Tips for Evaluating an Emotionally Fragile Employee Who
Can’t Handle Even the Slightest Constructive Criticism

Managing emotionally fragile employees during performance evaluations takes extra care,
emotional intelligence, and strategic communication. These employees often shut down,
cry, get defensive, or feel personally attacked even when the feedback is minor.

Tips for Evaluating Emotionally Fragile Employees
1. Start with Psychological Safety
“This is a conversation about helping you succeed, not criticizing you.”

e Reassure them that feedback is normal, helpful, and about performance — not
personal.

e Setacalm, private, and relaxed environment.

¢ Avoid a power-imbalance setting (like sitting behind a big desk).

2. Give Very Specific, Neutral Feedback

Y “You have a bad attitude.”

“In the last team meeting, | noticed you interrupted your teammate twice, which made
it hard for her to finish her thought.”

e Focus on behavior and results, not personality.

e Avoid vague or judgmental language (like "lazy" or "immature").

3. Avoid Surprises
e Don’tletthe evaluation be the first time they’re hearing about a problem.

e Give regular micro-feedback leading up to the review so nothing feels like a
bombshell.

4. Keep a Calm Tone



e Speak slower and soften delivery — think therapist, not drill sergeant.

5. Keep a Steady Body Language

¢ No crossed arms, raised eyebrows, or harsh tone.

6. Let Them Talk First
“How do you feel this past quarter has gone for you?”
¢ Helpsthem open up emotionally before you offer critique.

¢« You can often guide them to self-identify their own areas for growth.

7. Use “We” Instead of “You” as Much as Possible
¢ Emphasize partnership, not punishment.

¢ Use"we" instead of "you":
“Let’s talk about how we can improve this.”
“Let’s look at ways to improve how we manage our time.”

8. Prepare for Emotion Without Overreacting
o Ifthey cry, pause and give them space without panicking:
“It’s okay to feel emotional — take a moment.”

e Don’tbackpedal or skip the feedback to “save” them from discomfort.

9. Offer Next Steps and Encouragement
¢ Create a simple improvement plan and offer check-ins.

¢ Reinforce belief in their potential.

10. Document, Document, Document!

e Even with gentle delivery, document key points and improvement areas.



e This protects you and the company, especially if emotional reactions later turn into
blame or claims of unfair treatment.



