and modification to 

implement goals and priorities in a timely and/or effective manner.

• Work is generally completed, however there are often inaccuracies requiring 

correction.

• Priorities as established by leader are not adhered to.

• Challenges authority of leader.

• Lacks initiative to complete tasks that may require urgent attention.

• Abuses vacation and leave policies.

• Is unwilling to respond to crises, obstacles, and/or changes in 

direction/instruction.

• Misuses or wastes company resources, material, equipment or property.



Unsatisfactory

The employee performance is at an unsatisfactory level. 

Work habits or behaviors have negatively impacted 

internal/external customer, co-workers and possibly the 

general work environment. The employee clearly and 

consistently fails to meet all or most significant job 

expectations. Specific areas of improvement should be 

outlined and carried out. Timeframes should be set as a 

goal to follow up on the improvements. 

“How often should you, as a leader, have had a 

conversation with this employee?” …

“What should you already have documented?”



Unsatisfactory

The following are examples of, but are not limited to 
criteria that can be utilized.

• Insubordination

• Negligent in carrying out responsibilities.

• Regularly misuses or wastes company resources, material, equipment 

or property.

• Consistently absent, tardy, or sleeps on the job; knowingly fails to 

report an absence.

• Consistently unwilling to respond to crises, obstacles, and/or changes 

in direction/instruction.

• Requires substantial supervisory monitoring, consultation, and 

modification to implement goals and priorities in a timely and/or 

effective manner.



Practice Rating
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Scenario #1

An employee with no history of performance 
issues

Job: Employee exceeded all expectations of their 
role, consistently throughout the year

How: This employee consistently acts alone, even 
though part of a team.  Has not built relationships 

with key customers and has not developed key 
leadership skills necessary for success

What: Employee has met and exceeded on a few 
of their goals including timelines and quality of 

work

Scenario #2

A new employee who is 9 months on the job

Job: Employee frequently falls short of the 
requirements outlined in their Job Profile

Values: Employee embodies all of our Values. They 
collaborate with team members, create innovative 

solutions and show excellent Leadership skill

Goals: The employee has fallen short on 2 out of 
their 3 goals…missing critical deadlines, and on one 

project, overshooting budget by 10%

=  ?

=  ?

=  ?

What should the overall 

Performance Level be?



Practice Rating
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Scenario #1

A 10 year tenured employee with no history of 
performance issues

Job: Employee exceeded all expectations of 
their role, consistently throughout the year

Values:You discover that this employee 
may be using “less than ethical” means to get 

results.  You were able to verify this 
information factually

Goals: Employee has met and exceeded all 
of their goals including timelines, budget 

requirements and quality of work

Scenario #2

A new employee who is 10 months on the job

Job: Employee frequently falls short of the 
requirements outlined in their Job 

Description…but meets some of the 
requirements

How: Employee collaborates with team 
members, creates innovative solutions and 

shows excellent Leadership skill

What: The employee has fallen short on 2 
out of their 3 objectives…missing critical 
deadlines,  overshooting budget by 10%

? =   

? =

? =

What should the overall 

Performance Level be?



Adjusted anticipated distribution
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Exceeds 

Expectations

Consistently

Meets

Needs 

Improvement
Unsatisfactory

Anticipated for 

FY17
10-15% 30-60% 5-20% 0-5%

Why do we have an anticipated distribution?

• Sets an expectation that there should be a distribution across the 

performance levels.

• Enables effective pay for performance.

How should anticipated distribution be used?

• The anticipated distribution will be applied at the company level. 

• Leaders will apply the calibration process to achieve the anticipated 

distribution for their individual teams.



Performance Achievements

 Leaders need to indicate specific areas of strength and/or 

improvement which may increase effectiveness in current 

position or aid in future opportunities. 

 Identify skills or training the individual should obtain to 

prepare for additional responsibilities and/or achievement of 

objectives.

 The leader should work to suggest areas that could use 

additional attention. The goal is to provide the employee the 

opportunity to increase their level of effectiveness which can 

lead to increased growth. 

Personal Development



Signatures

 The signatures obtained should be that of the employee 

and the supervisor on the employee’s performance 

review.

 The employee’s signature represents an 

acknowledgment of the completed review process and 

does not necessarily represent agreement with the 

leader's ratings or evaluative comments.



Rewarding Talent –

Pay Decision Making for Leaders



Compensation planning- key 

messages

 Leaders continue to have the flexibility to make pay 

decisions. However, it is not to be perceived that the 

completion of an annual performance review equates to 

an automatic pay increase for employees.

 Certain factors must weigh in to the decision to 

recommend a pay increase.
• Performance to objectives

• Time in current position

• Time since last promotion

• Time since last pay increase

• Salary/Hourly Wage compared to similar performing peers

• Salary/Hourly band penetration



Pay Increase Guidance

• Leaders have the ability to recommend pay increases as an outcome of the 

annual performance review process.

• The general merit budget for base pay increases does not equal the average pay 

increase that most employees should expect to receive.

Note: Business Manager signature required for all 1% and 5% 

Pay Increase Recommendations.

Final Performance 

Rating

Percentage of pay 

increase

5 5%

4 4%

3 3%

2 1-2%

1 0%



Holding Effective Calibration 

Sessions
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Step #1 Employee 
Assessment

•Employee performs self 
evaluation on 
Performance Factors and 
Personal Development.

•Self assessment 
submitted to leader.

Step #2 Leader 
Assessment and 
Initial Performance 
Level assignment

•Leader assigns 
performance levels to 
performance factors and 
overall performance 
section individually.

•Leader prepares for 
calibration session.

Step #3 Calibration 
with Business Unit

•Leaders engage in 
discussion about overall 
performance levels.

•Recommendations for 
adjustment are made as 
needed.

Step #4  Alignment 
of employee 
Performance Review 
with Calibrated 
Performance Level

•Revise initial Performance 
Review to be consistent 
with results of calibration 
sessions.

Step #5 Year End 
conversation

•Leader discusses 
Performance Review and 
Performance Level with 
Employee.

•Leader opens discussion 
around career 
development.

Year End Performance Review Process



The Calibration Process

Hold the 
Performance 
Discussion

Finalize the 
Performance 

Levels

Participate 
in the 

Calibration 
Session

Prepare for 
the 

Calibration 
Session

What are Calibration 

Sessions?

• Presentations of employee 

performance levels and 

leadership discussions on the 

reasoning for those levels

Why are we doing them?

• To Drive Consistency

• Offer more transparency

• Opportunity to solicit broad 

Leadership feedback



Hold the 
Performance 
Discussion

Finalize the 
Performance 

Levels

Participate 
in the 

Calibration 
Session

Prepare for 
the 

Calibration 
Session

• Leadership team meets to discuss the Performance Levels 
and answer any questions on the definitions and the 
questions surrounding them.  Sample discussion points:
– What key words differentiate each performance level in the 

Overall definitions?

– What is the difference between an Exceeds and Meets 
Contributor?

– What are we looking for in an Exceptional Contributor?

Prepare for 
the 

Calibration 
Session



Hold the 
Performance 
Discussion

Finalize the 
Performance 

Levels

Participate 
in the 

Calibration 
Session

Prepare for 
the 

Calibration 
Session

• Leaders make preliminary performance level decisions and 
draft overall final evaluation comments for each direct 
report.
– Comments and performance levels ARE NOT released to the 

direct report until after calibration sessions are FINALIZED.

• Leader prepares to discuss employee performance in 
calibration sessions.

Prepare for 
the 

Calibration 
Session



Hold the 
Performance 
Discussion

Finalize the 
Performance 

Levels

Participate 
in the 

Calibration 
Session

Prepare for 
the 

Calibration 
Session

Participate in 
the 

Calibration 
Session

Calibration Meeting Format:

• Every leader participates in calibration.  

• Be prepared to discuss the overall summary, as well as the 
Performance Levels for the 3 dimensions of performance.



Hold the 
Performance 
Discussion

Finalize the 
Performance 

Levels

Participate 
in the 

Calibration 
Session

Prepare for 
the 

Calibration 
Session

Participate in 
the 

Calibration 
Session

Calibration Meeting Format:
• Sessions are interactive and examine the employee’s 

Performance Contributions for the fiscal year.
• Discussion focuses on the employees initial rating and whether 

it is aligned with other “like” employees.
• Participants may ask questions to understand the strength of 

reasoning behind the performance levels…this forces leaders to 
critically assess their initial judgements and come to conclusions 
regarding the most appropriate performance levels based on the 
discussion.



Hold the 
Performance 
Discussion

Finalize the 
Performance 

Levels

Participate 
in the 

Calibration 
Session

Prepare for 
the 

Calibration 
Session

Participate in 
the 

Calibration 
Session

Leader Presentations:

• Each leader describes direct reports and gives their 
Performance Levels.

• Only performance and behavior that occurred during the 
current performance cycle should be considered.

• All comments made by the leader should be supported with 
concrete examples.



Hold the 
Performance 
Discussion

Finalize the 
Performance 

Levels

Participate 
in the 

Calibration 
Session

Prepare for 
the 

Calibration 
Session

Participate in 
the 

Calibration 
Session

Leadership Discussions:

• Once the presentations are made, other leaders support or 
challenge the performance levels.

• Discussion should involve direct experiences and current 
information about employees such as: performance on 
projects, collaboration with peers, contribution to team, etc…

• Work to identify patterns and agree that similar Performance 
Levels were assigned for similar criteria.



Hold the 
Performance 
Discussion

Finalize the 
Performance 

Levels

Participate 
in the 

Calibration 
Session

Prepare for 
the 

Calibration 
Session

Finalize the 
Performance 

Levels

• Leaders are accountable for flow down of any performance 
feedback to the employee.
– Messaging should be based on specifics from the conversation and provide 

rationale.
– Ownership for changes must be exhibited by all levels of leadership.

• Any changes should be communicated as a result of collaborative conversation and not 
a result of a directive. 

• Adjustments are made and finalized.
– Immediate Leaders must go back to the Performance Review form and edit as 

necessary.

• Leaders are not to discuss the Performance Levels or hold Year End 
discussions until the calibration results have been approved by the 
CEO.



Hold the 
Performance 
Discussion

Finalize the 
Performance 

Levels

Participate 
in the 

Calibration 
Session

Prepare for 
the 

Calibration 
Session

Hold the 
Performance 
Discussion

• Once calibration results have been approved, the leader 
is free to hold the Performance Discussion with the 
employee.

• Ensure that the tone of the discussion is developmental, 
focused on constant improvement and growth at all 
Performance Levels.

• Ensure the employee understands the Performance 
Level and the rationale behind any assessment.



Delivering Performance 

Feedback



Feedback Drives Performance

 

Code/Date 

© 2006 by Smiths Group: Proprietary Data
Source: Corporate Leadership Council, Building the High-Performance Workforce : A Qua nti tative Analysis of the  

Effectiveness of Performance Manag ement S tra tegi es, Washington D.C.: Corpor ate  Executive  Board 2002 , p. 33b. 

Fair and Accurate Informal Feedback Drives Performance

© 2006 Corpor ate E xecutive Board. 

All Rig hts Reserved .

Feedback Drives Performance: Corporate Leadership Council Survey

Change in Performance improved by 39% when employees received fair and accurate 

feedback.

Feedback that helps an employee do their jobs better increases performance by 25%.

Delivering feedback informally has only 1% positive impact on employee performance. 

Emphasis only on weaknesses in job performance decreased employee performance by 10%.



Performance Review: The Meeting

 Agree upon time and location.

 Do not allow any interruptions or distractions.

 Feedback contains no surprises.

 Always start with the employee’s overall views of the year.

 This is a two-way conversation between the manager and employee, the 

manager must give their feedback not just agree with the employee.

 Remember the focus of this meeting is to use the past to develop the 

employee going forward.

 Give balanced feedback, both the strengths and the development areas and be 

specific, giving examples. 

 Be careful of the Halo or Devil effect, feedback should cover the whole year 

not just the more recent issues.

 Discuss professional development opportunities.

 Use your active listening skills, ask open questions and summarize comments.

 Take notes.



Giving Good Feedback
Here are some guidelines to giving good feedback:

 Plan your feedback session. Think about what the employee needs to be more successful.

 Be descriptive rather than evaluative.  Talk about what you saw or heard, not about what you think or feel. 

 Be specific not general.  Address specific behaviours and avoid general expressions like always or never.  Do not give 
feedback if you cannot think of any examples to back your observations.

 Talk about the behaviour not the person.  E.g. don’t say ‘You’re caring and friendly’ say ‘you took time to help your 
colleague even though you were under pressure’.

 Be selective. Reserve development feedback for key areas of improvement.  Focus on one or two key areas the 
person needs to improve and discuss only those behaviours that he or she is able to change.

 Be sincere.  Remember it’s about them.  The feedback provider should focus on helping the person to improve.  There 
should be no other reason to give feedback.

 Emphasise the positive.  Also start with the positive aspects of their performance and remember to spend some time 
giving examples of these behaviours.  Often people can build on their strengths as much as their weaknesses.

 Balanced feedback.  Be careful not to always provide one type of feedback.  Even excellent performers like to be 
given areas to improve.  Those with lots of development areas need to be motivated by their strengths.

 Provide alternatives.  Give them some ideas on how they could have behaved differently and get them to explore 
how that may have changed the outcomes.

 Confirm support. Don’t promise what you can’t deliver, but offer support or help them to find the right people to 
help them develop.

 Remain Calm. Keeping a steady voice while delivering constructive feedback is important to get your point across. 
Use ‘I’ messages instead of ‘you’ to keep their attention.  Use specific examples when giving this kind of feedback.

 Be timely. Outside of the annual performance review meeting you should be continuously providing fair, accurate and 
timely feedback through regular 1 on 1 meetings with your team members. Timeliness of feedback maximized the 
impact.

 Be aware. The recipient of the feedback may not accept it. You need to understand if the employee is not accepting of 
the feedback and their reasoning.



Next Steps

 Start Preparing Now

◦ Collect examples of successes, challenges and feedback received on your 

employees’ progress and achievements from throughout the year.

◦ Begin to compile your thoughts on development opportunities for your 

employees to increase their effectiveness in their current roles, as well as to 

prepare them for future opportunities.

 Refer to HR communication for specific timeline on the performance 

review process.

 A self evaluation form will be supplied to employees in March. 

 Starting in March, employees begin to complete their self evaluations. 

Deadline for submitting self evaluations to managers is in April.



For questions on this process, 
please contact the Human 

Resources department


