Resource Library | Tools to Accelerate Your Growth

 
 
TEMPLATE
Performance Review Toolkit
Ready-to-Use Forms and Prompts for Meaningful, Growth-Focused Feedback Conversations
Ready-to-use forms, worksheets and conversation prompts that help managers and employees prepare for, hold and follow up on performance reviews built around growth.
 
What’s Inside
	#
	Resource
	Who uses it

	1
	How to Use This Toolkit
	Everyone

	2
	Employee Self-Reflection Form
	Employee

	3
	Manager Review Form
	Manager

	4
	Manager Conversation Prep Worksheet
	Manager

	5
	Conversation Guide and the SBI Feedback Model
	Manager

	6
	Individual Development Plan
	Employee and manager

	7
	Mid-Cycle / Quarterly Check-In Template
	Employee and manager

	8
	Manager Quick-Reference Checklist and Bias-Awareness Reminder
	Manager


 
Every page is editable. Type directly into the fields, or print the forms and complete them by hand. Use the full set for an annual or semi-annual review, or pull individual pages for check-ins and development planning.


How to Use This Toolkit
A performance review works best as one step in an ongoing cycle rather than a single annual event. The five stages below show where each resource in this toolkit fits. Managers and employees each have a role at every stage, and the conversation itself is only as good as the preparation and follow-through around it.
Prepare  →  Self-Reflect  →  Discuss  →  Plan  →  Follow Up
The Review Cycle
	Stage
	What happens
	Resources

	1. Prepare
	The manager gathers evidence from the whole review period: goals, results, feedback from colleagues and notes from check-ins. Agree a meeting time that allows an unhurried conversation.
	Manager Review Form; Conversation Prep Worksheet

	2. Self-Reflect
	The employee reflects on accomplishments, challenges and aspirations, then shares the form with the manager a few days before the meeting.
	Employee Self-Reflection Form

	3. Discuss
	A two-way conversation covering results, strengths, growth areas and career aspirations. The manager listens at least as much as they speak.
	Conversation Guide

	4. Plan
	Turn the conversation into a small number of SMART development goals with clear actions, support and dates.
	Individual Development Plan

	5. Follow Up
	Hold regular check-ins to track progress, remove obstacles and adjust goals as priorities change.
	Quarterly Check-In; Manager Checklist


Principles of Growth-Focused Feedback
	Principle
	What it looks like in practice

	Specific
	Refer to particular situations, deliverables or moments rather than general impressions. “Your summary in the client update made the decision easy to follow” is more useful than “good communication.”

	Behavior-based
	Describe what the person did or said and the effect it had, not assumptions about personality, attitude or intent.

	Balanced
	Recognize genuine strengths alongside areas for growth. Both deserve concrete examples, and neither should feel like an afterthought.

	Forward-looking
	Spend most of the conversation on what comes next: the skills to build, the opportunities to pursue and the support that will help.

	Two-way
	Invite the employee’s perspective early and often. Ask open questions, listen fully and welcome feedback on how you can support them better.




Employee Self-Reflection Form
Complete this form before your review and share it with your manager in advance. Be candid and specific: concrete examples make the conversation more productive, and short notes are fine.
	Name
	 
	Role
	 

	Manager
	 
	Review period
	 


 
Accomplishments Against Goals
	Goal for this period
	What I achieved (with examples)
	Status

	 
	 
	 

	 
	 
	 

	 
	 
	 

	 
	 
	 


Status: Met, Partly met or Not met.
Reflection
	Topic
	Reflection prompt
	My response

	Impact
	What difference did your work make for your team, customers or organization? Which contribution are you most proud of?
	 

	Challenges
	What obstacles did you face, and how did you respond? What would you do differently next time?
	 

	Skills developed
	Which skills or knowledge did you build this period, and how did you apply them?
	 

	Support needed
	What resources, feedback or support from your manager would help you do your best work?
	 

	Aspirations
	Where would you like to grow over the next year? Which roles, projects or experiences interest you?
	 

	Anything else
	Is there anything else you would like to discuss in your review?
	 


 
Date shared with manager: ______________________


Manager Review Form
Complete this form after reading the employee’s self-reflection. Base every rating on evidence from the whole review period, and include specific examples so the employee can see what each rating reflects.
	Employee
	 
	Role
	 

	Reviewer
	 
	Review period
	 


Rating Scale
	Rating
	Label
	Definition

	5
	Exceptional
	Consistently and significantly exceeds expectations in this area; a role model for others.

	4
	Exceeds expectations
	Frequently goes beyond what the role requires, with results above the expected standard.

	3
	Meets expectations
	Reliably delivers what the role requires at the expected standard. Solid, valued performance.

	2
	Partially meets
	Meets some expectations; improvement is needed in specific, identified areas.

	1
	Does not meet
	Performance is below the requirements of the role; a focused improvement plan is needed.


 
Section A: Goals and Results
	Goal
	Results achieved and evidence
	Rating (1–5)

	 
	 
	 

	 
	 
	 

	 
	 
	 

	 
	 
	 


Section B: Competency Ratings
	Competency
	Rating (1–5)
	Supporting evidence

	Job knowledge and quality of work
	 
	 

	Communication
	 
	 

	Collaboration and teamwork
	 
	 

	Problem-solving and judgment
	 
	 

	Initiative and ownership
	 
	 

	Adaptability and learning
	 
	 

	Leadership and developing others (if applicable)
	 
	 


Adapt the competency list to match your organization’s framework or the requirements of the role.


Section C: Strengths
	Strength
	Example (situation, behavior, impact)

	 
	 

	 
	 

	 
	 


Section D: Growth Areas
	Growth area
	Example and suggested next step

	 
	 

	 
	 

	 
	 


 
Section E: Overall Summary
	Item
	Comments

	Overall rating (1–5)
	 

	Summary of performance
	 

	Priorities for the next period
	 

	Employee comments
	 

	Manager signature and date
	 

	Employee signature and date
	 


The employee’s signature confirms that the review was discussed, not necessarily agreement with its content.


Manager Conversation Prep Worksheet
Use this worksheet to plan the conversation before you meet. Clear key messages backed by evidence, and some thought about how the employee may react, help you stay calm, focused and genuinely open during the discussion.
	Employee
	 
	Meeting date
	 

	Location
	 
	Time allowed
	 


Desired Outcome
	What does a successful conversation look like?

	 


Key Messages and Evidence
What are the two or three things you most want the employee to take away? Note the specific examples that support each one.
	#
	Key message
	Evidence (specific examples)

	1
	 
	 

	2
	 
	 

	3
	 
	 


 
Anticipated Reactions
	Possible reaction
	How I will respond

	 
	 

	 
	 

	 
	 


Questions to Ask
	Question
	Notes

	What are you most proud of from this period?
	 

	Where did you feel stuck, and what would have helped?
	 

	What would you like more of, or less of, in your work?
	 

	How can I better support you?
	 

	 
	 

	 
	 


 


Conversation Guide
Use these prompts as a flexible guide, not a script. Adapt the wording to your own voice, and let the employee’s responses shape the direction of the conversation.
Conversation Flow and Prompts
	Stage
	Purpose
	Sample prompts

	Opening
	Set a relaxed, collaborative tone and agree the agenda.
	“Thanks for making time for this. I’d like this to be a two-way conversation.” “Here’s what I suggest we cover. Is there anything you’d like to add?”

	Reflecting on the period
	Hear the employee’s view first.
	“Looking back over this period, what stands out for you?” “How do you feel about your progress against your goals?”

	Strengths
	Recognize specific contributions and what made them work.
	“One thing that made a real difference was how you handled the handover; the team was up to speed within a day.” “What helped you succeed on that project?”

	Growth areas
	Focus on one or two priorities, with examples.
	“One area where I’d like to see you grow is… Here’s an example of what I noticed.” “How does that match your own view?” “What would help you make progress here?”

	Career aspirations
	Connect performance to the employee’s future.
	“Where would you like to be in a year or two?” “What kind of work energizes you most?” “Which skills or experiences would help you get there?”

	Closing
	Confirm agreements, next steps and support.
	“Let’s summarize what we’ve agreed today.” “What support do you need from me?” “When should we next check in on progress?”


 
Phrasing for Difficult Moments
	Situation
	Helpful approach
	What you might say

	The employee disagrees
	Stay curious rather than defensive. Understand their evidence before you respond.
	“It sounds like we see this differently. Help me understand what I might be missing.” “Let’s look at the specific examples together.” “If we still disagree, I’ll make sure your perspective is recorded in the review.”

	The employee becomes emotional
	Pause, acknowledge the feeling and offer time. Don’t rush to fix it or move on.
	“I can see this is difficult to hear. Take whatever time you need.” “Would it help to take a short break, or continue another day?”

	Addressing a performance gap
	Be clear and direct about the gap and the expectation, then shift to support and a plan.
	“I want to be direct because I want you to succeed. Deadlines have slipped on several recent projects, and it’s affecting the team.” “What do you think is getting in the way?” “Let’s agree specific steps and check in every two weeks.”


 
The Situation–Behavior–Impact (SBI) Model
SBI keeps feedback specific and objective by describing three elements: the situation in which something happened, the observable behavior, and the impact that behavior had. It works equally well for reinforcing feedback, which encourages more of a behavior, and for redirecting feedback, which invites a change.
	Element
	What to describe
	Reinforcing example
	Redirecting example

	Situation
	When and where it happened.
	“During Tuesday’s client presentation…”
	“In this morning’s team meeting…”

	Behavior
	What the person observably did or said, without interpretation.
	“…you paused to check the client’s questions and adapted the demo to their priorities…”
	“…you interrupted two colleagues before they had finished their updates…”

	Impact
	The effect on people, work or results.
	“…which kept them engaged, and they asked for a follow-up proposal.”
	“…and they stopped contributing, so we missed their input on the deadline.”


 
After sharing SBI feedback, ask an open question such as “How do you see it?” to keep the conversation two-way.


Individual Development Plan
Complete this plan together after the review conversation. Focus on two or three goals that matter most for growth in the current role and toward longer-term aspirations, and revisit it at every check-in.
	Employee
	 
	Manager
	 

	Plan period
	 
	Date agreed
	 


Career Direction
	Topic
	Notes

	Long-term career aspiration
	 

	Strengths to build on
	 

	Development priorities for this period
	 


 
SMART Development Goals
Make each goal Specific, Measurable, Achievable, Relevant and Time-bound. The first row shows a worked example; replace or delete it as needed.
	Goal
	Success measure
	Actions
	Support / resources
	Timeline
	Check-in dates

	Example: Lead client meetings independently
	Lead two client presentations with positive feedback from the account lead
	Take a presentation skills course; rehearse with manager; co-present once first
	Training budget; manager coaching; peer feedback
	By end of next quarter
	Monthly

	 
	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 


 
Ways to Develop
On-the-job experiences such as stretch assignments, new projects, cross-team work or covering for a colleague.
Learning from others through mentoring, coaching, shadowing and regular feedback.
Structured learning such as courses, certifications, reading and conferences.
 
	Agreement
	Signature and date

	Employee
	 

	Manager
	 




Mid-Cycle / Quarterly Check-In
A short, regular conversation to review progress, remove obstacles and adjust priorities. Aim for 30 to 45 minutes, and let the employee lead where possible.
	Employee
	 
	Manager
	 

	Quarter / date
	 
	Next check-in
	 


Progress on Goals
	Goal
	Progress since last check-in
	Status
	Next steps

	 
	 
	 
	 

	 
	 
	 
	 

	 
	 
	 
	 

	 
	 
	 
	 


Status: On track, At risk or Off track.
Discussion
	Topic
	Notes

	Wins and accomplishments since the last check-in
	 

	Obstacles, challenges and support needed
	 

	Feedback for the employee (use SBI)
	 

	Feedback for the manager: what could I do differently to support you?
	 

	Development progress and learning
	 

	Changes to priorities or goals
	 

	Wellbeing and workload
	 


Agreed Actions
	Action
	Owner
	Due date

	 
	 
	 

	 
	 
	 

	 
	 
	 


 


Manager Quick-Reference Checklist
Use this checklist to make sure each stage of the review gets the attention it needs.
Before the Conversation
	✓
	Action

	☐
	Review goals, results and notes from the whole period, not just recent weeks.

	☐
	Gather input from colleagues or stakeholders where appropriate.

	☐
	Ask the employee to complete the self-reflection form, and read it before you meet.

	☐
	Complete the Manager Review Form with a specific example behind every rating.

	☐
	Use the Prep Worksheet to set two or three key messages.

	☐
	Check your ratings against the bias-awareness reminder on the next page.

	☐
	Book a private, uninterrupted space and allow enough time.


 
During the Conversation
	✓
	Action

	☐
	Open warmly and explain the purpose and agenda.

	☐
	Invite the employee’s perspective before sharing your own.

	☐
	Use SBI to give specific, behavior-based feedback.

	☐
	Balance recognition of strengths with discussion of growth areas.

	☐
	Listen actively and summarize what you hear.

	☐
	Discuss career aspirations, not only past performance.

	☐
	Agree next steps and the support you will provide.


After the Conversation
	✓
	Action

	☐
	Send a written summary of key points and agreements within a few days.

	☐
	Finalize the review and development plan together.

	☐
	Schedule the first check-in.

	☐
	Follow through on every commitment you made.

	☐
	Keep notes during the next period so the next review draws on the whole picture.


 


Bias-Awareness Reminder
Everyone is prone to unconscious bias. Before finalizing ratings, check for these common patterns.
	Bias
	What it looks like
	How to counter it

	Recency
	Giving too much weight to recent events and overlooking earlier performance.
	Keep notes throughout the period and review the full timeline before rating.

	Halo / horn effect
	Letting one strong positive (halo) or negative (horn) trait color the assessment of everything else.
	Rate each goal and competency separately, each with its own evidence.

	Leniency / central tendency
	Rating everyone generously (leniency), or clustering ratings in the middle to avoid difficult conversations (central tendency).
	Anchor each rating to the scale definitions and the evidence; use the full scale where it is warranted.

	Similarity
	Favoring people whose background, style or interests resemble your own.
	Ask whether you would rate the same evidence the same way for someone different from you, and seek input from others.


 
A quick test: for every rating, can you point to a specific, observable example?
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