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AI in Reviews: The Bright Lines
Chapter 10 · for managers and HR · adopt as a one-page policy
In a 2025 survey, large majorities of managers who use AI at work already use it to draft development plans, assess performance, and write PIPs. Whatever your policy says, this is how reviews are being made. Replace the pretense with a discipline.
Hand to the tool (a competent editor of what you authored)
1. Summarize your own notes and evidence file.
1. Surface patterns across a long file.
1. Tighten a bloated draft.
1. Check your full set of reviews for consistency of standard.
Never hand over
1. Forming the judgment. A model that never watched your employee work can only generate plausible review-shaped text, biased in ways you cannot see.
1. Any claim not already in your evidence file.
1. Protected data in unapproved tools. No names, ratings, or performance details in a public chatbot. That is a disclosure, not a drafting aid.
1. The final words. Read every sentence aloud and rewrite until it sounds like you.
The three bright lines (the policy, in three sentences)
1. The judgment is yours. Every claim in the review originates in your evidence file, not in a model's suggestion.
1. The data is protected. Only tools your company approved for exactly that data ever see it.
1. The words are yours by the end. If a review reads like nobody wrote it, that is exactly what it tells the employee.
Under the EU AI Act, AI that evaluates performance is a high-risk system with mandatory human oversight. "The tool drafted it and I signed it" is not oversight. It is liability with a signature.
Borrow hands wherever you like. Never borrow the eyes.
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