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THE PM’S PROBLEM 

Projects are typically matrix organizations consisting 

of team members temporarily brought together for 

the duration of the project. Although their 

department manager and, ultimately, the current 

project manager direct them locally at the project, 

they usually receive their annual performance 

assessments, wage increase, and promotion 

recommendations from their permanent manager 

back at company headquarters.   

 
Unfortunately, the distant permanent manager has not seem them perform daily and the performance 

assessment is, at best, based on second-hand knowledge. The accuracy of this second-hand knowledge 

depends on whether local management on the project has the time and inclination to collect thorough 

documentation to forward to the permanent manager.   

 
If the team member feels the information is not complete nor totally objective and accurate, this 

situation can easily become a source of poor morale and job satisfaction. Their subsequent work 

product is typically a direct reflection of whether they feel valued and treated fairly by the project. 

 
This course will show you how to create a fair, objective, and accurate performance assessment process 

that will: 

 Allow team members to self-monitor their work performance without having to wait to hear 

from their supervisor whether they are performing to expectations 

 Provide permanent managers a dependable means of documenting performance assessments 

even though they may not have personally observed the employee perform 

 Make team member performance linked to project outcomes and independent of whether their 

supervisors change through the duration of the project 

 Improve project team morale and job satisfaction because they realize their good performance 

and that of low-performing teammates is measured objectively, fairly, regularly, and accurately. 
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THE OPPORTUNITY FOR PROJECT PERFORMANCE IMPROVEMENT 

A performance assessment system that project team members viewed as objective, fair, and credible 

would go a long way to improving morale, job satisfaction, and, ultimately, work productivity and 

quality. 

 

The system should also have these features to make it valuable to everyone involved including the team 

member, their department manager, the PM, and their permanent functional manager back at 

corporate headquarters: 

 

All project job functions must have an objective range of performance values. This is like the letter 

grades students receive in school: i.e., A, B, C, D, F 

 

There must be ways for team members to get feedback on their performance without having to wait to 

hear it from their managers.  

 

Again, this is the school example where students know how well they are doing in class by virtue of 

the test scores, homework, and class work grades they get back from the teacher during the 

semester. This allows students to self-manage their performance. 

 

There should be periodic reviews of performance to allow team members to adjust performance 

accordingly to preset goals.  

 

The report cards that students get throughout the year provide this periodic 

review. That way, they have time to improve performance as needed before year-

end grades come out. Also, they do not have to wait until the end of the year to 

learn whether they passed that grade. 

 

The system must be project-linked so if the PM or other local management changes, the scoring 

continues and employees can focus on existing project tasks and not have to waste time trying to adjust 

to new management.  
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In school, a substitute teacher had minimal impact on the students because the grading system was 

established and based on the course work, not based on personalities. This system also allows new 

managers just assigned to the project to know immediately who their performers really are without 

fear of being fooled by the false facades put up by those who do not have work standards as high as 

others. 

 

These project scores go directly to the permanent functional manager for annual assessments and the 

team members are confident they are complete, objective, and accurate. 

 

The students’ grades, even those received while the substitute was present, still go to the 

“permanent” teacher for year-end scoring. 

 

COURSE LEARNING OBJECTIVES 

Course participants will learn:  

1. The five components of motivation and ways to provide them to project team members 

2. The typical causes of unnecessary personal stress on projects and how to reduce it 

3. The four critical elements of effective employee performance goals 

4. To change employee behavior from “busy” to “productive” 

5. How to work with employees to establish effective performance goals 

6. To discern between “hard” and “soft” project performance skills 

7. To create a measurable range of “hard” and “soft” skills for use in documenting employee 

performance assessments 

8. To create a method of collecting and reporting team member work performance objectively, 

consistently, and easily 

9. To develop an effective performance action plan for use with project team members 

10. How to plan and conduct an effective goal-setting meeting with employees 

11. The two simple questions to ask an employee for the first goal setting meeting and the five 

simple questions to ask thereafter 

12. The three elements of an effective performance assessment process 

13. To consider the “ORPperson” and why you should care 

14. How to apply all of this to a project environment 
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THE IMPLICATION FOR USE BY OTHER PM PRACTITIONERS 

The PM can easily move this description of project tasks and their 

objective range of performance values (A, B, C, D, and F) to their 

next project because the major project job functions do not 

change.  

 
The Document Control people, the Safety group, the pipe fitters, 

welders, and discipline engineers will nearly always do the same 

things regardless of the nature of the project because their basic job functions do not change. (If they did 

change, they would be doing a new job and then we would come up with measurable descriptions of it, 

too!) 

 
At the next project, a short training period with the PM’s direct reports on how the system works can 

quickly implement it through the project as new team members join. Then the PM and department 

managers can expect to spend less time dealing with employee morale and job satisfaction issues and 

more time on project tasks. 

 
The smart PM will try to keep the main elements of the project team together as they move from one 

project to the next because that will help the performance assessment process become easier and wider 

spread as their experience with it grows. 
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THE FOUNDATION OF THE PROCESS 

The whole performance assessment process begins with learning how to identify specifically the 

performance we expect and establishing a range within it from “the least we will accept” (like getting a 

“C” in school) to “the most we could hope for” (like the “A” in school). 

 

Once we have established performance ranges for all of the project functions, we can start scheduling 

periodic meetings to review progress, make corrections or coach as needed. Then we can use the 

outcomes of the periodic meetings to create the employee’s annual performance assessment. We will 

use the terms “hard skills” and “soft skills” in this course as we present our examples. 

 

The term “hard skills” refers to the activities we normally associate with a particular job function 

(sometimes called “vertical” job skills) while “soft skills” are equally important but more universally 

applied to many functions beyond a specific one. (These are sometimes called “horizontal” because they 

apply across many job types.) 

 

A cabinetmaker’s “vertical hard skills” would be the obvious tasks that only 

cabinet maker’s would do such as measuring and cutting angles; having a 

familiarity with various kinds of wood;  possessing ability to assemble parts of a 

cabinet so there are no gaps or misfits; broad knowledge in mixing and applying 

paint and stains.  

 

His “horizontal soft skills”, such as customer relations, safety, and teamwork (if 

working with others on a remodeling project) are equally as important but not 

just relevant to cabinetmakers. Everyone working on this project must share these same skills. 

 

The soft skills for each position must be defined as they relate to the specific position if we want to 

establish a meaningful performance assessment process for anyone assigned to this project. Unless we 

define them as they specifically relate to a unique job, we will not be able to measure their performance 

accurately and we risk them being poorly motivated to do the best job possible.  

 

Ultimately, their project productivity is directly related to their motivation.  


