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70+ Remote Employee Performance
Review Ouestions For Managers

Key performance review questions and answers for managers, with
examples and signals to evaluate distributed team performance.
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Question #1:
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Ouestions About Communication And Collaboration

“How do you make sure your team stays informed about your progress

without being prompted?”

Question #2:

“Can you describe a time when miscommunication happened on a

remote project? How did you handle it?”

SAMPLE ANSWER

"I post a short daily update in our team channel at the end of each work day, covering
what | finished, what is in progress, and anything blocked. For larger projects, | update
the shared tracker weekly so people can check status without needing to ask.”

STRONG ANSWER SIGNALS

0O Mentions a regular, structured
approach rather than ad-hoc updates

O References both synchronous and
asynchronous channels

Shows awareness of reducing
O unnecessary back-and-forth for the
team

RED FLAGS TO WATCH FOR

0o “l wait until someone asks me” or relies
entirely on meetings

o No mention of written communication
or documentation

o Assumes others will kKnow what they
are doing without explicit upcates

SAMPLE ANSWER

“A few months ago, my colleague and | were both working on overlapping parts of a
feature because the task split was not clearly documented. | noticed the overlap during
a code review, raised it in our team call, and suggested we add clearer ownership labels
to our project board. We fixed the duplicate work within a day.”

STRONG ANSWER SIGNALS

0o Describes a specific, real situation
rather than a vague generalisation

O Takes initiative in resolving the issue

0o Focuses on systemic improvement,
nhot blame

RED FLAGS TO WATCH FOR

0o Blames others without reflecting on
their own role

Cannot recall any examples, which
O may signal low awareness of
communication gaps

0o Describes recurring issues without
any attempt to fix them
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Ouestions About Communication And Collaboration

Question #3: Question #4:

“How do you approach collaboration with colleagues you rarely overlap “How do you handle disagreements or differing opinions with remote

with in real time?” colleagues?”

SAMPLE ANSWER SAMPLE ANSWER

"I try to front-load context in my messages: instead of just asking a question, | include “l usually start by making sure | understand their point before responding. In async

background and what | have already tried. For cross-timezone reviews, | leave detailed conversations, tone can easily be misread, so | try to be explicit and calm. If a text

written feedback rather than waiting for a live meeting. If something is truly urgent, | thread gets complicated, | suggest a short video call to talk it through and then

flag it clearly and suggest a specific window that works for both of us.” summarise the decision in writing afterwards.”

STRONG ANSWER SIGNALS RED FLAGS TO WATCH FOR STRONG ANSWER SIGNALS RED FLAGS TO WATCH FOR

0o Shows deliberate effort to recduce o Expects instant replies from 0o Recognises the risk of tone issues in 0o Avoids disagreement entirely or goes
async friction teammates in different time zones written communication silent

O Respects others’ time and time zones 0o Defaults to scheduling meetings 0o Knows when to move from async to 0o Escalates quickly without attempting

instead of using async alternatives sync direct resolution

0O Adjusts approach based on urgency
and context o Shows frustration with delays rather O Documents outcomes for the team 0O Relies only on chat for complex or

than adapting their approach sensitive discussions
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Ouestions About Communication And Collaboration

Question #5:

SAMPLE ANSWER

“What do you do when you feel out of the loop or "l reach out to my manager or a teammate and ask directly. | also try to attend
disconnected from the wider team?”

optional team rituals like our weekly show-and-tell, even when my schedule is
tight, because that is where | pick up a lot of context | would otherwise miss.”

STRONG ANSWER SIGNALS RED FLAGS TO WATCH FOR
O Takes ownership of staying connected rather than waiting O Accepts disconnection as normal without acting
O Mentions specific actions or routines O Blames the company or team without trying to bridge the gap

O Aware of informal communication channels O Never attends optional team events or social moments
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Ouestions About Ownership, Accountability And Self-Management

Question #1: Question #2:

“How do you organise and prioritise your work when no one is actively “Tell me about a time you made a mistake while working remotely. What

checking in?” did you do next?”

SAMPLE ANSWER SAMPLE ANSWER
*l use a combination of our project tracker and a personal task list. At the start of each "I missed a QA step in a release because | was rushing to meet a deadline. | caught the
week, | review upcoming deadlines and flag anything that feels tight. If priorities shift issue the next day, reported it immediately, rolled back the change, and added a
during the week, | re-order my list and let my manager know if something will be checklist to our deployment process to prevent it happening again.”
delayed.”
STRONG ANSWER SIGNALS RED FLAGS TO WATCH FOR STRONG ANSWER SIGNALS RED FLAGS TO WATCH FOR
Has a clear, repeatable system for O "ljust do whatever comes in first” Owns the mistake clearly, without O sStruggles to name a specific mistake
O - (o) .
prioritisation ) deflecting
o No mention of tools, structure, or O Blames tools, processes, or teammates
Proactively communicates changes in planning Acted quickly to fix and prevent . .
O | O Does not mention any corrective
plan : recurrence (o) :
o Reacts to deadlines rather than action
anticipating them O Turned it into a process improvement

0o Balances team priorities with personal
focus
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Questions About Ownership, Accountability And Self-Management

Question #3: Question #4:

“How do you stay accountable when your manager or team cannot see “Describe a situation where you had to take initiative on something

your day-to-day work?" without waiting for direction.”

SAMPLE ANSWER SAMPLE ANSWER

"l keep my project board updated and share weekly summaries. | also set internal “Our onboarding documentation was out of date and new hires were struggling. |
deadlines for myself that are earlier than the actual ones, so there is buffer for review. If updated the key sections on my own, then shared the changes with my manager for

| am stuck on something, | flag it early rather than trying to solve everything alone.” review before publishing. It saved the next cohort about a day of confusion.”

STRONG ANSWER SIGNALS RED FLAGS TO WATCH FOR STRONG ANSWER SIGNALS RED FLAGS TO WATCH FOR

O cCreates visibility without being asked o Accountability seems to depend O Identifies a gap and acts on it 0o Cannot think of an example, which may

entirely on external pressure suggest passivity

O Builds in margin for unexpected issues 0o Checks in with relevant stakeholders

before finalising 0o Took action without any

o Does not track or share progress
communication or alighment

O Recognises when to ask for help voluntarily

O clearly describes the positive impact

o Waits until deadlines pass before 0O Describes initiative that caused
raising issues confusion rather than clarity
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Ouestions About Ownership, Accountability And Self-Management

Question #5:

SAMPLE ANSWER

“How do you handle periods where your workload is "l use quiet periods to clear up smaller tasks that usually get pushed back, like
lighter than usual?”

documentation, code cleanup, or testing improvements. | also look ahead to the
next sprint and prepare, or ask teammates if they need help with anything.”

STRONG ANSWER SIGNALS RED FLAGS TO WATCH FOR
O Does not wait to be told what to do O "l just wait for the next task to come in”
O Invests in quality or future work during downtime O No mention of self-directed work or improvement

O Offers support to the team proactively O Seems uncomfortable with unstructured time
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Performance Review Questions About Productivity And Work OQuality

Question #1: Question #2:

“How do you measure the quality of your own work before it reaches “What is a piece of work you are particularly proud of from the last

anyone else?” review period?”

SAMPLE ANSWER SAMPLE ANSWER

I always self-review before submitting. For written work, | re-read it after a break. For "I rebuilt our internal reporting dashboard. The old one took 20 minutes to load and
code, | run tests locally and do a mental walkthrough of edge cases. | also keep a short nobody used it. The new version loads in under 3 seconds and the team now checks it
checklist of past mistakes | tend to repeat, so | catch patterns early.” daily. | gathered the requirements from three different teams to make sure it covered

what mattered.”

STRONG ANSWER SIGNALS RED FLAGS TO WATCH FOR STRONG ANSWER SIGNALS RED FLAGS TO WATCH FOR
0o Has a personal quality process, O "ljust send it and wait for feedback” 0o Points to a specific deliverable with O cannot hame a specific piece of work
nhot just reliance on reviewers i ) measurable improvement .
. o No mention of self-checking or P O Describes effort rather than results
0o Mentions specific techniques such quality standards 0o Describes the process, not just the Tak | dit for t K
as re-reading, checklists, or testing outcome O 'aKkes sole creait ror team wor

O Relies entirely on others to catch errors without acknowledging others
O Learns from past mistakes O Shows awareness of impact on others
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Performance Review Questions About Productivity And Work OQuality

Question #3: Question #4:

“How do you manage your focus and productivity without an office “How do you handle competing priorities when multiple things are urgent

environment?” at the same time?”

SAMPLE ANSWER SAMPLE ANSWER
"I block out focus time in my calendar every morning and keep notifications off during *I check which items have real deadlines versus perceived urgency. If | still cannot
those windows. | try to batch meetings into the afternoon. On days when | struggle to decide, | ask my manager for a quick steer. | would rather spend one minute asking than
concentrate, | switch to smaller tasks and come back to deep work the next day.” two hours on the wrong thing.”
STRONG ANSWER SIGNALS RED FLAGS TO WATCH FOR STRONG ANSWER SIGNALS RED FLAGS TO WATCH FOR
0o Has intentional routines for focus and o “I just try to power through” without 0o Distinguishes between urgent and 0o Tries to do everything at once and
energy management any structure important delivers nothing well
O Uses tools or calendar strategies to o Frequent mentions of distractions O comfortable escalating when needed o Never escalates, even when
without attempts to manage them overwhelmed

protect deep work . . . .
O Values time efficiency over appearing

O shows flexibility rather than rigidity o Relies on long hours to compensate for busy 0O Complains about competing priorities
low focus without taking action
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Performance Review Questions About Productivity And Work Ouality

Question #5:

SAMPLE ANSWER

“Have you identified any recurring bottlenecks in your "I noticed | was losing time waiting for design approvals because the process
work? What have you done about them?”

was not clear. | talked to the design lead, and we agreed on a 48-hour
turnaround for reviews. It removed a full day of waiting from most of my tasks.”

STRONG ANSWER SIGNALS RED FLAGS TO WATCH FOR
O Identifies specific bottlenecks rather than vague complaints O Identifies problems but takes no action
O Takes action rather than just reporting the issue O Blames processes without contributing to solutions

O Measures or estimates the impact of the change O Cannot identify any patterns in their own workflow
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OQuestions About Goal Alisnment & Performance Expectations

Question #1: Question #2:

“How well do you understand the team'’s goals this quarter, and where “When was the last time a priority changed unexpectedly? How did you

does your work fit?" adapt?”

SAMPLE ANSWER SAMPLE ANSWER
“Our team’s main goal this quarter is improving customer onboarding time. My part is “Last month our product roadmap shifted because of a customer escalation. | paused
building the new onboarding flow and running usability testing. | know this connects to the feature | was working on, picked up the urgent fix, and reorganised my week. |
the company-level retention target because faster onboarding reduces early churn.” flagged to my manager which planned work would be delayed so there were no
surprises.”
STRONG ANSWER SIGNALS RED FLAGS TO WATCH FOR STRONG ANSWER SIGNALS RED FLAGS TO WATCH FOR
0O Can articulate both team and o Does not know the team'’s goals or O Handles change calmly and practically 0O Gets visibly frustrated or disengaged
company goals gives a vague answer ) ) when priorities shift
o Communicates the impact of changes
0o Draws a clear line between their o Cannot explain how their work on planned work o Does not communicate what falls off
tasks and broader objectives contributes the plate
o Focuses on transparency over
0o Understands the “why” behind their o Focuses only on tasks without frustratio 0O Struggles to adjust without detailed
work understanding outcomes instructions
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OQuestions About Goal Alisnment & Performance Expectations

Question #3: Question #4:

“Do you feel the expectations for your role are clear? Where, if anywhere, “How do you know when you have done a good job versus a great job in

are they fuzzy?” your role?”

SAMPLE ANSWER SAMPLE ANSWER

“Most of my expectations are clear because we set them at the start of the quarter. The “A good job means | met the brief and delivered on time. A great job means | also

one area that is fuzzy is cross-team support. Sometimes | am asked to help other teams, improved the process or helped someone else along the way. For example, when |
and | am not sure how to balance that with my own goals.” delivered the reporting tool, | also wrote documentation so the team could maintain it

without me.”

STRONG ANSWER SIGNALS RED FLAGS TO WATCH FOR STRONG ANSWER SIGNALS RED FLAGS TO WATCH FOR
O Gives an honest, specific assessment o Says “everything is fine” without detail, 0o Defines quality beyond just meeting 0o Cannot distinguish between adequate
e ) which may signhal avoidance deadlines and excellent work
O Identifies grey areas constructively
. . Lists many unclear areas, suggesting a Includes impact on the team or Defines quality only in terms of speed
o 2gﬁg?a?noilhaglogue rather than simply o deeper alighment proble o system, not just personal output O or volume
Blames manager or company without O Sshows a growth mindset 0O Never mentions team or organisational

o seeking clarity themselves impact
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Ouestions About Goal Alisnment & Performance Expectations

Question #5:

SAMPLE ANSWER

“Is there anything about how your performance is “I sometimes feel like async contributions are less visible than live ones. When |
evaluated that feels unclear or unfair?”

prepare detailed written proposals or documentation, they do not always get
the same recognition as presenting something in a meeting. | would appreciate
if we found a way to surface that kind of work more.”

STRONG ANSWER SIGNALS RED FLAGS TO WATCH FOR
O Raises the concern constructively and specifically O Has deep frustrations but has never raised them before
O Offers a suggestion, not just a complaint O Says everything is fair without any reflection

O Reflects on what visibility means in a remote context O Focuses on comparison with specific colleagues rather than systemic issues
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Employee Performance Review Questions About Engagement &
Motivation In Remote Work

What parts of your work do you find most energising right now?

Is there anything about your current role that has started to feel
routine or uninspiring?

How connected do you feel to the team’s mission and goals?

What would make you more excited to start your work day?

Do you feel your contributions are noticed and valued by the wider
team?

#21
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Has your motivation changed over the past few months? If so, what
has shifted?

What Kind of work would you like to do more of in the next quarter?

Do you feel you have enough autonomy in how you approach your
work?

Is there anything outside of work that is affecting your engagement
risht now?

If you could change one thing about your day-to-day work, what
would it be?
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Learning, Growth & Development Questions

What new skKills have you developed over the last review period?

Do you feel you have enough opportunities to learn and grow in
your current role?

Is there a skKill or area of knowledge you want to develop but have
not had time for?

How do you currently learn new things related to your work?

Do you feel your career path here is clear, or does it feel uncertain?
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H#32
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#35

Have you had any mentoring or coaching that made a real
difference recently?

What Kind of professional development would be most useful to
you right now?

Do you feel remote employees have the same access to growth
opportunities as in-office staff?

Is there a project or responsibility you would like to take on to
stretch your sKills?

How could your manager or the company better support your
development?
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Feedback, Support And Management Relationship Questions

Do you feel you receive enough feedback on your work? Is it timely?

Is the feedback you receive specific enough to act on?

Do you feel comfortable giving honest feedback to your manager?

How would you describe the quality of your one-to-one
conversations?

Is there anything your manager could start or stop doing to better
support you?

#41
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Do you feel your manager understands the challenges of your
remote work setup?

When you need help or a decision, how easy is it to get what you
heed?

Do you feel your manager trusts you to manage your own time and
priorities?

How well does your manager communicate team decisions and
changes?

Is there a type of support you need but are not currently receiving?
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Remote Employee Performance Questions About Well-Being And
Sustainability

#46 How would you describe your workload over the past few months? #51 Are you able to take breaks and time off without guilt or pressure?
H#47 Are you able to disconnect from work at the end of the day? #52 How well does the team respect your working hours and time zone?
Do you feel comfortable saying no or pushing back when your plate Is there anything about your current schedule that feels
#48 . #53 .
IS too full? unsustainable?
. . Do you have access to the s ort you need for your mental health
#49 Have you experienced burnout or come close to it recently? #54 Jou V. vupport you J
and well-being?
. ) What is one thing the company could do to better support your
#50 Do you feel the company genuinely cares about your well-being? #55 ! B Pany pport 3

work-life balance?
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Remote Work Environment And Tools Questions

Do you have a comfortable and effective workspace at home or
wherever you work?

Are there any tools or equipment you need but do not currently
have?

Do the communication and collaboration tools we use work well for
you?

Is there a tool or process that creates unnecessary friction in your
work?

How reliable is your internet and technical setup for remote work?
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Do you feel you have equal access to information compared to other
team members?

Are there any accessibility needs that are not being met in your
current setup?

How well do our tools support async collaboration across time
zones?

Is there anything about our tech stack that slows you down
regularly?

If you could add or replace one tool, what would it be and why?
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Reflection & Forward-Looking Questions

What are you most proud of from the last review period?

What was the most difficult challenge you faced, and what did you
learn from it?

Is there anything you wish you had done differently?

What do you want to focus on in the next quarter?

Where do you see yourself in this company in one to two years?
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Is there a goal you would like to set for yourself before the next
review?

What Kind of work would you like to be doing more of going
forward?

Is there a conversation we should have had sooner?

What would make the next review period more successful for you?

Is there anything else you would like your manager or leadership to
know?
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Check out Anhywherer for even more
review guestions and expert tips!
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