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INTRODUCTION: 

Effective performance appraisals are essential for the success of civil society organizations 

(CSOs) and non-governmental organizations (NGOs) operating in Afghanistan. This 

comprehensive guide empowers HR managers, supervisors, and employees to confidently 

navigate every stage of the appraisal process. 

Within the distinct operational landscape of Afghanistan, a well-structured performance 

appraisal system is more than a mere formality. It serves as a catalyst for employee 

growth, enhances organizational effectiveness, and upholds professional standards. This 

guide provides the resources and guidance necessary to: 

• Define clear, measurable goals aligned with your organization's mission. 

• Foster a culture of continuous improvement through regular, constructive 

feedback. 

• Conduct fair and objective evaluations utilizing standardized methods. 

• Recognize and reward outstanding contributions, thereby motivating high 

performance. 

• Identify areas for growth and develop tailored plans that enhance both individual 

and organizational capabilities. 

This guide offers a methodical, step-by-step approach, starting with the fundamental task 

of goal setting and culminating in comprehensive performance reviews and actionable 

development plans. Each section is filled with practical instructions that clarify every 

phase of the appraisal process, customizable templates and forms designed to streamline 

documentation and feedback, checklists to ensure no critical step is overlooked, and a 

curated selection of resources for further learning and support. 

Whether you are establishing a new appraisal system or refining an existing one, this 

guide equips you with the knowledge and resources necessary to create a lasting, positive 

impact on your organization's performance and the professional development of your 

employees. 
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Below is a summary of the standard performance appraisal process that will be covered 

in this guide: 

 

 

And here is a list of some practical forms, templates, checklists and resources that your 

organization can use for different parts of this process: 
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Glossary of Terms Used in Employee Performance Appraisals 

1. Performance Appraisal (or Review) 

2. 360-Degree Feedback 

• Definition: A comprehensive feedback process where an employee receives 

performance evaluations from their supervisor, peers, subordinates, and 

sometimes customers. This method provides multiple perspectives on the 

employee's performance. 

3. Self-Assessment 

• Definition: A process where employees evaluate their own performance, 

reflecting on their achievements, strengths, and areas for improvement. It is a 

critical component of personal development and helps prepare for performance 

discussions. 

4. Key Performance Indicator (KPI) 

• Definition: A measurable value that indicates how effectively an employee is 

achieving key business objectives. KPIs are used to track progress against goals 

and provide a focus for strategic and operational improvement. 

5. Key Result Area (KRA) 

• Definition: Specific tasks or responsibilities that an employee is expected to 

perform as part of their job role. KRAs outline what is expected from the employee 

and are used to evaluate performance. 

6. Behaviorally Anchored Rating Scale (BARS) 

• Definition: A performance appraisal method that links employee performance to 

specific behavioral examples anchored on a scale. This method provides a more 

objective basis for evaluating performance and reduces subjectivity. 

7. Management by Objectives (MBO) 
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• Definition: A strategic management model that aims to improve organizational 

performance by clearly defining objectives that are agreed upon by both 

management and employees. It focuses on measurable goals to ensure clarity and 

effective tracking. 

8. Performance Improvement Plan (PIP) 

• Definition: A formal document that outlines specific goals, actions, and timelines 

for an employee to improve their performance. It includes measurable objectives, 

resources needed, and regular check-ins to monitor progress. 

9. Performance Gap 

• Definition: The difference between actual performance and the desired standard 

of performance. It often highlights areas where an employee needs additional 

training or development. 

10. Performance Management Cycle 

• Definition: A recurring set of activities that includes planning, monitoring, 

reviewing, and rewarding employee performance. Each phase of the cycle plays a 

crucial role in achieving desired business outcomes. 

11. Rating Scale 

• Definition: A tool used to indicate a qualitative assessment of an employee's 

performance. Rating scales can be alphabetic, numeric, or descriptive phrases 

(e.g., "Meets Expectations"). 

12. SMART Goals 

• Definition: A framework for setting goals that are Specific, Measurable, 

Achievable, Relevant, and Time-bound. This clarity helps employees focus their 

efforts and align their daily tasks with broader company objectives. 

13. Continuous Feedback 
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• Definition: Regular communication between managers and employees about 

performance throughout the year. This ongoing dialogue supports immediate 

recognition and timely guidance, which are vital for performance improvement. 

14. Talent Review 

• Definition: The process of systematically assessing and discussing the potential, 

performance, and development needs of employees within an organization. It is 

crucial for strategic workforce planning and leadership development. 

15. Goal Cascading 

• Definition: The process of breaking down strategic objectives into smaller, 

manageable goals that can be assigned to different departments or individual 

employees. This ensures alignment with the organization's overall goals. 
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Goal Setting 

Framework for Setting Goals 

Setting clear and achievable goals is fundamental to the performance appraisal process. 

Goals help to align individual performance with organizational objectives and provide a 

clear direction for employees. The most effective goals are SMART goals: 

• Specific: Clearly define what is to be achieved. 

o Example: Increase the number of trained community health workers. 

• Measurable: Ensure that the goal can be quantified or assessed. 

o Example: Train 50 community health workers by the end of the year. 

• Achievable: Set realistic goals that are attainable. 

o Example: Given the current resources and training capacity, training 50 

workers is feasible. 

• Relevant: Align the goal with broader organizational objectives. 

o Example: This goal supports the organization’s mission to improve 

community health. 

• Time-bound: Set a deadline for achieving the goal. 

o Example: Complete the training by December 31, 2024. 

• Alignment with personal development: Align goals with personal 

development plans which is crucial for employee growth. The supervisor should 

not only focus on organizational objectives but also on enhancing the skills and 

competencies of employees to support their long-term career aspirations. 

 

Examples of Well-Defined Goals 
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1. For Program Managers: 

o Specific: Develop and implement a new community education program. 

o Measurable: Reach 200 households within six months. 

o Achievable: Leverage existing partnerships with local leaders. 

o Relevant: Supports the organization’s aim to increase community 

awareness. 

o Time-bound: Launch the program by August 2024 and achieve the target 

by February 2025. 

2. For Administrative Staff: 

o Specific: Improve the filing system for project documents. 

o Measurable: Reduce the time spent retrieving documents by 50%. 

o Achievable: Implement a new digital filing system with staff training. 

o Relevant: Enhances operational efficiency. 

o Time-bound: Complete the system overhaul by September 2024. 

Goal Setting Worksheet 

To facilitate the goal-setting process, use the following template: 

Goal Details 

Specific What exactly do you want to achieve? 

Measurable How will you know when you have achieved it? 

Achievable Is it realistic, given the resources and constraints? 

Relevant How does this goal align with broader organizational objectives? 
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Time-bound What is the deadline for achieving this goal? 

Action Steps What steps need to be taken to achieve this goal? 

Responsible Who is responsible for achieving this goal? 

Resources What resources (time, money, tools) are needed to achieve this goal? 

Monitoring How and when will progress towards this goal be monitored? 

 

Agreement on Goals 

The process of setting goals should be collaborative, involving both the supervisor and the 

employee. This ensures mutual understanding and commitment to the goals. Use the 

following form to document agreed goals: 

Employee Name 
 

Supervisor Name 
 

Date 
 

Goal 
 

Specific 
 

Measurable 
 

Achievable 
 

Relevant 
 

Time-bound 
 

Action Steps 
 

Employee Signature 
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Supervisor Signature 
 

 

 

Regular Feedback 

Importance of Continuous Feedback 

Continuous feedback involves providing regular, constructive feedback through ongoing 

and structured conversations between managers and employees. This practice is crucial 

for maintaining employee engagement, fostering professional growth, and addressing 

issues before they escalate. Feedback can be delivered through various channels such as 

face-to-face meetings, email, and digital platforms.  

Benefits of Continuous Feedback 

• Boosts Engagement and Retention: Continuous feedback strengthens 

relationships between managers and employees, reducing turnover and associated 

costs. 

• Provides Real-Time Insights: Regular check-ins allow for immediate action on 

feedback, preventing small issues from compounding and reducing recency bias. 

• Accelerates Employee Development: Employees receive regular input on 

their performance, helping them grow and take on new opportunities. 

• Facilitates Stronger Relationships: Continuous feedback fosters open 

communication and trust between managers and employees. 

Feedback Techniques 

• Constructive Feedback 

o Definition: Constructive feedback focuses on specific behaviors and 

actions that an individual can take to improve and develop. 
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o Types of Feedback: 

▪ Positive Feedback: Reinforces strengths and celebrates success. 

▪ Constructive Criticism: Targets areas for growth and 

development, providing solutions and guidance. 

• Methods for Giving Constructive Feedback 

o Choose the Right Setting: Ensure a private and comfortable 

environment for feedback sessions. 

o Set a Supportive Tone: Approach feedback with empathy and a people-

centered mindset. 

o Provide Specific Examples: Use clear, fact-based examples to illustrate 

points. 

o Balance Positive and Negative Feedback: Ensure a fair balance to 

maintain motivation and morale. 

o Encourage Two-Way Communication: Allow employees to respond 

and engage in the feedback process. 

Real-Life Scenarios and Examples of Effective Feedback 

• Positive Feedback Examples: 

o "Your skills have grown exponentially since your last performance review. 

You have really taken our feedback to heart, and we see tremendous 

potential for a senior role. If you're interested, I would happily serve as your 

mentor to help get you there." 

o "I really liked the comment you made during yesterday’s team meeting. It 

was a great contribution to the discussion. Your positive attitude is felt 

throughout the department." 

• Constructive Feedback Examples: 
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o "I noticed your late attendance lately, such as with [X, Y, and Z instances]. 

Everyone needs to show up to meetings on time so we can all make the most 

out of them and be as productive as possible. If we can get a plan in place to 

help you, like blocking out 10 min before every meeting so you have wiggle 

room, I’d like to start seeing improvement starting next week. How does 

that sound?" 

o "I appreciate your autonomous work style. But it could be valuable to 

provide more visibility to the rest of the team so that they can adjust their 

tasks and schedules accordingly." 

Feedback Documentation 

• Feedback Session Template: 

Date 
 

Employee Name 
 

Manager Name 
 

Feedback Type (Positive/Constructive) 

Specific Examples 
 

Actionable Steps 
 

Employee Response 
 

Follow-Up Date 
 

 

• Checklist for Feedback Meetings: 

o Before the Meeting: 

▪ Schedule a private and comfortable setting. 
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▪ Prepare specific examples and actionable steps. 

▪ Set a supportive tone and be ready to listen. 

o During the Meeting: 

▪ Provide clear and specific feedback. 

▪ Balance positive and constructive feedback. 

▪ Encourage two-way communication and active listening. 

▪ Document the feedback and agreed-upon actions. 

o After the Meeting: 

▪ Follow up on the agreed actions. 

▪ Schedule the next feedback session. 

Additional Resources 

 

Tips and Best Practices for Effective Feedback Delivery 

1. Include Specific Examples: 

o Provide clear, concrete examples to support your feedback, helping 

employees understand the context and impact of their actions. This 

specificity helps employees grasp exactly what behaviors to continue or 

modify. 

2. Provide Actionable Feedback: 

o Offer both positive reinforcement and constructive criticism with clear, 

actionable steps for improvement. Ensure that employees know precisely 

what they can do to enhance their performance. 

3. Exercise Empathy: 
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o Understand the recipient's perspective and deliver feedback with sensitivity 

and care. Empathy ensures that feedback is received as supportive rather 

than critical. 

4. Be Timely: 

o Give feedback promptly to ensure it is relevant and impactful. Timely 

feedback allows employees to make immediate adjustments and reinforces 

positive behaviors quickly. 

5. Be Specific: 

o Avoid general comments; be precise about what needs to be improved or 

continued. Specificity eliminates ambiguity and helps employees clearly 

understand expectations. 

6. Balance the Content: 

o Mix positive feedback with areas for improvement to provide a balanced 

view. A balanced approach ensures that employees feel valued while also 

recognizing areas where they can grow. 

7. Focus on Behavior, Not the Person: 

o Address specific behaviors rather than making personal judgments. This 

approach helps maintain a professional tone and focuses on actionable 

changes rather than personal attributes. 

8. Prepare for the Discussion: 

o Plan what you want to say and anticipate possible reactions to ensure a 

productive conversation. Preparation helps ensure that feedback is 

delivered effectively and constructively. 

9. Encourage Open Communication: 
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o Foster an environment where employees feel comfortable giving and 

receiving feedback. Open communication encourages a culture of trust and 

continuous improvement. 

10. Follow Up: 

o Check in after giving feedback to discuss progress and provide ongoing 

support. Follow-up conversations reinforce the initial feedback and show 

employees that their development is valued. 
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Self-Evaluation 

Purpose of Self-Evaluation 

Definition and Overview Self-evaluation is a formalized opportunity for employees to 

reflect on their contributions to the organization and document those contributions in 

writing or digitally. This process encourages employees to assess their own performance, 

identify strengths and weaknesses, and set future goals. Effective self-evaluation must 

involve honest reflection on strengths and areas for improvement. Employee must 

highlight a successful project while also acknowledge challenges faced during its 

execution. 

Benefits of Self-Evaluation 

• Encourages Self-Reflection: Helps employees recognize their strengths and 

weaknesses, fostering personal and professional growth. 

• Promotes Accountability: Employees take ownership of their performance and 

development. 

• Enhances Communication: Opens a dialogue between employees and 

managers, leading to better understanding and alignment. 

• Improves Performance Management: Provides valuable insights for 

managers to tailor feedback and development plans. 

Self-Evaluation Form 

Template for Self-Evaluation 

Employee 

Information 

 

Name 
 

Employee ID 
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Department 
 

Position Title 
 

Date 
 

Review Period 
 

Current 

Responsibilities 

List key responsibilities and performance against them 

Performance Goals Details of goals set in the previous review and their status 

Core Competencies Evaluate role-specific competencies like communication 

skills, technical proficiency, team collaboration, and time 

management 

Accomplishments Specific achievements and contributions during the review 

period 

Strengths Positive attributes and unique qualities demonstrated in the 

role 

Identify Challenges Discuss obstacles or difficulties encountered during the 

review period and how they were addressed. This will assist 

in understanding areas where employees might need 

additional support or resources. 

Response on Work 

Environment 

Provide response on work environment, including any 

issues related to team dynamics, management support, and 

overall job satisfaction. 

Areas for 

Improvement 

Skills, behaviors, and knowledge areas needing 

enhancement 

Future Goals Targets for the next evaluation period, aligned with job 

responsibilities and organizational objectives 
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Additional Insights Space for extra information or reflections 

Guidelines for Self-Evaluation 

Tips for Effective Self-Assessment 

• Be Honest and Objective: Provide a balanced view of strengths and areas for 

improvement. 

• Use Specific Examples: Support assessments with concrete examples and data. 

• Reflect on Both Strengths and Weaknesses: Acknowledge successes and 

identify areas for growth. 

• Align with Organizational Goals: Ensure self-evaluation aligns with the 

organization's objectives and core values. 

• Set Realistic and Achievable Goals: Use the SMART criteria (Specific, 

Measurable, Achievable, Relevant, Time-bound) for future goals. 

• Seek Feedback: Use feedback from peers and managers to inform the self-

evaluation. 

Sample Self-Evaluation Responses 

Performance and Achievements 

• "This year, my significant accomplishment was successfully leading the XYZ 

project, which resulted in a 20% increase in customer engagement. I coordinated 

cross-departmental efforts and implemented innovative marketing strategies that 

drove these results." 

Skills and Competencies 

• "I have excelled in project management and communication skills, as evidenced by 

the positive feedback from my team and the success of the ABC initiative. 

Additionally, I attended a professional course on data analytics, enhancing my 

ability to interpret customer data effectively." 
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Challenges and Problem-Solving 

• "One major challenge was adapting to remote work. I overcame this by developing 

a structured daily routine and leveraging digital collaboration tools, which helped 

maintain team productivity and cohesion during this transition." 

Professional Development 

• "I completed a certification in digital marketing, which has been instrumental in 

expanding our online presence. This learning directly contributed to a 15% 

increase in our digital campaign’s ROI." 

Feedback and Collaboration 

• "My collaboration with the sales team was highly productive. Based on peer 

feedback, I improved my presentation skills, which enhanced our client 

engagement during pitches." 

Career Aspirations and Goals 

• "In the next review period, I aim to take on more leadership responsibilities. My 

goal is to align my career progression with the company’s growth, particularly in 

expanding our digital marketing footprint." 

Areas for Improvement 

• "I plan to improve in time management. To address this, I am experimenting with 

various prioritization techniques and scheduling tools to enhance my efficiency." 

Workplace Environment and Support 

• "The support from my team has been pivotal. However, additional training in 

advanced analytics tools could further enhance our department’s performance." 

Additional Resources 

 

Tips and Best Practices for Effective Self-Assessment 
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1. Be Proud of Your Achievements: 

o Highlight your accomplishments and milestones. Emphasize the impact of 

your achievements on the business to demonstrate your value to the 

company. 

2. Be Specific: 

o Avoid vague statements. Use specific examples and quantify your results 

wherever possible to provide clear insights into your performance. 

3. Be Honest and Critical: 

o Reflect on both your strengths and areas for improvement. Use 

developmental language to discuss weaknesses and suggest ways to address 

them. 

4. Provide Actionable Feedback: 

o Offer constructive feedback to yourself, focusing on how you can improve 

performance. Set specific, measurable, achievable, relevant, and timely 

(SMART) goals for future improvement. 

5. Use the STAR Method: 

o Structure your self-evaluation using the STAR method (Situation, Task, 

Action, Result) to provide context and detail for your accomplishments and 

challenges. 

6. Keep Notes Throughout the Year: 

o Maintain a record of your achievements, challenges, and feedback 

throughout the year to make the self-evaluation process easier and more 

comprehensive. 

7. Seek Feedback from Others: 
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o Incorporate feedback from colleagues, team members, and managers to 

gain a broader perspective on your performance and areas for 

improvement. 

8. Align with Company Goals: 

o Ensure your self-evaluation aligns with company and functional goals. 

Highlight how your contributions support these objectives. 

9. Be Positive and Constructive: 

o Frame any negative aspects as areas for development rather than criticisms. 

Focus on your commitment to continuous improvement and professional 

growth. 

10. Set Career Goals: 

o Use the self-evaluation to discuss your career aspirations and professional 

development plans. Identify opportunities for further training, skill 

development, or career advancement. 

 

Performance Documentation 

Tracking Performance 

Definition and Overview Performance documentation is the process of recording 

employee performance details, including achievements, challenges, feedback, and 

incidents. This documentation is essential for providing a comprehensive and accurate 

evaluation of an employee's performance over time. 

Methods for Continuous Performance Tracking 

• Performance Logs: Regularly updated logs to capture ongoing performance 

details, both positive and negative. 
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• Journals: Personal journals maintained by employees to reflect on their 

performance, goals, and progress. 

• Digital Tools: Use of performance management software to facilitate continuous 

feedback and documentation (e.g., PerformYard, Mesh, Lattice). 

• Checklists: Structured checklists to ensure all performance aspects are covered 

during documentation. 

Performance Log Template 

Template for Documenting Performance 

Employee 

Information 

 

Name 
 

Employee ID 
 

Department 
 

Position Title 
 

Date 
 

Performance Details 
 

Date of Observation 
 

Description of 

Performance 

Detailed and factual description of the performance, 

including specific examples 

Type of Feedback Positive or constructive feedback 

Actionable Steps Recommendations or actions to be taken based on the 

feedback 

Employee Response Employee's reaction or comments on the feedback 
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Follow-Up Date Scheduled date for follow-up on the feedback or 

performance issue 

 

Checklist for Performance Documentation 

Before Documentation: 

• Consider any legal or regulatory requirements specific to your organization. 

• Ensure those responsible for documentation are trained in effective and unbiased 

documentation practices. 

• Ensure all observations are factual and specific. 

• Avoid opinions, labels, and editorializing. 

• Prepare specific examples and actionable steps. 

During Documentation: 

• Record the date and details of the performance. 

• Regularly review documentation for consistency and adherence to standards. 

• Include signatures or acknowledgments from all parties involved. 

• Use clear and concise language. 

After Documentation: 

• Store the documentation securely. 

• Schedule regular follow-ups to review progress. 

• Establish a process for updating documentation as new information or progress 

occurs. 

Guidelines for Effective Performance Documentation 
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Tips for Accurate and Objective Documentation: 

• Be Clear and Specific: Use specific numbers, dates, and times instead of vague 

terms like "always" or "never". 

• Stick to the Facts: Focus on observable behaviors and avoid making 

assumptions about motivations or personal characteristics. 

• Keep it Professional: Avoid derogatory language, name-calling, or 

editorializing. 

• Underscore Expectations: Reiterate previously stated expectations and note 

how the employee's performance aligns with or deviates from these expectations. 

• Set Deadlines for Improvement: Describe the expected standard of 

performance and set a deadline for achieving it. 

• Face-to-Face Meetings: Present information in person and give the employee 

an opportunity to respond. 

• Explain Consequences: Clearly outline the consequences of failing to improve 

performance. 

• Get Employee's Signature: Ensure the employee signs the documentation to 

acknowledge receipt and understanding. 

Sample Performance Documentation 

Positive Performance Example: 

• "On March 15, 2024, you successfully led the XYZ project, resulting in a 20% 

increase in customer engagement. Your coordination of cross-departmental efforts 

and innovative marketing strategies were key to this success." 

Constructive Feedback Example: 

• "On August 3, 2024, you missed the deadline for submitting the quarterly report. 

This delay impacted the team's ability to present the data at the scheduled meeting. 
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We need to ensure that future reports are submitted on time. Let's discuss any 

challenges you faced and how we can address them." 

Performance Improvement Plan (PIP) Example: 

• "You have been placed on a Performance Improvement Plan (PIP) from September 

2024 to March 2025. During this period, you are expected to meet all deadlines for 

investigative reports and maintain professional interactions with co-workers. We 

will review your progress every two months." 

Additional Resources 

Tips and Best Practices for Effective Employee Performance Documentation 

1. Be Clear and Specific: 

o Use clear, concise language and avoid vague terms. Document specific 

behaviors, actions, and outcomes with precise details, including dates and 

times. 

2. Stick to the Facts: 

o Focus on objective, verifiable facts rather than opinions or assumptions. 

Avoid subjective language and ensure that all statements are based on 

observable behavior. 

3. Set Clear Expectations: 

o Clearly outline performance expectations and how the employee did not 

meet them. Reference job descriptions, company policies, and previous 

discussions to provide context. 

4. Document Both Positive and Negative Performance: 

o Include documentation of both positive contributions and areas needing 

improvement. This balanced approach helps build trust and provides a 

comprehensive view of the employee's performance. 
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5. Maintain a Chronological Record: 

o Keep documentation in chronological order to provide a clear timeline of 

events and actions. This helps in identifying patterns and making informed 

decisions. 

6. Use Professional Language: 

o Avoid unprofessional or derogatory language. Keep the documentation 

professional and focused on job-related behaviors and outcomes. 

7. Include Employee Feedback: 

o Incorporate feedback from the employee to ensure transparency and foster 

two-way communication. This can help in understanding the employee's 

perspective and addressing any concerns. 

8. Document Immediately: 

o Record performance discussions and incidents as soon as possible to ensure 

accuracy and completeness. Delaying documentation can lead to loss of 

important details. 

9. Involve HR and Legal Guidance: 

o When necessary, involve HR professionals or seek legal guidance to ensure 

that documentation is compliant with company policies and legal 

standards. 

10. Use Technology: 

o Leverage performance management software and document management 

systems to streamline the documentation process, enhance accessibility, 

and ensure secure storage of records. 

11. Regular Check-Ins and Follow-Ups: 
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o Conduct regular check-ins with employees to discuss progress and update 

documentation accordingly. Follow up on action plans and document any 

improvements or continued issues. 

12. Get Employee Acknowledgment: 

o Ensure that employees acknowledge receipt of documentation, even if they 

do not agree with the content. This can be done through signatures or 

electronic acknowledgments. 

 

Performance Review 

Conducting the Review 

Definition and Overview A performance review is a formal meeting between an 

employee and his/her direct supervisor/ manager to discuss the employee's performance 

over a specific period, highlight achievements, address areas for improvement, and set 

future goals. It serves as a crucial component in performance management, aligning 

individual performance with organizational objectives. 

Steps for a Successful Performance Review Meeting 

Prepare Ahead of Time: 

• Gather all necessary materials, including the employee's performance plan, self-

evaluation, previous performance reviews, and any relevant feedback from peers 

or clients. 

• Review the employee's job description, goals, and performance records. 

• Create a draft performance review and list of discussion points. 

Set the Scene: 

• Schedule a private, comfortable, and uninterrupted meeting space. 
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• Ensure the employee has received a copy of the performance appraisal and any 

relevant documents beforehand. 

Conduct the Meeting: 

• Welcome and Set the Tone: Start with a positive note to put the employee at 

ease. 

• Review Past Performance: Discuss the employee's achievements, challenges, 

and overall performance against the set goals. 

• Provide Constructive Feedback: Use specific examples to highlight strengths 

and areas for improvement. 

• Encourage Two-Way Communication: Allow the employee to share their 

perspective, ask questions, and provide feedback. 

• Set Future Goals: Collaboratively establish goals and development plans for the 

upcoming period. 

• Summarize and Close: Recap the key points discussed, agree on next steps, and 

end on a positive note. 

Follow-Up: 

• Schedule regular check-ins to review progress on the agreed goals and provide 

ongoing support. 

Performance Review Form 

Template for Summarizing the Review Discussion 

Employee Information 
 

Name 
 

Employee ID 
 

Department 
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Position Title 
 

Date 
 

Review Period 
 

Performance Summary 
 

Achievements Specific accomplishments and contributions during the 

review period 

Strengths Positive attributes and unique qualities demonstrated 

in the role 

Areas for Improvement Skills, behaviors, and knowledge areas needing 

enhancement 

Feedback and Examples Specific examples of performance, both positive and 

constructive 

Future Goals and 

Development Plan 

Goals for the next review period, aligned with job 

responsibilities and organizational objectives 

Development Actions Resources needed to achieve these goals 

Employee Comments Space for the employee to provide their feedback and 

perspective 

Reviewer Name & 

Position 

 

Signatures Employee and manager signatures to acknowledge the 

review discussion 

Review Checklist 

Checklist to Ensure All Aspects of the Review Are Covered 

Before the Meeting: 

http://www.arlo.online/


Disclaimer: This guide is designed as a resource to support civil society organizations (CSOs) in 

Afghanistan in streamlining their administrative, operational, and programmatic processes. It offers 

general guidance only and should not replace professional legal advice. Due to the diverse nature of CSO 

activities and the unique circumstances in Afghanistan, this guide may require specific adjustments to meet 

your organizational needs effectively. 

 

 

 

 

This document was prepared by the International Development Law Organization (IDLO) for the 

Afghanistan Rule of Law Observatory (ARLO) initiative. To find out more about ARLO, please visit our 

website at www.arlo.online.  

Page 32 of 80 

• Schedule a private and comfortable setting. 

• Prepare specific examples and actionable steps. 

• Ensure all relevant documents are reviewed and ready. 

During the Meeting: 

• Start with a positive note to set the tone. 

• Discuss achievements, challenges, and overall performance. 

• Provide specific and constructive feedback. 

• Encourage two-way communication and active listening. 

• Set future goals and development plans collaboratively. 

• Summarize the discussion and agree on next steps. 

After the Meeting: 

• Document the review discussion and agreed actions. 

• Schedule regular follow-ups to review progress. 

Additional Resources 

Tips and Best Practices for Effective Performance Review Meetings 

1. Set Clear Objectives: 

o Establish the purpose of the performance review, such as acknowledging 

accomplishments, identifying development areas, or setting performance 

goals. This clarity ensures both parties are aligned on expectations. 

2. Prepare Ahead of Time: 

o Gather all relevant information, including past reviews, performance 

metrics, project outcomes, and peer feedback. This preparation helps 

provide accurate and constructive feedback. 
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3. Encourage Two-Way Communication: 

o Performance reviews should be a dialogue rather than a monologue. 

Encourage employees to actively participate by asking open-ended 

questions and seeking their perspectives on their performance. 

4. Provide Specific and Actionable Feedback: 

o Use clear, concrete examples to support your feedback. Offer both positive 

reinforcement and constructive criticism with actionable steps for 

improvement. 

5. Focus on Behavior, Not the Person: 

o Address specific behaviors rather than making personal judgments. This 

approach helps in providing objective and constructive feedback. 

6. Use the STAR Method: 

o Structure feedback using the STAR method (Situation, Task, Action, Result) 

to provide context and detail for accomplishments and challenges. 

7. Set SMART Goals: 

o Collaborate on setting Specific, Measurable, Achievable, Relevant, and 

Time-bound (SMART) goals. These targets provide a solid benchmark 

against which to measure an employee's progress and effectiveness. 

8. Document Everything: 

o Keep detailed records of performance-related events, feedback, and agreed-

upon goals. This documentation helps track progress and provides a 

reference for future reviews. 

9. Follow Up and Continuous Feedback: 
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o Performance reviews should be part of an ongoing feedback process. 

Schedule regular check-ins to track progress, offer support, and provide 

additional feedback. 

10. Create a Positive Environment: 

o Conduct reviews in a quiet, comfortable space that offers privacy. Ensure 

the conversation is balanced, focusing on both strengths and areas for 

improvement. 

11. Train Managers on Active Listening: 

o Train managers to practice active listening, which involves paying full 

attention, avoiding distractions, and responding thoughtfully. This builds 

trust and ensures employees feel heard. 

12. Encourage Self-Evaluation: 

o Invite employees to assess their own performance before the review. This 

encourages self-reflection and promotes a two-way conversation during the 

review. 
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Performance Rating 

Rating System 

Definition and Overview A performance rating system is a structured method for 

evaluating and documenting employee performance based on predefined criteria and 

scales. This system provides a consistent and objective way to assess how well employees 

meet their job responsibilities and contribute to organizational goals. 

Explanation of the Rating Criteria and Scales 

Criteria for Rating: 

• Job Knowledge: Understanding of job responsibilities and required skills. 

• Quality of Work: Accuracy, thoroughness, and attention to detail in completing 

tasks. 

• Productivity: Efficiency in completing tasks and meeting deadlines. 

• Communication Skills: Effectiveness in verbal and written communication. 

• Teamwork and Collaboration: Ability to work well with others and contribute 

to team goals. 

• Initiative and Innovation: Willingness to take on new challenges and propose 

innovative solutions. 

• Dependability and Reliability: Consistency in performance and adherence to 

company policies. 

• Customer Service: Ability to meet and exceed customer expectations. 

Rating Scales: 

• Numerical Scale: Assigning a numerical value to each criterion (e.g., 1-5, where 

1 is poor and 5 is excellent). 
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• Descriptive Scale: Using descriptive terms to rate performance (e.g., Exceeds 

Expectations, Meets Expectations, Needs Improvement). 

• Behavioral Anchored Rating Scale (BARS): Combining numerical and 

descriptive scales with specific behavioral examples for each rating level. 

Rating Form 

Template for Assigning and Documenting Performance Ratings 

Employee Information 
 

Name 
 

Employee ID 
 

Department 
 

Position Title 
 

Date 
 

Review Period 
 

Performance Criteria and Ratings 
 

Job Knowledge 
 

Rating [1-5 or descriptive term] 

Comments [Specific examples and feedback] 

Quality of Work 
 

Rating [1-5 or descriptive term] 

Comments [Specific examples and feedback] 

Productivity 
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Rating [1-5 or descriptive term] 

Comments [Specific examples and feedback] 

Communication Skills 
 

Rating [1-5 or descriptive term] 

Comments [Specific examples and feedback] 

Teamwork and Collaboration 
 

Rating [1-5 or descriptive term] 

Comments [Specific examples and feedback] 

Initiative and Innovation 
 

Rating [1-5 or descriptive term] 

Comments [Specific examples and feedback] 

Dependability and Reliability 
 

Rating [1-5 or descriptive term] 

Comments [Specific examples and feedback] 

Customer Service 
 

Rating [1-5 or descriptive term] 

Comments [Specific examples and feedback] 

Overall Performance Rating Summary of ratings across all criteria 

Final Rating [Overall score or descriptive term] 

Employee Comments Space for the employee to provide their 

feedback and perspective 
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Signatures Employee and manager signatures to 

acknowledge the review discussion 

 

Guidelines for Effective Performance Rating 

Tips for Accurate and Fair Ratings: 

• Be Objective and Consistent: Use specific examples and avoid personal biases. 

In order to mitigate biases(s), it is important to use standardized rating scales, 

provide rater training, and ensure diverse review panels.  

• Use Multiple Sources of Feedback: Incorporate feedback from peers, 

subordinates, and clients for a comprehensive evaluation. 

• Provide Clear Explanations: Explain the reasons behind each rating and 

provide actionable feedback. 

• Align with Organizational Goals: Ensure ratings reflect the employee's 

contribution to the organization's objectives. 

• Regular Calibration: Conduct calibration sessions with other managers to 

ensure consistency in ratings across the organization. 

Sample Performance Rating Examples 

High-Performance Example: "Ahmad consistently exceeds expectations in his role as 

a project manager. His ability to deliver projects on time and within budget, coupled with 

his excellent communication skills, has significantly contributed to the team's success. 

Rating: 5 (Exceeds Expectations)." 

Average Performance Example: 

• "Ahmad meets expectations in her role as a customer service representative. She 

handles customer inquiries efficiently and maintains a positive attitude. However, 

there is room for improvement in her problem-solving skills. Rating: 3 (Meets 

Expectations)." 
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Low-Performance Example: "Ahmad needs improvement in his role as a sales 

associate. He has missed several sales targets and needs to work on his time management 

skills. A development plan will be implemented to address these areas. Rating: 2 (Needs 

Improvement)." 
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Reward and Recognition 

Types of Rewards 

Definition and Overview Rewards and recognition are strategic tools designed to 

celebrate employee achievements and motivate employees by acknowledging their 

contributions to the organization. In Afghanistan's context, these tools can play a vital 

role in maintaining morale and encouraging high performance amidst challenging work 

environments. 

Examples of Monetary Rewards 

• Bonuses: Year-end bonuses, performance bonuses, and spot bonuses for 

exceptional work. 

• Salary Increases: Merit-based raises and cost-of-living adjustments. 

• Equity and Profit Sharing: Stock options and profit-sharing plans. 

• Gift Cards and Vouchers: Monetary value cards for various local stores and 

services. 

• Paid Time Off (PTO): Additional vacation days, paid holidays, and sabbaticals. 

Examples of Non-Monetary Rewards 

• Flexible Work Arrangements: Remote work options, flexible hours, and 

compressed workweeks. 

• Professional Development Opportunities: Training programs, workshops, 

and certifications relevant to the local context. 

• Public and Private Recognition: Employee of the Month awards, thank-you 

notes, and social media shoutouts. 

• Special Experiences: Tickets to local events, team outings, and travel 

opportunities within the region. 
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• Wellness Programs: Gym memberships, wellness days, and mental health 

support. 

Recognition Programs 

Definition and Overview Recognition programs are structured initiatives designed to 

acknowledge and celebrate employee achievements, fostering a culture of appreciation 

and motivation. For CSOs and NGOs in Afghanistan, these programs can be adapted to 

suit cultural and operational specifics. 

Ideas for Employee Recognition Initiatives 

• Peer-to-Peer Recognition: Programs that allow employees to recognize each 

other’s contributions, such as digital badges or shoutouts on internal platforms. 

• Employee of the Month/Quarter: Regularly highlighting outstanding 

employees and their achievements. 

• Team Appreciation Events: Organizing team-building activities, celebratory 

dinners, or outings to recognize collective efforts. 

• Social Media Spotlights: Featuring employees on the organization’s social 

media channels to publicly acknowledge their contributions. 

• Anniversary and Milestone Celebrations: Recognizing work anniversaries, 

project completions, and other significant milestones with personalized awards or 

gifts. 

• Professional Growth Opportunities: Offering mentorship programs, 

leadership training, and career advancement opportunities as part of recognition. 

• Wellness and Well-being Initiatives: Providing wellness programs, mental 

health support, and stress-relief activities as part of the recognition strategy. 

Reward and Recognition Form 

Template for Documenting Rewards and Recognition 
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Employee Information 
 

Name 
 

Employee ID 
 

Department 
 

Position Title 
 

Date 
 

Type of Reward/Recognition 
 

Monetary Reward [Specify type, e.g., bonus, gift card, PTO] 

Non-Monetary Reward [Specify type, e.g., flexible hours, training 

opportunity] 

Reason for 

Reward/Recognition 

Description of the achievement or contribution 

being recognized 

Specific Examples and Impact Specific examples and impact on the 

organization 

Details of the 

Reward/Recognition 

Monetary Value (if applicable) 

Description of the Non-

Monetary Reward 

Date of Award/Recognition 

Employee Comments Space for the employee to provide their feedback 

and perspective 

Signatures Employee and manager signatures to 

acknowledge the reward/recognition 
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Guidelines for Effective Reward and Recognition 

Tips for Implementing Reward and Recognition Programs 

• Be Consistent and Fair: Ensure that rewards and recognition are based on clear 

criteria and applied consistently across the organization. 

• Align with Organizational Goals: Link rewards and recognition to behaviors 

and achievements that support the organization’s mission and objectives. 

• Solicit Employee Feedback: Regularly gather input from employees to ensure 

the program meets their needs and preferences. 

• Use a Variety of Methods: Incorporate both monetary and non-monetary 

rewards to cater to different employee preferences. 

• Communicate Clearly: Ensure that all employees understand the criteria for 

rewards and recognition and how they can achieve them. 

• Celebrate Publicly and Privately: Balance public recognition with private 

acknowledgments to cater to different comfort levels. 

Sample Reward and Recognition Examples 

Monetary Reward Example 

• "Amina received a 5,000 AFN performance bonus for exceeding her community 

outreach targets by 30% in Q1. Her innovative approach to engaging local leaders 

significantly contributed to the project's success." 

Non-Monetary Reward Example 

• "Ahmad was awarded an extra day off for his outstanding contribution to the 

community health initiative. His dedication and hard work ensured the project was 

completed ahead of schedule." 

Recognition Program Example 
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• "The education team was recognized with a team appreciation event for their 

successful implementation of the new literacy program. The event included a 

celebratory dinner and team-building activities." 

Additional Resources 

Tips and Best Practices for Effective Reward and Recognition Programs 

1. Define Clear Objectives and Criteria: 

o Establish what behaviors and achievements will be recognized and how they 

align with organizational goals. This clarity ensures that recognition is 

meaningful and consistent. 

2. Use a Multifaceted Approach: 

o Combine different types of recognition, such as praise, emblematic 

recognition, token rewards, and monetary rewards. This varied approach 

caters to different employee preferences and reinforces desired behaviors. 

3. Provide Real-Time Recognition: 

o Recognize employees promptly after they exhibit desired behaviors. 

Immediate recognition is more impactful and encourages the repetition of 

positive actions. 

4. Encourage Peer Recognition: 

o Foster a culture where employees recognize each other’s contributions. Peer 

recognition can be more frequent and sincere, enhancing team morale and 

collaboration. 

5. Personalize Recognition: 

o Tailor recognition to individual preferences. Some employees may prefer 

public acknowledgment, while others might appreciate private praise or 

tangible rewards like gift cards or experiences. 
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6. Ensure Fairness and Avoid Bias: 

o Train managers to recognize and mitigate biases in the recognition process. 

Fair and unbiased recognition fosters trust and equity within the 

organization. 

7. Integrate Recognition into Daily Work: 

o Embed recognition into everyday activities and communications, such as 

team meetings, emails, and collaboration tools like Slack. This integration 

makes recognition a regular part of the work culture. 

8. Solicit and Act on Feedback: 

o Regularly gather feedback from employees about the recognition program 

and make adjustments based on their input. This ensures the program 

remains relevant and effective. 

9. Measure and Track Effectiveness: 

o Use metrics like employee engagement scores, turnover rates, and 

performance data to evaluate the impact of the recognition program. 

Regularly review and adjust the program based on these insights. 

10. Engage Leadership: 

o Ensure that leaders actively participate in and support the recognition 

program. Leadership involvement sets a positive example and reinforces 

the importance of recognition. 

11. Celebrate Milestones and Achievements: 

o Recognize significant milestones such as work anniversaries, project 

completions, and personal achievements. Celebrating these moments 

fosters a sense of belonging and appreciation. 

12. Use Technology: 
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o Implement recognition software to streamline the process, track 

participation, and provide a platform for both peer and manager 

recognition. Technology can enhance the visibility and accessibility of the 

program. 
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Development Plan 

 

Creating Development Plans 

Definition and Overview A development plan is a structured document that outlines 

an employee's career goals and the steps needed to achieve them, including training, 

mentorship, and benchmarks. In Afghanistan, where the context may include unique 

challenges, development plans are crucial for fostering employee growth and aligning 

individual aspirations with organizational needs. 

Steps to Identify and Address Areas for Improvement 

Step 1: Identify Organizational Development Goals 

• Understand the organization's short-term and long-term objectives to align 

employee development with these goals. 

Step 2: Assess Employee Skills and Abilities 

• Conduct a skills gap analysis to evaluate current skills and identify areas for 

improvement. 

• Use self-assessments, peer reviews, and manager evaluations to gather 

comprehensive data on employee performance. 

Step 3: Set Individual Development Goals 

• Based on the skills assessment, set specific, measurable, achievable, relevant, and 

time-bound (SMART) goals for each employee. 

Step 4: Identify Development Activities 

• Determine the activities that will help employees achieve their development goals, 

such as training programs, mentorship, job shadowing, and coaching. 

Step 5: Create a Timeline 
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• Establish a timeline for the development plan, including deadlines for completing 

each activity and regular check-ins to track progress. 

Step 6: Track Progress and Evaluate Results 

• Regularly monitor progress and evaluate the effectiveness of the development 

activities. Adjust the plan as needed based on feedback and results. 

Step 7: Communicate the Plan with Employees 

• Ensure employees understand their development plan, goals, and expectations. 

Encourage their participation and support throughout the process. 

Development Plan Template 

Template for Outlining Development Goals and Actions 

Employee Information 
 

Name 
 

Employee ID 
 

Department 
 

Position Title 
 

Date 
 

Development Goals 
 

Short-Term Goals Specific, measurable objectives to be 

achieved within the next 6-12 months 

Long-Term Goals Broader career aspirations to be 

achieved over the next 1-5 years 

Skills and Competencies 
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Current Skills and Competencies 
 

Areas for Improvement 
 

Development Activities 
 

Training Programs 
 

Mentorship Opportunities 
 

Job Shadowing 
 

Coaching Sessions 
 

On-the-Job Experiences 
 

Timeline 
 

Start Date 
 

End Date 
 

Intermediate Milestones 
 

Resources Needed 
 

Budget 
 

Time 
 

Support from Others 
 

Performance Metrics 
 

Qualitative and Quantitative Measures 
 

Review and Feedback 
 

Regular Check-Ins to Review Progress 

and Provide Feedback 
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Signatures 
 

Employee and Manager Signatures to 

Acknowledge the Development Plan 

 

 

Training and Development Resources 

List of Available Training Programs and Resources 

Internal Training Programs: 

• Company-specific training sessions and workshops. 

• On-the-job training and stretch assignments. 

External Training Programs: 

• Online courses and certifications (e.g., Coursera, LinkedIn Learning, Udemy). 

• Professional development workshops and conferences. 

Mentorship and Coaching: 

• Formal mentorship programs within the organization. 

• External coaching services and professional networks. 

Self-Directed Learning: 

• Access to online learning platforms and resources. 

• Books, articles, and industry publications. 

Technology and Tools: 

• Learning management systems (LMS) for tracking and managing training 

programs (e.g., BambooHR, Leapsome, Zavvy). 
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• Performance management software to monitor progress and provide feedback 

(e.g., PerformYard, Mesh, Lattice). 

Guidelines for Effective Development Plans 

Tips for Creating and Implementing Development Plans 

• Align with Organizational Goals: Ensure development plans support the 

company's strategic objectives. 

• Customize for Individual Needs: Tailor development plans to each 

employee's unique strengths, weaknesses, and career aspirations. 

• Set Clear and Achievable Goals: Use the SMART criteria to set specific and 

realistic goals. 

• Provide Necessary Resources: Ensure employees have access to the training, 

tools, and support they need to succeed. 

• Encourage Continuous Learning: Foster a culture of continuous 

improvement and lifelong learning. 

• Monitor and Adjust: Regularly review progress and make adjustments to the 

development plan as needed. 

Sample Development Plan Examples 

Skill-Based Development Plan Example 

• Identified Skill Gap: Lack of advanced technical skills in software development. 

• Actions: Enroll in an advanced software development course within the next 2 

months. 

• Resources: Enrollment in a relevant course, access to online resources and 

forums. 

• Review and Feedback: Monthly check-ins with a technical mentor to discuss 

progress and challenges. 
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Career Advancement Plan Example 

• Goal: Move from a program coordinator to a program manager role. 

• Actions: Complete a leadership development program, take on additional 

responsibilities within the current position. 

• Resources: Access to leadership training, mentorship from a senior manager. 

• Review and Feedback: Quarterly reviews to assess progress and adjust the plan 

as needed. 

  

http://www.arlo.online/


Disclaimer: This guide is designed as a resource to support civil society organizations (CSOs) in 

Afghanistan in streamlining their administrative, operational, and programmatic processes. It offers 

general guidance only and should not replace professional legal advice. Due to the diverse nature of CSO 

activities and the unique circumstances in Afghanistan, this guide may require specific adjustments to meet 

your organizational needs effectively. 

 

 

 

 

This document was prepared by the International Development Law Organization (IDLO) for the 

Afghanistan Rule of Law Observatory (ARLO) initiative. To find out more about ARLO, please visit our 

website at www.arlo.online.  

Page 53 of 80 

Separation Process 

 

Handling Underperformance 

Definition and Overview Underperformance refers to an employee consistently failing 

to meet the expected standards of their role, which can impact team morale and overall 

productivity. Addressing underperformance is crucial to maintaining organizational 

efficiency and morale, especially in the context of Afghanistan, where resources may be 

limited and every team member's contribution is vital. 

Steps for Managing Consistently Below-Expectation Performance 

Step 1: Recognize and Document the Problem 

• Identify specific instances of underperformance and document them with clear 

examples and evidence. 

• Use performance logs, feedback records, and any relevant documentation to 

support your observations. 

Step 2: Conduct a Performance Review Meeting 

• Schedule a private meeting with the employee to discuss their performance issues. 

• Use a structured approach: describe the current state, explain the impact, explore 

reasons, describe the desired outcome, discuss solutions, offer support, agree on 

next steps, and make closing remarks. 

Step 3: Develop a Performance Improvement Plan (PIP) 

• Create a PIP that outlines specific goals, actions, and timelines for improvement. 

• Include measurable objectives, resources needed, and regular check-ins to monitor 

progress. 

Step 4: Provide Support and Resources 
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• Offer training, mentorship, and other resources to help the employee improve their 

performance. 

• Ensure the employee understands the expectations and has the tools needed to 

succeed. 

Step 5: Monitor Progress and Provide Feedback 

• Regularly review the employee's progress against the PIP and provide constructive 

feedback. 

• Document all interactions and updates to the PIP. 

Step 6: Evaluate the Outcome 

• At the end of the PIP period, evaluate whether the employee has met the 

improvement goals. 

• If performance has improved, acknowledge the progress and discuss how to 

maintain it. 

• If performance has not improved, consider further action, including potential 

separation. 

Separation Guidelines 

Legal and Ethical Considerations for Employee Separation 

Adherence to Legal Regulations 

• Ensure compliance with Afghan labor laws, anti-discrimination laws, and 

contractual obligations. 

• Document all steps taken to address underperformance and ensure due process is 

followed. 

Ethical Considerations 

• Treat the employee with respect and dignity throughout the separation process. 
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• Provide clear and honest communication about the reasons for separation. 

• Offer support and resources to help the employee transition, such as outplacement 

services or career counseling. 

Severance Packages and Final Pay 

• Determine appropriate severance packages based on factors such as length of 

service and level of responsibility. 

• Ensure the final paycheck includes any owed compensation, such as unpaid 

expenses, bonuses, and accrued vacation time. 

Confidentiality and Non-Disclosure 

• Ensure that all discussions and documentation related to the separation are kept 

confidential. 

• Consider having the employee sign a non-disclosure agreement (NDA) if 

necessary. 

Separation Checklist 

Checklist for the Separation Process 

Before the Separation Meeting 

• Review the employee's performance records and documentation. 

• Prepare a clear and concise explanation for the separation. 

• Coordinate with HR and legal counsel to ensure compliance with all regulations. 

During the Separation Meeting 

• Conduct the meeting in a private and respectful setting. 

• Clearly explain the reasons for the separation and provide supporting 

documentation. 
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• Offer the employee an opportunity to ask questions and provide feedback. 

• Discuss the details of the severance package and any available support resources. 

After the Separation Meeting 

• Collect all company property from the employee, including laptops, ID badges, and 

keys. 

• Deactivate the employee's access to company systems and networks. 

• Provide the employee with a separation package, including the termination letter, 

benefits-related paperwork, and any other relevant documents. 

• Notify relevant staff members and update internal records to reflect the employee's 

departure. 

Sample Separation Process Examples 

Example of a Performance Improvement Plan (PIP) 

• Identified Performance Issue: Consistently missing project deadlines. 

• Actions: Enroll in a time management course, set weekly check-ins with the 

manager to review progress. 

• Resources: Access to online training, mentorship from a senior team member. 

• Timeline: 3 months. 

• Review and Feedback: Monthly reviews to assess progress and adjust the plan 

as needed. 

Example of a Separation Meeting Script 

• "Zahra, we have reviewed your performance over the past six months and, despite 

the support and resources provided, we have not seen the necessary improvement. 

As a result, we have made the difficult decision to terminate your employment 

effective immediately. We appreciate your efforts and want to support you during 
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this transition. Here is your severance package, which includes details on your final 

paycheck and available outplacement services. Do you have any questions or 

concerns?" 

Additional Resources 

Tips and Best Practices for Handling Employee Separation Ethically and 

Legally 

1. Maintain Clear Policies and Procedures: 

o Ensure that termination policies are well-defined, easily accessible, and 

communicated to all employees. These policies should align with legal 

requirements and industry standards to provide a transparent framework 

for handling termination cases. 

2. Document Thoroughly: 

o Keep detailed records of performance issues, disciplinary actions, and any 

other relevant information. This documentation serves as evidence for 

objective decision-making and demonstrates a commitment to fairness 

throughout the termination process. 

3. Treat Employees with Dignity and Respect: 

o Conduct termination meetings in private and maintain confidentiality 

throughout. Treating employees with dignity and respect preserves their 

self-worth and reflects positively on the organization. 

4. Provide Clear Communication: 

o Clearly communicate the reasons for termination, listen to the employee’s 

perspective, and provide support resources, such as outplacement services 

or assistance with job searching. 

5. Follow Legal Requirements: 
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o Ensure compliance with local, state, and federal laws regarding 

terminations, including notice periods, severance pay, final paychecks, and 

other legal obligations. Consult with legal counsel to ensure that the 

termination process aligns with legal requirements and mitigates potential 

risks. 

6. Plan the Separation Meeting Carefully: 

o Choose a neutral, private setting for the termination meeting. Ensure that 

the meeting is brief, scripted, and rehearsed for familiarity with statements 

to be made. Have all separation documents prepared prior to the meeting. 

7. Offer Support and Resources: 

o Provide support resources such as Employee Assistance Programs (EAP), 

outplacement services, or severance packages. Offering these resources 

helps the employee transition smoothly and maintains a positive 

relationship. 

8. Ensure Consistency and Fairness: 

o Apply termination policies consistently across the organization to avoid any 

form of discrimination or bias. Treat all employees equally and fairly during 

the termination process. 

9. Handle Personal Belongings with Care: 

o Prepare a plan for the employee to gather their personal belongings. Ensure 

that this process is handled discreetly and respectfully, with supervision if 

necessary. 

10. Post-Separation Monitoring: 

o Consider post-separation monitoring to gauge the demeanor of the 

separated employee. Follow-up communication and ongoing support can 

help identify any concerns and provide additional assistance if needed. 
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11. Involve Relevant Parties: 

o Involve HR professionals, legal counsel, and, if necessary, security 

personnel in the separation process to ensure that all aspects are handled 

professionally and legally. 

12. Prepare for Potential Reactions: 

o Anticipate and plan for various reactions from the employee. Be prepared 

to address any questions or concerns they may have and provide clear, 

empathetic responses. 
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Additional Resources 

 

Performance Appraisal Tools 

Overview of Software and Tools for Performance Management 

Definition and Purpose Performance appraisal software is a digital tool that helps HR 

specialists and managers evaluate employee performance efficiently and fairly. It uses 

automation to make the appraisal process more efficient, less biased, and more data-

driven. 

Key Features of Performance Appraisal Software 

• Goal Setting and Tracking: Facilitates the setting of clear, measurable 

objectives and monitors progress towards these goals. 

• 360-Degree Feedback: Collects feedback from all levels within the organization 

to provide a comprehensive view of an employee's performance. 

• Performance Review Automation: Streamlines the scheduling, execution, 

and documentation of performance reviews. 

• Real-Time Feedback: Enables continuous communication and timely feedback 

between managers and employees. 

• Analytics and Reporting: Offers insights through data visualization, helping 

identify trends, achievements, and areas for improvement. 

Top Performance Appraisal Software Solutions 

• Deel: From $49/user/month (billed annually). 

• Mitratech Trakstar: Pricing upon request. 

• Lattice: From $11/user/month. 

• PerformYard: From $5-$10/user/month. 
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• Paycor: From $5/employee/month + $99/month base fee. 

• Leapsome: From $8/user/month. 

• ClearCompany: Pricing upon request. 

• Peoplebox: From $7/user/month. 

• Primalogik: From $159/month. 

• Paylocity: Pricing upon request. 

Selection Criteria for Performance Appraisal Software 

• User Interface (UI): Clean, intuitive interfaces that help team members perform 

their tasks without wasting time. 

• Usability: Easy-to-use solutions that enable all team members to share 

continuous feedback, regardless of their tech skills. 

• Software Integrations: Integration with other HR tools such as HCM, HRIS, 

and talent management solutions. 

• Value for Price: Solutions that offer a wide variety of features and functionalities 

to achieve multiple goals. 

Best Practices 

Tips and Best Practices for Effective Performance Appraisals 

Brush Up on Appraisal Skills 

• Request formal training on performance management or a refresher to ensure 

you’re up to date on company policy. 

• Consider asking peers for feedback on your management style. 

Preparation is Key 

• Arrange a private meeting venue with minimal distractions. 
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• Give the employee sufficient notice (two weeks is ideal) and an overview of the 

process in advance. 

• Ensure self-appraisal forms are issued well in advance of the meeting. 

Encourage a Two-Way, Open Discussion 

• Ask open questions relating to the employee’s performance. 

• Offer positive feedback, thanks, and praise for areas in which they have excelled. 

• Acknowledge areas for development and discuss ways to improve through training 

or additional support. 

Remember to Listen 

• Actively listen and consider non-verbal cues such as body language. 

• Summarize the conversation and check mutual agreement and understanding of 

future expectations. 

Incorporate the 7 Drivers of Employee Engagement 

• Ask employees to reflect on their workplace experience using a Likert scale (0 to 5) 

for questions related to freedom, clarity, challenge, growth, recognition, 

togetherness, and voice. 

Offer Regular Feedback 

• Discuss performance both formally and informally throughout the year. 

• Avoid “saving up” feedback for the annual review; address issues as they arise. 

Ensure Objectives are SMART 

• Set specific, measurable, achievable, realistic, and time-bound objectives. 

• Align objectives with overall business goals. 

Document the Discussion 
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• Provide a written record of the discussion to the employee as soon as possible after 

the meeting. 

• Offer the employee the opportunity to suggest any required changes once they have 

had time to reflect. 

FAQs 

Common Questions and Answers about the Appraisal Process 

What is a Performance Appraisal? A performance appraisal is a review of an 

individual’s work performance and productivity, assessing their skills, achievements, 

personal growth, and progress towards predefined goals and objectives. 

What are the Different Types of Performance Appraisals? 

• Self-Appraisals: Employees assess their own performance. 

• Peer Appraisals: Colleagues evaluate each other’s performance. 

• 360-Degree Appraisals: Feedback is collected from multiple sources, including 

managers, peers, and subordinates. 

• Culture-Fit Appraisals: Evaluations based on how well an employee fits with 

the company culture. 

• Trait-Based Appraisals: Assessments based on specific traits or characteristics. 

• Role-Based Appraisals: Evaluations based on the specific requirements of the 

employee’s role. 

What are the Benefits of Performance Appraisals? 

• Improved Motivation: Recognizing achievements and providing constructive 

feedback can boost employee morale and motivation. 

• Better Working Relationships: Open communication during appraisals can 

strengthen relationships between managers and employees. 
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• Succession Planning: Identifying high performers and areas for development 

helps in planning for future leadership roles. 

How Often Should Performance Appraisals be Conducted? While annual 

appraisals are common, many organizations are moving towards more frequent, informal 

performance conversations to provide continuous feedback and support. 

What Should be Included in a Performance Appraisal? 

• Performance Analysis: Review of communication, teamwork, ability to meet 

targets, quality of work, attendance, and reliability. 

• Employee Potential and Career Progression: Discussion of career 

aspirations and development opportunities. 

• Areas for Improvement: Identification of training needs and areas for 

performance enhancement. 

• Employee Feedback: Opportunity for employees to share their views on their 

performance and provide feedback on the appraisal process. 
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Methods for Assessing the Effectiveness of the Appraisal System 

 

1. Employee Feedback Surveys 

• Description: Conduct surveys to gather feedback from employees about their 

experiences with the appraisal process. Questions can cover aspects such as clarity 

of goals, fairness of evaluations, usefulness of feedback, and overall satisfaction 

with the process. 

• Implementation: Distribute surveys after the appraisal cycle and analyze the 

responses to identify areas for improvement . 

2. Manager Feedback Surveys 

• Description: Collect feedback from managers on the appraisal process, including 

the ease of use of the appraisal tools, the effectiveness of training provided, and the 

overall impact on employee performance and development. 

• Implementation: Use surveys or focus groups to gather insights from managers 

and incorporate their suggestions into process improvements . 

3. Performance Metrics Analysis 

• Description: Analyze key performance metrics before and after the 

implementation of the appraisal system to assess its impact on employee 

performance. Metrics can include productivity levels, goal achievement rates, and 

employee engagement scores. 

• Implementation: Use performance management software to track and compare 

metrics over time . 

4. Goal Achievement Rates 

• Description: Evaluate the percentage of goals set during the appraisal process 

that are achieved by employees. High goal achievement rates can indicate an 

effective appraisal system that sets realistic and motivating objectives. 
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• Implementation: Track goal completion rates using performance management 

tools and review them during subsequent appraisal cycles . 

5. Turnover and Retention Rates 

• Description: Monitor employee turnover and retention rates to determine if the 

appraisal system is contributing to employee satisfaction and retention. A decrease 

in turnover rates can indicate a positive impact of the appraisal process. 

• Implementation: Analyze HR data on employee turnover and retention before 

and after implementing the appraisal system . 

6. Training and Development Participation 

• Description: Assess the participation rates in training and development 

programs recommended during the appraisal process. High participation rates can 

indicate that employees find the appraisal feedback valuable and are motivated to 

improve their skills. 

• Implementation: Track enrollment and completion rates of training programs 

and correlate them with appraisal outcomes . 

7. Quality of Performance Documentation 

• Description: Review the quality and completeness of performance 

documentation, including self-assessments, manager evaluations, and feedback 

records. High-quality documentation can indicate a thorough and effective 

appraisal process. 

• Implementation: Conduct regular audits of performance appraisal documents 

to ensure they meet organizational standards . 

8. Calibration Sessions 

• Description: Hold calibration sessions where managers discuss and compare 

performance ratings to ensure consistency and fairness across the organization. 

These sessions help identify any biases or discrepancies in the appraisal process. 
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• Implementation: Schedule regular calibration sessions and document the 

outcomes to improve the consistency of performance evaluations . 

9. Employee Development and Career Progression 

• Description: Track the career progression and development of employees who 

have undergone the appraisal process. Successful promotions and skill 

advancements can indicate an effective appraisal system that supports employee 

growth. 

• Implementation: Monitor career progression data and correlate it with 

appraisal outcomes to assess the impact on employee development . 

10. External Benchmarks and Best Practices 

• Description: Compare the organization's appraisal process with industry 

benchmarks and best practices to identify areas for improvement. This can help 

ensure the appraisal system remains competitive and effective. 

• Implementation: Conduct regular reviews of industry standards and 

incorporate best practices into the appraisal process . 

 

1. Standard Performance Appraisal Process. Available at: Standard 

Performance Appraisal Process (Last accessed on June 1, 2024). 

2. Annual Employee Performance Appraisals. Available at: UC Davis (Last 

accessed on June 3, 2024). 

3. ePerformance Learning Resources. Available at: UC Davis (Last accessed on 

June 5, 2024). 

4. Supervisor Resources for Performance Appraisals. Available at: UC 

Davis (Last accessed on June 7, 2024). 

5. Performance Appraisal Ratings. Available at: UC Davis (Last accessed on 

May 28, 2024). 
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6. Recognition and Rewards. Available at: UC Davis (Last accessed on June 2, 

2024). 

7. Writing Resources for Employee Evaluations. Available at: UC Davis (Last 

accessed on June 4, 2024). 

8. Annual Employee Performance Appraisals Beginning in UCPath 

ePerformance. Available at: UC Davis (Last accessed on June 6, 2024). 

9. Performance Appraisal FAQs. Available at: UC Davis (Last accessed on June 

8, 2024). 
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Plan for Rolling Out the Employee Performance Appraisal 

Process 

1. Preparation Phase 

1.1 Define Objectives and Goals 

• Purpose: Clearly outline the purpose of the performance appraisal process, such 

as providing constructive feedback, setting goals, and supporting employee 

development . 

• Alignment: Ensure the appraisal process aligns with the organization's mission, 

vision, and strategic objectives . 

1.2 Identify Stakeholders 

• Executive Team: Secure buy-in from senior leadership to ensure alignment with 

organizational goals and encourage adoption . 

• Managers: Involve managers who will be using the system extensively and ensure 

they understand their roles and responsibilities . 

• HR/People Team: Designate a project team within HR to oversee the 

implementation and manage the process . 

• IT Team: Ensure the IT team is involved to address technical requirements and 

integrations . 

• Employees: Engage employees early to gather input and build buy-in . 

1.3 Develop a Project Plan 

• Timeline: Establish a clear timeline for the rollout, including key milestones and 

deadlines . 

• Resources: Identify the resources needed, including budget, personnel, and 

technology . 
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• Responsibilities: Assign specific tasks and responsibilities to team members . 

2. Communication Phase 

2.1 Create Communication Materials 

• Announcements: Draft clear and concise announcements to inform employees 

about the new appraisal process . 

• Training Materials: Develop training materials, including guides, FAQs, and 

video tutorials, to help employees understand the process . 

• Feedback Channels: Establish channels for employees to ask questions and 

provide feedback . 

2.2 Conduct Training Sessions 

• Managers: Provide training for managers on how to conduct appraisals, give 

feedback, and use the appraisal system . 

• Employees: Offer training sessions for employees to understand the appraisal 

process and how to prepare for their reviews . 

2.3 Launch Communication Campaign 

• Kickoff Meeting: Hold a kickoff meeting to introduce the appraisal process to 

the entire organization . 

• Regular Updates: Send regular updates via email, intranet, and other 

communication channels to keep everyone informed . 

• Feedback Loop: Encourage employees to provide feedback on the 

communication and training materials . 

3. Implementation Phase 

3.1 Pilot Phase 
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• Select Pilot Groups: Choose a small, diverse group of employees and managers 

to participate in a pilot of the appraisal process . 

• Conduct Pilot Appraisals: Run the appraisal process with the pilot group, 

gathering feedback and making adjustments as needed . 

• Evaluate Pilot Results: Assess the success of the pilot phase and identify any 

issues or areas for improvement . 

3.2 Full Rollout 

• System Configuration: Ensure the appraisal system is fully configured and 

tested, including data integration and security measures . 

• Launch System: Officially launch the appraisal system organization-wide, 

making it accessible to all employees and managers . 

• Monitor Usage: Track the usage of the system and address any technical issues 

promptly . 

4. Evaluation Phase 

4.1 Collect Feedback 

• Surveys: Distribute surveys to gather feedback from employees and managers 

about their experience with the appraisal process . 

• Focus Groups: Conduct focus groups with different employee segments to gain 

deeper insights into their experiences . 

• 1:1 Conversations: Hold one-on-one conversations with key stakeholders to 

discuss what worked well and what could be improved . 

4.2 Analyze Performance Metrics 

• Goal Achievement Rates: Evaluate the percentage of goals set during the 

appraisal process that are achieved by employees . 
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• Turnover and Retention Rates: Monitor employee turnover and retention 

rates to determine the impact of the appraisal process . 

• Training Participation: Assess participation rates in training and development 

programs recommended during the appraisal process . 

4.3 Continuous Improvement 

• Identify Themes: Review feedback and performance metrics to identify common 

themes and areas for improvement . 

• Implement Changes: Make necessary adjustments to the appraisal process 

based on the feedback and analysis . 

• Communicate Improvements: Inform employees about the changes made and 

how their feedback contributed to the improvements . 

5. Follow-Up Phase 

5.1 Regular Check-Ins 

• Ongoing Feedback: Encourage managers to provide continuous feedback and 

support to employees throughout the year . 

• Progress Reviews: Schedule regular progress reviews to track employee 

development and goal achievement . 

5.2 Annual Review 

• Comprehensive Evaluation: Conduct a comprehensive evaluation of the 

appraisal process at the end of the year to assess its overall effectiveness . 

• Report Findings: Prepare a report summarizing the findings and 

recommendations for further improvements . 

• Plan for Next Cycle: Use the insights gained to plan for the next appraisal cycle, 

ensuring continuous improvement . 
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By following this detailed plan, organizations can effectively roll out an employee 

performance appraisal process that is fair, transparent, and aligned with organizational 

goals. This approach ensures that all stakeholders are engaged, informed, and supported 

throughout the process, leading to a successful implementation and continuous 

improvement. 
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