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Module 7 – Appraisals 

7 Preparing for and 
delivering appraisals 
 

The purpose of appraisals 
How to prepare for and deliver an effective appraisal 
The importance of following up 
 

 

The purpose of appraisals 

• ‘the act of examining someone or something in order to judge their qualities, 

success, or needs’ 

• ‘a formal assessment, typically in an interview, of the performance of an employee 

over a particular period’ 

Performance appraisals, sometimes called performance reviews, are one of a number of 
performance management tools that aim to ensure employees’ performance contributes to 
business objectives, and should be used as part of a holistic approach to manage 
performance. The value of annual performance appraisals has increasingly been challenged 
in recent years in favour of more regular ‘performance conversations’. However, 
performance feedback or appraisal remains a crucial aspect of the performance 
management cycle. 

Why do we need to conduct appraisals? 

• To provide a platform for managers and their direct reports to review aspects of job 
performance on a regular basis so that each individual is provided with the 
wherewithal to perform their job to the best of their ability, and to make the best 
contribution possible towards the organisation's goals. The process should provide 
clear direction towards personal and organisational objectives, so that each 
individual is able to achieve their potential, gain maximum job satisfaction and 
contribute towards the organisation's success. 

• To add value in identifying individual training, development and career needs. 
Discussions on such needs should focus upon genuinely assisting the appraisee in 
acquiring the relevant skills, knowledge and behaviours (competencies) for them to 
perform well in their current role. Opportunities for advancement or alternative 
work may also be on the agenda and to discuss the employee future ambitions. 

• It is a chance for the manager to discuss and update the employee on the company’s 
future plans or targets so that the employee is kept fully up to date. 
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What experiences have you had with appraisals either as a manager or an employee? 

 

 

 

 

 

What do you think your role is as a Manager in carrying out appraisals? 
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Manager’s Role: 

A positive approach – your role is to support someone to achieve, not keep them from 

doing so (they’ll do that themselves if they choose to!) 

Encouragement – it’s all about encouraging someone to move in the right direction and 

giving them the support and motivation they need 

Development – your role is to develop your team to be the best they can be, as individuals, 

as members of the team and the Company overall 

No surprises – an appraisal is not the time for surprises or feedback you’ve “sat on”, kept to 

yourself or fumed about! 

 

A good appraisal is: 

• Simple 

• Well-prepared 

• Relevant 

• Good communications 

• Acknowledges mistakes or problems 

• Recognises achievements 

• Sets goals  

 

A bad appraisal is: 

• No preparation 

• No attention 

• Poor communication 

• No feedback 

• No examples 

• No discussion 

• Mixed messages 
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How to prepare for and deliver an effective appraisal 

Make sure you prepare for an employee’s appraisals by gathering all of the information you 

need before speaking with them and use an Appraisal form so that you discuss the relevant 

performance questions. You may want to take a notepad in case the employee has anything 

further to discuss. 

Steps involved in an appraisal: 

1. Set the date 

2. Prepare 

3. Meet & take notes 

4. Issue notes and action plan to the employee 

5. Implement actions 

6. Review progress 

During the appraisal, you will need to explain the purpose of why the appraisal is happening 

and discuss the agenda/form you will be talking through with the employee. You need to 

stay in control of the meeting at all times, keeping on track and not letting the review turn 

into another discussion. If this happens, let the employee know they will have to speak with 

you separately about any other issues. Make sure you actively listen to the employee when 

they are speaking in their review and take note as you may want to type these up after your 

meeting. Give your own feedback on the employee’s performance – remember, an 

employee shouldn’t be hearing about an issue for the first time at their performance 

meeting. Agreeable actions need to be made and a plan needs to be discussed, whatever 

the outcome of the performance meeting. Make sure you praise the employee if they 

deserve it and let them know they are meeting your expectations. 

Set the meeting using different discussion points: 

Recent past: 

• Review performance over a set period of time 

• Employee’s perspective 

• Manager’s perspective 

• What’s been done well? 

• What hasn’t been done well? 

Present: 

• What’s currently going on? 

• Is this different from what’s happened in the past? 

• Does it need to be different in the future? 

• Areas to consider 

– Performance 

– Conduct 

– Personal issues 
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Future: 

• Personal goals/aspirations 

• Business goals/objectives 

• Training needs 

• Plan for how to get there 

 

Training and Development: 

• Identify training needs 

• Establish what’s essential and what’s desirable 

• Establish if it’s relevant to the role and/or business 

• Be honest about what’s possible 

 

Career progression: 

• Ask about employee’s personal goals 

• Be supportive 

• Identify possibilities in line with business goals 

• Consider an action plan to get there 

• Be realistic 

 

Make sure you are aware of how your communication is perceived when delivering 

appraisals. Employees can become nervous or uncomfortable when they know their 

appraisal is coming up, especially if their performance has already been discussed as an 

issue. You want to try and make the employee feel relaxed and as comfortable as possible 

during the meeting and make sure you make details clear and concise. 

 

The importance of following up: 

There would be no point in conducting appraisals if, as a manager, you do not follow them 

up. You want the employee to be achieving the best they can, so proposing an action plan at 

the meeting and then following up on their progress is showing that you want the employee 

to work in the right direction. The best way to follow up after an appraisal is to write the 

appraisal up and share with the employee, create the discussed action plan and set 

deadlines and specific tasks or actions and check in with the employee on a regular basis to 

see if they are progressing on target with the action plan. 

Following up also makes sure the employee is clear about what was discussed in their 

appraisal meeting and gives them a chance to come back to you if they are unsure of 

anything that was discussed or if they feel they may need extra support.  
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How often do you think you should be meeting with your employees to discuss 
performance? 

 

  



Module 7 – Appraisals  

©Keeping HR Simple 2021   
 

What are you going to do differently? 

 

 

Contact: 

Keeping HR Simple 

Katherine Duff 

01487 815720 


