1936 AI
Performance review form
A short review form with the four questions, for twice-a-year reviews in a team of 10 to 50. The person fills in a self-review first, then the manager fills in a copy. Then you talk.
From the 1936 AI blog: 1936ai.com/blog/performance-review-small-team
Last checked 20 October 2026
	Name: [Name]
	Role: [Role]

	Manager: [Manager]
	Review period: [Month Year] to [Month Year]

	Self-review or manager review: [ ]
	Date of conversation: [Date]


1  What went well in the last six months?
Note: Ask for specifics: projects, outcomes, moments. "Shipped the new billing flow two weeks early" is useful. "Good team player" is not. Delete this note before use.
	 
 
 
 
 


2  What didn't go well, and why?
Note: Not a list of failings. A look at what got in the way: unclear priorities, a skill gap, too many projects, a broken process. Some answers will be about the manager. Delete this note before use.
	 
 
 
 
 


3  What should you focus on in the next six months?
	#
	Focus area
	How we'll know it happened

	1
	[ ]
	[ ]

	2
	[ ]
	[ ]

	3 (optional)
	[ ]
	[ ]


4  What do you need from me?
	 
 
 


Rating (manager review only)
	Rating
	What it means
	Tick

	Above the role
	Consistently does more than the role asks, and others notice
	☐

	Strong in the role
	Does the job well and reliably; the backbone of the team
	☐

	Growing into the role
	Some parts strong, some parts still coming; clear plan to close the gap
	☐

	Not yet meeting the role
	Serious gaps; needs a written improvement plan with dates
	☐


Note: Most people in a healthy team sit in "strong in the role". Don't force a curve on 20 people. Share pay decisions a week or two after this conversation, never in the same meeting. Delete this note before use.
The one thing to remember from this review: [ ]
	Employee signature and date:


	Manager signature and date:
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