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Congratulations for downloading this very powerful book! 
 
It has been used for over 18-years by some of the most successful organizations 
around the world to increase the performance of employees and more importantly, 
managers and management teams.  Whether you are a seasoned HR Manager, a 
very successful Small Business Leader or a brand new Entrepreneur with your 
first few employees, this book will help you continually improve the performance 
of individuals on your team, departments and entire organization to assure you  
accomplish your goals.   
 
 

About this Book & How to Use It: 
 
The first version of this book was written in 2002.  Since then, no matter the  
economy, the unemployment rate, the most popular development strategies touted 
by business books and consultants, the information and stats in this book have  
remained accurate and the best practices then are still the best practices now.   
 
Every few years for the past 18-years, this book has been updated to reflect the 
current most successful strategies to boost employee performance.  No matter the 
position, your geographic location, or the size of your company, these strategies 
will help you grow your business and become your market’s leader.    
 
Along with the very valuable secret exposed in the last section of this book to  
develop leaders & take them to performance levels they’ve never reached before, 
here’s what else you'll discover in this book: 
• Why employee review is mandatory and who you should be reviewing 
• 10 reasons most employee reviews don’t work (& actually end up hurting  

employ morale, unity and performance than helping it)   
• The group of employees you need to develop before all others - it’s not who you 

think it is 
• The 3 things required for employees (in all positions) to be productive in their 

job… which when accomplished makes development much easier 
 

• BONUS:  Just for reading to the end of this book and discovering all of the  
  valuable information above, you’ll get $498 in free gifts 

 
If you’ve had difficulty in the past improving the performance of your team, 
you’re not alone.  In this book, you’ll learn exactly why.  And even better, you’ll  
discover the strategies the most successful organizations (in your industry) have 
used to continually take their productivity and profitability to new heights.   
 
Take the advice in this book, implement the best practices and you too will be able 
to shatter your team’s productivity and profitability records… much sooner than 
you’ve ever imagined.   
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About the Author: 
 
  Grant D. Robinson is the President of People Values and Author   
  of the TOP Performance System (used to Recruit, Hire, Train,  
  Develop & Retain TOP Performers in every position). 
 
  (Okay… from now on, Grant is going to write this book in first    
  person and rather than referring to himself as “Grant” as most  

authors do on their “About the Author” page, throughout the rest of this 
book he’s going to use the word “I”) 
 
I started People Values in 2000 at the age of 27.  It didn’t take me long in 
life to realize I was unemployable due to my stubbornness, need for  
independence and great intellect knowing I could do things better than  
others.  Okay, that’s some sarcasm… but actually true.  I was already done 
with working my way up the ladder only to find that my managers were 
even more stubborn than me to initiate the changes required to improve the  
organization.   
 
And the changes I always wanted to make were to solve our number one 
problem… the “People Problems” that other managers seemed to ignore  
acting as if they'll somehow magically disappear (but never do without 
effort).  It always seemed whatever business I worked at, I was surrounded 
by unreliable, unmotivated people holding the business back.   
 
I decided if I wasn’t going to be able to effect real change at the companies I 
worked for, I’d just start my own business helping open-minded small  
business leaders (& their teams) become more productive.  My goal was to 
create a process to help my clients keep incompetent, lazy, non-producers 
off their payroll.  And just as important… continually improve the  
productivity of every member of their team to assure peak performance.   
 
Today, more than 20-years later, I’m proud to have become a leader in the 
Small Business Management Consulting arena.  At People Values, we’ve 
created an award winning process used by thousands of organizations 
around the world to find, hire and develop their most productive (&  
profitable) staff ever.    
 
Our TOP Performance System has been recommended by these  
organizations, associations & publications (as well as many others): 
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Why Continual Employee Review is Mandatory  

Your People are Your Busines! 
 
If you’ve read any of my others books or watched my videos, you know how  
important I believe your people are to your business.  They have more of an effect 
on your bottom-line than any other asset… or liability.   
 
You can have successful marketing, sales, production, accounting, customer  
service and management systems, but if you hire incompetent, lazy, unproductive 
people to run these systems, your team and your business will be unsuccessful.    
 
That is why I start this book with the reminder that:  “Your People are Your  
Business.”   
 
And that is why you must do everything in your power to assure your people  
become and remain productive in their job.  Productive People = Productive  
Business.   
 
Later in this book, you’ll discover the three things required for employees to be 
productive in their job (I’m not going to give them away yet)… but beyond these 
three things, a Performance Review or Performance Improvement program is 
mandatory.  
 
Whatever you call your Performance Review System (“Employee Review,” 
“Performance Interview,” or something similar), when payroll is if not your  
largest expense, one of your largest… wouldn’t you rather be paying people to 
help you accomplish your goals, instead of paying people to hold your business 
back?  
 
The only way to assure you do this is by continually investing in your people.  But 
this investment doesn't even need to cost anything! 
 
Well, it will cost you (& your managers) a little time but it will be time well spent 
to make sure: 
1. Your employees CONTINUE to do the things that make them effective 
2. Your employees ATTEMPT to do things that will improve their performance 
3. Your employees NO LONGER do things that hinder their peak productivity 
 
You see I’ve capitalized and underlined words and letters above.  Together, they 
spell C.A.N. which is what at People Values we called the Performance Review 
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Why Continual Employee Review is Mandatory ( cont.)  

& Improvement Process I created back in 2002 and our TOP Performance Club 
Members still use today to continually boost the productivity (&  
profitability) of their business.  
 
We’re not going to get into the specifics of the C.A.N. Process in this book...   
 
But more importantly, get into the benefits of any performance review &  
improvement process.  And these benefits are plentiful.   
 
Here are the top 10: 
1. Boost the performance of every individual on your team 
2. Set and reset objectives 
3. Enhance team compatibility 
4. Foster communication 
5. Cultivate individual talents by reinforcing productive practices 
6. Measure performance in relations to goals 
7. Increase self-awareness by comparing an individual’s perceptions to the  

perceptions of others 
8. Decrease (& eventually eliminate) integrity, reliability and work-ethic issues 
9. Clarify the expectations of others 
10. Build stronger, more effective leaders 
 
Note:  All 10 of these reasons are positive.  However, in studying review  
programs, many managers state the results of their reviews are negative and  
ineffective.  And studies have shown... your employees feel the same way.   
 
Now I know what you are saying to yourself… “We don’t get any (or many) of 
these benefits from our Employee Review Program.”   
 
Well, neither do most organizations.   
 
There are many reasons for this.  Because we wanted to know exactly what they 
were (and make this book more valid and identifiable for readers), we’ve been 
surveying managers at our website for the past 18-years.   
 
In the survey, we list the top 15 reasons that managers for large and small  
business have provided as the main reasons their reviews fail to be effective.   
 
We ask each participant to check just the top reason that their reviews fail.  The 
following are the 10 most common answers given by participants of our survey... 
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10 Reasons Most Employee Reviews Don’t Work  

Reason #10 - Unreachable Goals Set (says 2% of survey participants) 
 
Setting sights high in a review is advantageous.  But setting impossible goals will 
demotivate and demoralize.   
 
The way to tell if a goal is achievable is to see if others on the team are achieving 
it.  If no one is, your goals are currently set too high. 
 
When an employee performs at 40% of expectation and you create goals of 110% 
(or even 80% for that matter), you’re just setting them up to fail.  Even a 10% 
boost in productivity will positively affect your bottom line.   
 
 
Reason #9 - Not Timely Enough (says 5% of survey participants) 
 
It’s interesting to find that only 5% of our survey participants claimed this to be 
the major detriment to effective reviews (for 83% of those surveyed also admit 
their organizations review their employees less than twice a year).   
 
When reviews are ineffective and considered a waste of time, managers may opt 
to spend their efforts on other endeavors.  Unfortunately, without timely  
communication and interaction a review provides, your team members will fail to 
perform at higher levels and revenue will become stagnant.   
 
 
Reason #8 - Non-Existent Process (says 6% of survey participants) 
 
If not having a process is the reason your performance reviews fail, you’ve set 
yourself up for this failure.   
 
When there is no avenue for one-on-one communication (and active listening is a 
key to communication), your individuals, teams and organization will continue to 
underperform.   
 
 
Reason #7 - Unclear Objectives (says 7% of survey participants) 
 
Many times, low performing employees continue to struggle following a review 
because they are still unclear of their expectations.  By following a clearly laid out 
objective, communicating freely and documenting objectives, you’ll be able 
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10 Reasons Most Employee Reviews Don’t Work (cont.) 

to erase this ambiguity.   
 
An individual’s path to peak productivity should not be a guessing game.  Your 
managers must provide their employees clearly defined written objectives to  
accomplish during a performance review in order to clear up any discrepancies 
management has regarding performance expectation.   
 
 
Reason #6 - No Goals are Set (says 8% of survey participants) 
 
The single most important reason to meet with employees in review is to set goals.  
Organizational goals are set by your executive and are introduced at staff  
meetings.   
 
Individual goals and objectives, which are created in order to reach  
organizational goals, must be established during a review.   
 
► Whether a manager or an entry-level employee, a TOP Performer or low  
performer, everybody can improve in one area or another.  Goal setting is a  
necessity for this improvement to occur.  Timely and thorough follow-up, where 
goals can be modified or restructured, will insure this improvement indeed  
occurs.   
 
 
Reason #5 - General Apathy & Low Morale (says 9% of survey participants) 
 
Widespread apathy and moral issues could be the most costly problems an  
organization must deal with.   
 
Once general feelings of apathy permeate an organization, it will negatively  
affect everything from quality of product, to customer service, and eventually the 
bottom-line.   
 
Apathy is contagious.  In many instances, it initially appears at the management 
level.  Indicators such as disregard to policies and lack of faith in others will  
eventually lead to team, department and organizational indifference.   
 
When management clearly recognizes there is a problem but chooses to ignore it 
(or feels it will “disappear” or “work itself out”), they give the impression of  
being “out of touch” with their employees.  If management doesn't take action 
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10 Reasons Most Employee Reviews Don’t Work (cont.) 

to solve moral issues, they will remain and surely get worse.   
 
 
Reason #4 - Uninspired / Unmotivated Staff (says 10% of survey participants) 
 
One of the main goals of a performance review is to boost an individual’s  
productivity through motivation.  Whether that person is internally motivated or 
requires external motivation, they should leave your reviews inspired to take their 
performance to the next level.   
 
When managers complain that their people are not motivated, it’s very difficult to 
fault their employees for this because a primary duty of a manager is to motivate 
their team members.  When people are satisfied with what they are doing for a  
living, they will be inspired and motivated to produce.   
 
► As a manager, you must know the professional objectives of your employees.  
Giving them duties and responsibilities that fit their interests will create  
satisfaction, which in turn motivates.  
 
 
Note:  When you add up the percentage of time the seven responses discussed so 
far, we’re only at 47%.  So that means, the next thee responses are the reason that 
more than 1/2 of reviews held by large and small organizations don’t work.   
 
 
Reason #3 - Process Not Followed (says 11% of survey participants) 
 
Even worse than not having a performance review process at all, is having one 
and not following it.  When managers show disregard to your organization’s 
standards and procedures, they show lack of faith in management proficiencies.  
 
On the other hand, this is a blatant sign that the current performance review  
process is out-of-date, unproductive and not as thorough as it should be.  When 
managers don’t utilize the current process to improve individual performance, it’s 
time to create and initiate a new one.   
 
 
Reason #2 - Innefective Managers (says 14% of survey participants) 
  
14% of our survey’s participants (who are all managers), stated “Innefective 
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10 Reasons Most Employee Reviews Don’t Work (cont.) 

Management” for the reason their performance reviews fail.  This is very  
unfortunate, for studies have shown, two of the six core competencies of  
management are “Personal Development” and “Personnel Development”. 
 
Management is the key to productivity and profitability in your organization.  
They set performance, integrity, communication, compatibility and quality  
examples for the rest of your workforce.     
 
Many times managers struggle for they are not reviewed themselves.  They spend 
so much time putting out fires, solving conflict and attempting to boost the  
performance of others that they don’t recognize their own inadequacies.   
 
► Effective, timely management reviews will insure managers perform at peak  
levels and will set a guide for effective performance reviews with their team  
members.   
 
 
Reason #1 - No Follow Through (says 28% of survey participants) 
 
The worst thing you can do is spend 15 to 120-minutes with an employee,  
communicate freely, discuss solutions, build a stronger relationship… and then 
fail to follow through on the next objectives.  That’s just wasting your time and 
theirs.  
 
More than one in four business owners and managers stated this to be the number 
one reason their reviews fail.  
 
When you meet with a struggling employee and give them performance  
suggestions and goals to accomplish but then fail to follow-up, how can you  
insure continual performance improvement?  You can’t! 
 
If management is not going to guarantee new practices are followed and  
objectives are reached, don’t expect your employees to do it either.  Your staff 
won't take reviews seriously and won’t give 110% following your appraisal.  
 
The most dangerous aspect of not following up on reviews is your workforce will 
lose faith in your management.  When there are productivity, teamwork,  
integrity or leadership issues and they are not directly addressed through  
performance review, your managers will look unorganized, inattentive and  
incompetent to those they lead.   
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10 Reasons Most Employee Reviews Don’t Work (cont.) 

There you have it…  The TOP 10 reasons why employee reviews don’t work.   
 
So why don’t yours work? 
 
Put a check mark next to the reasons your employee reviews aren’t as effective as 
they could or should be: 
____ No Follow Through    
____ Ineffective Managers 
____ Process Not Followed    
____ Uninspired / Unmotivated Staff 
____ General Apathy & Low Morale   
____ No Goals Are Set 
____ Unclear Objectives     
____ Non-Existent Process 
____ Not Timely Enough    
____ Unreachable Goals Set 
 
► Of course, the more reasons you checked above, the more work you have to do 
to assure that the time you spend with your employees in reviewing their past  
performance or assuring productivity improvement in the future is time well 
spent.   
 
This way, you and your employees can start looking forward to the more timely 
reviews you’ll be having with them.  Instead of… 
 
Another interesting note from our 18-year survey: 
Because most review processes aren't organized, don’t set or reset goals or  
objectives to accomplish, etc., 50+% of those who have taken the survey over the 
past 18-years, describe their performance reviews as… “a waste of time.” 
 
According to those who’ve participated in the survey, before initiating a new and 
effective review process, only 4.8 out of 10 employees will leave their review  
inspired, motivated and show any improvement over the next 3 months.   
 
The previous 10-reasons your reviews don’t work are a major cause that less than 
half of the time and effort your managers spend in attempts to boost performance 
positively effects your productivity, profitability and bottom-line.   
 
Since you’re still here, you surely relate and are ready to do something about it.  
Turn the page to discover strategies to start improving performance today... 
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Who to Review... & How Often 

Through our TOP Performance Assessment that clients take before partnering 
with People Values, we ask them 10 questions to find out which Human Resource  
Management Systems they have in their business, which systems they don’t and 
which systems need to be improved upon.   
 
One of the questions asks how often they perform employee review and  
improvement.  The average before partnering with us for organizations large and 
small is about once a year.   
 
Some do it quarterly (or even more often) but most do it every year or two.  And 
some admit they have never reviewed their employee’s performance in a  
structured setting.   
 
When we ask why they do it less than once a year, once every two years or never, 
we get three different responses.   
 
1. They simply don’t have a system (we hear this about 50% of the time) 
 
2. They have a system but it doesn’t work (we hear this about 45% of the time) 
 
3. They don’t think it’s important (we actually hear this about 5% of the time) 
 
You wouldn’t have read this far if you didn’t think this was important…  But if 
you still don’t, check out the list of benefits on page 5 again.   
 
 

So, since you agree performance review is important… here’s who 
to review: 
 
The short answer is… EVERYONE! 
 
From entry-level to CEO (yes, you too).  Anyone responsible for accomplishing a 
task, working with others, servicing your clients, producing or selling something, 
etc. needs to be reviewed.   
 
With proper feedback, goal setting and effective coaching, everyone can  
continually improve upon their productivity.  
 
Your goal as a manager is to get each employee to perform at their peak  
performance level.  Depending on a few factors (experience, training, knowledge, 

- 12 - 



Who to Review... & How Often 

skill, etc.), for some employees, their peak level will be 60% of quota.  For others, 
their peak level will be 200% of quota.  Either way, a 10% boost in performance 
from an underachiever will greatly influence your bottom line.   
 
Here are the two types of employees you need to review (& why)... 
 
 
Group 1:  Your Low - Mid Level Performers: 
 
When you’ve hired someone who has yet to reach your expectations, effective 
performance review can be the difference between them becoming a valuable 
team member or remaining a “workplace survivor” and drain on your time, energy 
and revenues.   
 
Rarely (if ever) will these individuals magically transform themselves into a TOP 
Performer without an adequate and effective performance review process. 
 
Studies have shown that managers spend 63% of their time solving “people”  
problems.  These can be described as anything from turnover, poor teamwork,  
integrity issues to ineffective management.  This is why it’s so important to hire 
the right people for your jobs in the first place.   
 
If you are battling the 80/20 Dilemma, where 80% of your productivity comes 
from just 20% of your workforce, you’re not alone.   
 
The good news is… about 80% of your counterparts and competitors are in the 
same boat.   
 
The bad news is… there is the other 20% of organizations hiring the right people 
for their jobs the first time.  They aren’t battling the 80/20 Dilemma and they are, 
and will remain the leaders in your industry.  They are also the 20 percent with 80  
percent of the market share.   
 
This is where you want to be.  And the only way to become a TOP Performing  
Organization is to have TOP Performers in every position.   
 
The goal in reviewing those who have yet to excel is to at least make them  
positive team members and support players.  If there are integrity, reliability and 
work-ethic issues, these problems need to be handled first.   
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Who to Review... & How Often  (cont.) 

Once reliability issues have been addressed and other members of your team have 
regained faith in the low-mid level performer, work to make them useful and  
supportive teammates.   
 
Even though your lower performers may never become a TOP Performer, they can 
be very influential in helping your organization reach objectives.  Usually all this 
requires is clearly defined goals and individualized coaching on your part.  
 
What you do not want is to get in the routine of modifying duties, responsibilities 
and job descriptions as many organizations do.  Their primary objective is to  
fulfill their job descriptions and until you promote or demote them into a new  
position, that is what they must do.  
 
When one individual in a specific position has a certain job description and others 
have something completely different, it can be taken by others as favoritism.  This 
directly leads to morale issues and will indisputably damage teamwork.   
 
Through reviews with low and mid level performers, your primary aim is for 
small steps in the right direction.   
 
 
Group 2:  Your TOP Performers: 
 
Market leaders understand the importance of these reviews while struggling  
organizations simple do not.   
 
In our survey, 82% of our participants admitted they spend more time in review 
with low performers than they do with TOP Performers.  
 
However, many have found it’s more advantageous for you to boost the  
performance of your top people than it is a lower performer.  It is also a better use 
of your time and efforts as a manager.  
 
With review and proper performance coaching, you can improve the performance 
of a TOP Performer by as much as 20% a quarter.  What would that mean to your 
bottom line?   
 
Let’s see how that 20% improvement in one of your best compares to a low  
performer in a sales position with a goal of $100K in revenue per month:   
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Who to Review... & How Often  (cont.) 

TOP Performer     Low Performer 
Before Review Revenue:    Before Review Revenue: 
   90% of goal = $90K               50% of goal = $50K 
After Review:     After Review: 
   20% improvement = $108K      20% improvement = $60K 
   % of goal achieved = 108%         % of goal achieved = 60% 
   Profit from improvement = $18K     Profit from improvement = $10K 
   Yearly improvement = $216,000     Yearly improvement = $120,000 
 
Annual Revenue Difference = $96,000 
 
You can see above how beneficial it can be to continually boost the performance 
of your TOP Performers through performance review.  It is a lot easier also.   
 
Your top people come in energized everyday and perform month in and month 
out; usually requiring very little guidance or external motivation.  Through your 
reviews with your best people, you can begin to understand precisely why this is.   
 
And that is the main benefit of reviewing your best employees.  You can learn a 
great deal from them.  Learn what it is that internally motivates them to  
continually reach expectations… without the micro-management that so many 
other employees require.   
 
► In your reviews with TOP Performers, you will be listening rather than  
speaking or coaching as much as you do in reviews with underachievers.  Ask 
questions.  Take notes.  And use this information to “clone” their actions.   
 
 

But Wait - There’s One More Group of People Even More  
Important to Perform Timely Reviews On… 
 
Whether they are TOP Performers or not, there is one more group of employees 
that needs to be reviewed timely.  They are also the group of employees that most 
employers admit to reviewing least often.   
 
Their performance, task management and relations with staff has more of an  
impact on your team’s productivity and bottom line than all other employees.   
 
Do you know who I’m talking about? 

- 15 - 



Who to Review... & How Often  (cont.) 

MANAGERS…  (& if you are also a manager, then you too!) 
 
Productive managers are the key to productive employees.  The most effective 
managers are ones who unitize effective processes.  
 
TOP Performing Organization have processes for everything their managers do:  
from recruiting, to reviews, to exit interview, etc.  They also insure that their  
managers follow these processes to a tee.  
 
Industry leaders insure this through management reviews.   
 
These organizations review the way their managers communicate to their team 
members.  They review the way they develop the performance of others.  They  
review the way they delegate responsibility.  And when there are performance  
issues, they provide their managers tools to increase their effectiveness.  
 
Unfortunately, not every organization takes time or sees the need to review their 
managers.  14% of the business owners and managers who have participated in 
our Employee Review Survey stated that they have never held management  
reviews.   
 
It is our belief (& proven by our client’s success) that management reviews are the 
single most important review you can hold.  Managers influence employee  
retention, productivity and motivation more than any other factor in business.   
 
Many studies have shown, ineffective management is the real reason that 80% of 
organizations struggle with turnover, poor morale, low productivity on their team 
and fail to accomplish department and organizational goals.   
 
 

How Often Should You Hold Reviews / Performance Improvement? 
 
There is no reason to write pages on this… 
 
The most successful organizations hold reviews and performance improvement 
sessions at least once a quarter (& some do it monthly).  The more often they hold 
them, the fewer issues with managers and employees they need to address.   
 
And the more often they meet, the quicker and easier it becomes for managers and 
employees to take their performance to levels they’ve never reached before.   
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3 Things Required for Employees to be Productive in Their Job 
Allowing Development to Be Accomplished Much Easier 

Yes, I can admit it.  “Things” in the title of this section is a lazy word.   
 
I could have written “Documentation, Concept & Systems” but that would have 
made the title really long.  And it also would have given away what these 3 things 
are.   
 
All things that when accomplished or developed will make it much easier for you 
to manage your individuals, teams and organization to accomplish your goals.   
 
They are all things that once initiated into your HR Management System will get 
you out of ongoing micro-management of employees.  That should be one of your 
main goals ASAP.   
 
The more time you spend micro-managing people, the less time you can spend on 
accomplishing your own objectives (both personally and professionally).  
 
These three things will allow you to get out of weekly (& sometime daily or  
hourly) micro-management of your low to mid level producers and see steady 
improvement in their productivity from your 15-60 minute quarterly reviews. 
 
Here’s what these 3 things are: 
 
 
Thing #1 - Performance Expectations 
 
If you’ve read any of my other books or watched my videos, you know the  
importance of performance standards and expectations.   
 
In studying the most successful small and large businesses for 20+ years, we’ve 
found that having these established expectations is something all of these  
organizations have in common.   
 
So we can clearly state:  “Established performance expectations are a   
                                         prerequisite for success in any organization.”   
 
Most adults do not establish goals for themselves.  They either don’t know how to 
create them or can’t hold themselves accountable.  Because of this, they don’t 
have career or life goals.   
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3 Things Required for Employees to be Productive in Their Job 
Allowing Development to Be Accomplished Much Easier  (cont.) 

Yes, this is hard to believe because you probably do create goals for your career 
and life.  That is why you became an Entrepreneur in the first place... or are an  
entrepreneurial employee that has been promoted into your management position.   
 
However, you really are different.  You were either taught at a younger age, or 
heeded the advice in business or self-help books you read, or had a mentor that 
taught you the importance of creating a target, objective or goals.   
 
And even though you have fallen short in accomplishing one (or many) of your 
goals, you stuck with not only creating them… but trying to accomplish them too.   
 
But again, you are unique.  In studies, it’s been shown that less than 20% of  
people participate in goal setting.   
 
With this knowledge, you should be starting to understand why so many  
candidates you interview go from job to job, or career to career.  You can also 
start to understand why so many employees have yet to become successful.   
 
Simply because they don’t know how…  Yes, I know this is very harsh to say, but 
it is true.  You can admit it.  It’s okay.   
 
So as their manager, you have to help them.  That is your job.  Not to  
micro-manage or do the job for them, but to help them.   
 
And here’s who to help and exactly how to help them...   
 
 
Who to Help: 
 
When you hire someone who can show up on time everyday, follow directions, 
get along with others, and is eager and able to learn, this is someone to invest your 
time in.  They at least have the basic requirements to become productive.   
 
So many employees (hired with the traditional hiring method) can’t do the basics 
above to even keep their job,.  Do what you must do to retain a reliable,  
motivated and potentially productive new hire.   
 
Providing them performance expectations and goals will be beneficial to their  
productivity… and is a prerequisite.   
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Exactly How to Help Them:   
 
You not only need to have established goals and objectives for your organization, 
departments and teams… every position in your company needs to have these  
established goals and objectives.  And this is from entry level to CEO.   
 
That way, people applying or already hired for the job will know what it takes to 
get the job, to keep the job, get a raise in salary or a promotion in the future.   
 
Without these goals, your low to mid level performers will still require constant 
direction and external motivation.   
 
They also will continue to use “not knowing exactly what is expected of them” as 
the excuse for their lack of productivity…  And without these expectations in 
writing, it IS a valid excuse.   
 
So you need to come up with the 5 Essential Goals & Objectives for each position 
in your company.  And once you do, share these goals with employees (in your 
next review and every review that follows in the future).  
 
This way, employees, their managers, you, etc. will all be able to continually  
evaluate their performance in relation to goals.  When the goals are specific and  
measurable, it will be much 
easier for all to know when 
objectives are being met.  
 
Now, these don’t need to 
be an elaborate document 
with colors, pictures,  
lamination, etc.   
 
It can be as simple as the 
graphic to the right here... 
 
Something that lists the 5 
goals and a way to timely 
assess (with an X or ✓ )  
whether the task is being 
accomplished.   
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Can you see how helpful this could be? 
 
► Not only do manager find having these document on the wall of every team  
member beneficial, but employees admit to how effective they are too.  It allows 
them to finally know and see what is expected of them… and REALISTICALLY 
self-evaluate their performance in relation to these specific and measurable  
objectives.   
 
And it’s something that can be put together in days and introduced in your first 
review with an employee as soon as next week.   
 
In this review, you can simply: 
Step 1a - Introduce the concept of new, written performance expectations 
Step 1b - (optional) Admit they could have been useful in the past 
Step 2 - Explain how they will be used in the future 
Step 3 - Provide them with the specific goals for their position 
 
Once provided, the two of you can evaluate their current performance and  
whether they are accomplishing the goal.  Mark with an “X” if so.  Keep it blank 
if not.     
 
And most importantly, don’t end the review without providing them exactly how to 
start accomplishing goals not currently being met.   
 
Briefly…  you may know, at People Values, we suggest our clients create “TOP 
Performance Blueprints.”  These are Job Descriptions on steroids.   
 
Here are two things that make these different than most organization’s Job  
Descriptions:. 
 
#1 - They are all built and based on the Goals & Objectives of the position.  That    
        is the “what” is expected from every employee in the job.   
 
#2 - Under each goal, a list of actions are provided that an employee must do  
       either hourly, daily, weekly, etc. to accomplish the specific goal.  This  
       becomes the exactly “how” to accomplish each of the goals of the position.   
 
These documents will help you continually improve the performance of your team 
members.  But unfortunately, not all.  & here’s why and what to do about that... 
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Thing #2 - “Job Fit” 
 
Many people you’ve hired in the past that disappointed you, did so for one simple 
reason… 
 
They didn’t “Fit” the job.  
 
They either didn’t have the culture 
(integrity, values, same vision, etc.), team, 
competency, interest or behavior fit and 
ended up falling short of expectations.   
 
(If that has been a problem at your  
organization, be sure to download my  
other free book on hiring.   Among many 
other things, you’ll discover the 5 biggest 
mistakes hiring managers make that cause 
them to consistently select the wrong  
people for their jobs.  One of the most  
important concepts you’ll discover in this 
book is how to “Job Match” employees 
that will be reliable, motivated and  
productive to quadruple your hiring  
success rate to at least 85%.  Here is 
where you can download this book for 
FREE:  www.PeopleValues.com/Books) 
 
Unfortunately, even with periodic performance review, some of your employees 
will never reach the productivity levels of your TOP Performers.  This is true  
because of “Job Fit.” 
 
Those who perform month in and month out, without external motivation, “fit” 
their jobs.  They have the skills and abilities required for success in the position.  
They have the unique natural behaviors essential to continually perform.  Their 
occupational interests fit the functions of the position which internally  
motivates them.   
 
You can spot a person that fits their job.  They show up to work on time everyday.  
Their motivation allows them to stay on track without external support. 

https://www.peoplevalues.com/books
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And every month, quarter and year, they meet the expectations of management.  
 
In some instances, those who fit their job can go months or years without an  
employee review and still reach expectations.  However, they should be reviewed 
each quarter to maintain peak productivity levels… and continue to break their 
performance records too.   
 
On the other hand, there are those employees who in the selection process you  
imagined would become a TOP Performer but have yet to excel.  You need to 
spend too much of your time externally motivating, solving conflict between them 
and their teammates and revise or emphasize goals and expectations so they can 
finally become successful in their job.  
 
They may heed your advice and sway their patterns or behaviors in order to  
satisfy your request.  Then again, ss you’ve seen, some may do nothing leaving 
you with a difficult (well, not really) decision.  
 
Regardless, eventually most low performers will revert back to their comfort 
zone.  It may take a week, a month or a quarter, but their “natural” behavior will 
become their daily regiment soon after.   
 
At People Values, we feel a manager’s first priority is to hire the right person for 
the job... the first time.  This is step number one to becoming a leader in your  
industry.  TOP Performing companies spend much more time in selecting stars 
than their counterparts do and therefore have superior market share.  
 
When you hire the right person for the job, all else will fall into place.  You’ll 
reach your customer’s expectations, exceed sales quotas and build effective teams  
effortlessly.   
 
You will also find it much easier to retain people when they fit the job, the culture 
and enjoy what they are doing.   
 
A major difference between your top people and those that struggle to reach  
expectations is that it takes much less effort on your part to inspire productivity.   
 
Performance reviews become less important when somebody is a 90% match to 
the position as opposed to a 40% match.  In most cases, the person who’s a 40% 
match to the job will perform at that level.   
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As their manager, you’ll have a number of issues to discuss when you meet for a 
review.  It can become overwhelming on where to start.  This forces some  
managers to disregard their reviews altogether.  
 
On the other hand, one of your TOP Performers may be an almost perfect match 
to the job.  Perhaps they have only one or two minor issues holding them back 
from shattering performance records.   
 
When there are only one or two issues that stand in the way of peak productivity, 
you’ll be a much more efficient and successful manager of people.  Your reviews 
will be more effective.   
 
► In a review, your job is not to attempt to change a person’s natural behavior.  
 
Whether successful or not, as humans we’ll eventually revert back to our comfort 
level.  As a manager, you’re not a behavior coach but essentially a “performance” 
coach.   
 
By changing the way you coach your individual’s preferred performance styles, 
you’ll begin to see slight improvements in their productivity levels.  Those who fit 
their job will be much easier to coach than those who don’t.   
 
As discussed earlier, behind management reviews, the second most important  
reviews to hold are those with your TOP Performers.   
 
Many organizations have found, with clearly established performance  
expectations and a timely review, it is possible to improve the performance of a 
TOP Performer by as much as 20% a quarter.   
 
Here’s the same example from earlier: 
 
TOP Performing Salesperson   Low Performing Salesperson 
Before Review Revenue:    Before Review Revenue: 
   90% of goal = $90K               50% of goal = $50K 
After Review:     After Review: 
   20% improvement = $108K      20% improvement = $60K 
   % of goal achieved = 108%         % of goal achieved = 60% 
   Profit from improvement = $18K     Profit from improvement = $10K 
   Yearly improvement = $216,000     Yearly improvement = $120,000 
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Here again is a reminder of what that would mean to your bottom line: 
 
Annual Revenue Difference = $96,000 
 
Now, consider how focusing on “Job Fit” in your selection process and how it can 
make you more profitable.   
 
Here’s what “Job Matching” and hiring more people like your TOP Performers 
will do for revenue: 
 
TOP Performing Salesperson   Low Performing Salesperson 
Before Review Revenue:    Before Review Revenue: 
   90% of goal = $90K               50% of goal = $50K 
After Review:     After Review: 
   20% improvement = $108K      20% improvement = $60K 
Yearly Sales Revenue = $1,296,000     Yearly Sales Revenue = $720,000 
 
Annual Revenue Difference of a TOP Performer vs. a Low Performer = $576,000 
 
The comparison above clearly illustrates why it is so important to hire the right 
people the first time.  I cannot express this point strongly enough… 
 
(So again, I recommend you read my book on hiring to discover how to assure  
Job Fit and “clone” your TOP Performers:  www.PeopleValues.com/Books) 
 
► You and your managers should not be forced to spend so much time attempting 
to solve the integrity, productivity and performance issues of those who obviously 
don’t fit their jobs.  You need a system to match TOP Performers to your jobs.   
 
And if some of the people you’re forced to solve integrity, productivity and  
performance issues are managers… well, that a bigger issue.   
 
If there are any positions you need to assure Job Fit, it’s management positions.  
You need to assure those in leadership positions will (and can) lead by example.   
 
So even before you start developing your employees, start with: 
1.  Creating written performance standards for every management position. 
& 
2.  Assure the individuals should be in the management position in the first place.   

https://www.peoplevalues.com/books


- 25 - 

3 Things Required for Employees to be Productive in Their Job 
Allowing Development to Be Accomplished Much Easier  (cont.) 

Thing #3 - Systematize Reviews 
 
Following the earlier discovery of why your reviews don’t work, you now know 
you must adopt a process that helps the individuals on your team reach their peak 
performance levels.   
 
Once you do, the retention, productivity and motivation of your organization will 
be greatly enhanced.  That should be the number one goal for your reviews.   
 
To assure this, Performance Review & Improvement needs to become  
systematized.   
 
The system starts by scheduling reviews with every manager and employee once a 
quarter from today on.   
 
And then, you need to systematize the review process itself and put it in writing 
for all managers to follow.  Because again, until your review process is in writing, 
you don’t really have a process.   
 
Once in writing, your process can be duplicated over and over again.   
 
Duplication is the key to a system’s success.  It will insure your managers remain 
effective in employee development. 
 
The systemization must include:  How to schedule reviews, how the manager and 
employee prepares for them, gathering data and information from other managers 
and an easy to use, fill out and sign (both manager and employee) review form.   
 
Not only are you going to document these processes, you’ll be documenting your  
reviews... Including:  What was discussed, which goals are set and the exact steps 
to reach them.   
  
The best part of documenting and duplicating a process is any manager can step in 
and start from where another manager left off.  Whether this is done with  
software, computer files or printed documents in an employee’s file. 
 
Through documentation, management will have a step-by-step process to follow 
and can assure progression toward peak productivity continues.  The more notes 
on each review, the better.   
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But remember... most important is timely follow-up.   
 
As you read earlier in the People Values’ Employee Review Survey, not  
following-up a review was the number one reason employee reviews don’t work.  
This will never happen again in your organization once you implement and follow 
a systematized process with timely follow-up assuring future success.   
 
Follow-up is the most important part of the process in continual development of 
employees.  It shows you are dedicated in partnering with the individual to meet 
their personal goals.   
 
More importantly, it shows you are serious about them reaching their professional 
goals.  The continued success of your organization depends on the continual 
growth of your employees.   
 
Your People are Your Business! 
 
Just as you consistently hit roadblocks that stand in your way of peak productivity 
and profitability, your employees do too.   
 
Through timely follow-up, some creative problem solving skills and clever  
solutions, you’ll overcome these obstacles together to get them back on track.   
 
Self-reliance is not always a natural trait of your employees.  Many times they 
need a colleague to help them map the direction, reset the course at a detour and 
keep them moving forward.  That is the roll of management.   
 
Think about the issues you’ve spent your time and energy on the past week… 
 
Can you see how having a timely review and follow-up process would start to 
eliminate these problems?  Rather than addressing them once they become  
emergencies (as you do now), you’ll be solving them at their foundation.   
 
A minor issue will take much less of your time and effort to solve than a  
full-blown personnel nightmare in the future.   
 
This will allow not only your employees to accomplish goals… but you as well! 
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to Continually Develop Their Own Performance  

Productive management is the key to productive employees…  This is why this  
bonus section is being included and will provide you another great tip on how to 
assure your managers become as productive as possible.   
--------------------------------------------------------------------------------------------------- 
 
There are many different ways to develop leaders.  There are books, courses,  
seminars, workshops, consultants and the list goes on and on. 
 
But here is the most effective way for leaders to develop their strengths while  
focusing on areas of improvement. 
 
Besides timely and effective management review, TOP Performing Organizations 
utilize professionally developed 360º Management Feedback Assessments.   
 
So What is a 360º Leadership Development Assessment? 
 
Well, here is what they are and how they work: 
 
A 360° is a leadership assessment used primarily to evaluate the effectiveness of 
your managers and leaders.  
 
This online survey combines feedback from 
direct reports, peers, supervisors, and even 
customers or vendors, with a personalized  
program for developing specific leadership 
skills based on that feedback.  
 
This process highlights a manager’s job  
performance in eight Universal Management 
Competencies: communication, leadership, 
adaptability, relationships, task management, 
production, development of others and  
personal development. 
 
360° Assessments help managers identify and prioritize their own development 
opportunities, and helps the organization to better focus on management training.  
 
One of the main benefits is to proactively uncover misaligned priorities between 
senior executives and front-line managers by spotlighting issues that could lead to 
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low employee productivity, morale, satisfaction and turnover. 
 
By helping to align managers and their supervisors 
by identifying and comparing the six critical skills 
required for success in a role, the assessment helps 
identify 
skills, gaps, and focus areas to get everyone on the 
same page to deliver on the organization’s strategy. 
 
These tools have been available for years and are 
used by most of the Fortune 500… but not by many 
other organizations.   
 
Perhaps because in the past… 
• They had to be built or customized by the organization’s HR team 
• The tools were not very user-friendly, technologically advanced or  

affordable for small business  
• Most business leaders simply didn’t know that these tools are available 
 
These days, the majority of the 360º tools on the market are hosted and  
administered online making them more affordable and very easy for people in  
different locations to participate in the performance review of the manager.   
 
When a supervisor cannot be actively involved in coaching their managers, the 
individualized assessment report will provide the required follow-up that is  
missing in most management reviews and leadership development programs.     
 
To get all this vital information and develop leadership is very easy these days...   
 
All it takes is: 
Step 1 - Enter all participants names and emails in the assessment system 
Step 2 - Each boss, peer and direct report completes the anonymous 15-minute 
     survey on the specific manager’s performance 
Step 3 - Once participants complete the survey, reports are immediately available 
Step 4 - The manager participates in the 3-6 month Action Plan provided in the  
              reports to improve their performance  
 
To see a sample of the Management Reports we provide our clients at People  
Values, here’s a link:  https://www.peoplevalues.com/360-leadership-development 

https://www.peoplevalues.com/360-leadership-development


As Promised…  Your FREE Gifts 

How to Get Your $498 in FREE Gifts (& a Bribe): 
 
Many people have asked how and why I give all of this valuable information 
away for free...   
 
Well, I’ll be honest with you because you’ve probably already realized it,   
this is how we introduce motivated business owners and managers like  
yourself to our services.  We hope that you’ll like the free information we 
provide in this book, will tell others about it and consider using our tools to 
start hiring and developing your most productive (& profitable) staff ever.   
 
But I guess I don’t give it away completely free…  because I do bribe you.  
 
You only get the two gifts below after writing me a 1-3 sentence testimonial 
on this book.  (And a bad testimonial is fine if you don’t feel you got any 
valuable information from reading - I’ll still give you your free gifts)  
 
To provide your feedback and let us know the best thing you learned by 
reading this book, use this link:  Get Your Free Gifts 
(PeopleValues.com/book-developing-gifts) 
 
Once you submit your feedback (whether positive or negative), you’ll  
immediately get an email with links for the following gifts… and also be 
connected to a webpage to get started immediately.   
 
 
Gift #1  -  TOP Performance Assessment & Scorecard 
 
Over the past 20-years, in studying the most successful organizations, we’ve 
been able to document the best practices in Recruiting, Hiring, Training,  
Developing and Retaining a TOP Performing team.   
 
It’s actually the basis and outline of our online course that will be available 
in early 2021 called TOP Performing Teams.   
 
We’ve created an online assessment that takes just 5 to 10-minutes to  
complete.   
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Here are the benefits of taking this assessment:  
• You’ll measure your organization's current HR Systems to the Best  

Practices of TOP Performing Small Businesses 
• You’ll receive a Scorecard and a letter grade on your current HR  

Management System (with action-steps to improve) 
• You’ll figure out how much revenue you are currently wasting on the  

salaries of underperformers 
• You’ll discover your sales potential if you hired only sales stars 

 
For many organizations, “People Problems” (turnover, reliability issues, 
conflict, ineffective management, etc.) have been the #1 issue holding them 
back from reaching their potential for years.   
 
The real-world solutions, ideas and simple actions to implement into your 
HR Systems that you’ll learn about by taking this assessment and getting 
your scorecard are well worth 10-minutes of your time.   
 
 
Gift #2  -  1 FREE Job Matching Assessment 
 
After learning about Job Matching in the final section of this book, I’m sure 
you’d like to see how well you or your manager “Fit” their jobs.    
 
Good News!   
 
Our Job Fit Assessment is the second gift we offer and you’ll receive a  
self-improvement, Coaching and Leadership Report on yourself.   
 
Or, you can choose to have another member of your management team take 
the assessment to discover their percentage of fit to the required  
competencies, behaviors, interests and overall fit to the job.   
 
Even though the reports don’t require extra interpretation, as an added  
bonus, a TOP Performance Consultant with People Values will review the 
reports with you and answer any questions you have on how to boost you (or 
your employee’s) performance.   
 
We look forward to providing this very valuable gift.   
 
Don’t wait…  Get Your Free Gifts Right Now! 
(PeopleValues.com/book-developing-gifts) 
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