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Performance Management Guidelines - When Should Performance be 
Managed? 

Version 7.1 Published 12.2019 

Performance management is a process, not an event. With this consideration in mind, performance 
management should ideally occur daily and not only when an employee has underperformed or as a 
part of the formal appraisal process. 

Whilst many mangers shy away from ‘performance management’ processes and associate them with 
negative experiences, in fact, when handled correctly, performance management can be a positive 
experience which has benefits for managers and employees alike. 

The take-home message of establishing a culture of continuous feedback and opening lines of 
communication is essential for performance to be monitored, feedback to be given and ultimately 
performance to be improved.  

It is a manager’s responsibility to manage this process and foster an environment where feedback is 
encouraged and valued. By doing so, this will reduce resistance to performance appraisal processes 
and help avoid situations where employees feel aggrieved or surprised by their performance review. 

Day-to-Day 

Quite often the simplest process of providing feedback when it is due will avoid future 
underperformance and hopefully reduce the likelihood of having to conduct formal performance 
management procedures in the future. 

Whilst commonly overlooked and underestimated, communicating day-to-day expectations and 
following up with feedback on how well those expectations have been met is enough to keep 
employees motivated, on track and creates a sense of manager approachability and willingness to 
speak openly about performance matters.  

This is not to say that employees need to be micromanaged to the point where they feel a lack of 
trust from their supervisor, but may be as simple as saying “Alice, good job on that report today. I 
particularly liked when you spoke about brand awareness, very insightful. Well done!” or 
alternatively, “Brett, that draft letter you sent through today was good, do you have a minute to 
discuss a few ways to build and improve upon what you already have?” 

 What managers also need to keep in mind is that performance management does not only 
encompass improving performance and managing misconduct, it also involves coaching high 
performing employees and rewarding good performance. This can be an uplifting experience and 
provide job satisfaction to both parties. 

The fact of the matter is this, regardless of where an employees’ performance falls, you need to 
manage it. Underperformers need coaching to build and overperformers need guidance to grow. 
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Your organisations’ success relies on clear communication of its values and direction in its marketing 
to gain customer loyalty, this is no different internally to create loyal, effective and efficient staff! 

Instances of Underperformance and/or Employee Misconduct  

Underperformance and misconduct are things which need to be dealt with quickly and effectively. 
Ideally, a discussion about underperformance should be held as soon as the negative behaviour is 
noticed, or complained about and will depend upon the severity of the behaviour as to how this is 
best addressed by management (be this formal meetings, informal conversations or through an 
investigation process). 

If not dealt with promptly, the following negative effects may ensue: 

• Underperforming employees mistakenly believing their performance is satisfactory without 
feedback to the contrary 

• Underperformance may continue to decline which can infect the behaviour of others in the 
workplace 

• Employees who are performing comparatively well finding the lack of management action as 
de-motivating; leading to a lack of moral, respect for their manager and disengagement 

Formal Performance Appraisal 

The frequency of a performance appraisal process will be a decision for each organisation to make in 
accordance with its organisational, functional, unit and individual objectives and available resources. 
This will also depend on whether you take a formal or an informal approach to the performance 
appraisal process. 

As a minimum, an appraisal process should be carried out at least once a year; however, ideally this 
should happen on a more regular basis.  

In choosing an appropriate timeframe for your organisation, it is important to keep in mind that 
performance goals need be kept fresh and relevant to ensure continued motivation and incentive to 
meet performance standards at all levels. 

With less structured or informal processes, it is important to make sure employees have adequate 
notice of a performance appraisal discussion taking place. As a minimum employees should be 
notified at least 48 hours prior to the scheduled performance appraisal meeting. 
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