THE PERFORMANCE MACHINE  ·  ONLINE TOOLKIT  ·  TOOL 8
Review Document Skeleton
Chapter 10 · for managers
Templates vary by company; the load-bearing structure does not. A review that does its whole job reads in this order. Length calibrates to stakes, not affection: a page and a half to two pages of dense, factual prose for a standard year.
The six sections
1. The year in one paragraph. The synthesis a stranger could read: what this person owned, what the year asked, the verdict in plain language. Write it last, place it first.
1. Outcomes against expectations. The January-and-June document, item by item: delivered / partial / missed / re-scoped, each with its measure and a sentence of context. This is where the rating gets earned, visibly.
1. Beyond the expectations. The multiplier work, the community contributions, the things that emerged mid-year and got handled.
1. Growth demonstrated. What this person can do in December that they could not in January, with the evidence. The section most managers omit and most employees reread.
1. The growth edge. One to three development areas, behavior-and-effect form, each already discussed during the year, each attached to support. An investment thesis, not a charge sheet.
1. The year ahead. Draft expectations for the coming cycle, the development plan, where the evidence says this person is heading.
The craft rules
1. No surprises. Nothing appears that the person has not heard in a conversation.
1. Cite facts, not impressions. Every claim traces to the file: dates, outcomes, artifacts.
1. Cite behavior, not traits. Personality is not a performance dimension.
1. Balance honestly, not cosmetically. All-praise or all-critique is usually the memory talking; dig back into the file.
1. Keep the rating, the prose, and the raise consistent. A document at war with itself reads as dishonesty to the employee and as evidence to an auditor.
Before-and-after (the style reference)
	Broken
	Repaired

	"Needs to improve communication skills."
	"In three escalations (April, July, October), stakeholders first learned of at-risk dates after they passed. We agreed: risks surface in the weekly summary when they emerge."

	"Is a great team player."
	"Paired with both new hires through onboarding; both cite her as why they ramped in six weeks. Took the on-call rotation twice, unasked."

	"Sometimes comes across as abrasive."
	"In the May and September design reviews, dismissed colleagues' objections before they finished; both raised it independently. We discussed it in September; October and November showed the change."

	"Had a strong year overall."
	"Delivered all five written expectations, including the two top priorities, at the measures we set in January."



The pattern in every repair: behavior or outcome, evidence, date, and where a change was needed, the agreement and what happened after. Adjectives describe the manager's feelings. Evidence describes the year.
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