
 

Writing and delivering effective performance appraisals 
 

Managers/Leaders must write and deliver effective performance evaluations. With this critical 
communication skillset, managers/leaders will aid in ensuring that their staff members are 
contributing to the attainment of divisional and institutional goals. In addition, they can use the 
appraisal process as a vehicle for identifying for staff members areas of continued growth, 
skills, performance gaps and/or areas where new skills may be required for emerging needs.     

Leaders who deliver effective performance evaluations demonstrate the following 
characteristics: 

1. Focus on observations - communicate observations instead of conclusions based on 
observations. 
 

2. Provide specific examples to support their statements – i.e. The workshops you 
developed were well attended and met the targeted increase in attendance over the 
previous year.  
 

3. Listen well – Guides the conversation and checks to make sure they understand what 
the staff member said using statements such as, “If I head you correctly, you said….”   
 

4. Maintain an atmosphere of open, honest, two-way communication – ask for 
explanations, avoid making assumptions, and discuss problems or challenges. 

    

When managers/leaders conduct evaluations effectively, employees should understand: 

• behaviors and performance in which they are effective, and should continue  
 

• where there are opportunities to become more effective by doing more of what is 
successful 
 

• which behaviors and performance are not working and should stop   
 

• where there are opportunities for growth and development that support the 
department/division/university and their individual career goals  

 
 
 
 
 
 
 



 

 
Preparing for the performance appraisal meeting 
Leaders should: 
 

• Create talking points for both positive and difficult topics to guide the appraisal 
conversation; incorporate meeting notes and the staff member’s self-assessment 
   

• Allocate sufficient time so that the staff member does not feel rushed through the 
process 
 

• Ensure a private, distraction-free meeting location and environment 
 

• Afford the staff member time to privately review the leader’s assessment before the 
meeting so that they are prepared and have time to address any emotional responses 
to the assessment  

 
Delivering an effective performance appraisal  
 
At formal appraisal meetings, leaders should engage in a dialog with the staff member, provide 
written substantive, objective feedback in their assessment of each individual goal and an 
overall assessment of performance against goals.  
Leaders should: 

• Ask, were goals met or not met? If they were not met, they should inquire as to whether 
there were any, extenuating circumstance.  
 

• Acknowledge areas of strength with specific examples and encourage its continuation 
 

• Provide specific and objective assessment of areas needing improvement, including 
recommendations to close performance gaps 
 

• Support narratives with specific examples to help the staff member understand the 
leader’s assessment of the performance results 
 

• Provide an opportunity for two-way communication, where both parties are free to 
share their thoughts, ideas concerns, and opportunities for growth and development  

   
Managers/leaders can receive coaching support from EAP for performance management 
related issues by calling 800 252-4555.  
  
In addition to resources already offered in the performance management toolkit, please see 
below for more learning opportunities from LinkedIn Learning and ESI Training to support 
leaders in writing and delivering effective performance appraisals. 
 

https://www.wpunj.edu/human-resources/jobs-careers-comp/performance-management-resources


 

 
 
LinkedIn Learning 

• How to conduct performance appraisals 
• Using feedback to drive performance 
• Conducting performance reviews 
• Your role in managing performance 
• Performance Improvement Plans: A leader's guide to turning things around  

 
ESI/EAP resources and access information:  
 

 
 

https://www.linkedin.com/learning/foundations-of-performance-management/how-to-conduct-performance-appraisals?u=76170418
https://www.linkedin.com/learning/using-feedback-to-drive-performance/everything-is-feedback?contextUrn=urn%3Ali%3AlyndaLearningPath%3A1%7EAAAAAASKRLI%3D2518587&u=76170418
https://www.linkedin.com/learning/management-foundations-2019/your-role-in-managing-performance?u=76170418
https://www.linkedin.com/learning/performance-improvement-plans-a-leader-s-guide-to-turning-things-around/managing-performance-issues?autoSkip=t
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