
1. Give short answers to the following questions:
i. What is Appraisal?
A performance appraisal (or review) is an important time to discuss the employees’ performance and development. It’s a meeting between an individual and their line manager to record recent achievements and decide on future objectives. This helps maximise the potential of any one role.
For the employee, it’s also an ideal opportunity to put forward ideas about career development, including training and support needs. This can help them gain practical support in their career path and enjoy better job satisfaction.
All types of role — manual or office, front-of-house, senior management or freelancer, should enjoy this dedicated time.

ii. Outline the goals of an effective performance appraisal. 
The main objective of performance appraisals is to measure and improve the performance of employees and increase their future potential and value to the company. Other objectives include providing feedback, improving communication, understanding training needs, clarifying roles and responsibilities and determining how to allocate rewards.
Providing Feedback. Providing feedback is the most common justiﬁcation for an organization to have a performance appraisal system. Through its performance appraisal process the individual learns exactly how well he/she did during the previous twelve months and can then use that information to improve his/her performance in the future. In this regard, performance appraisal serves another important purpose by making sure that the boss’s expectations are clearly communicated.
Facilitating Promotion Decisions. Almost everyone in an organization wants to get ahead. How should the company decide who gets the brass rings? Performance appraisal makes it easier for the organization to make good decisions about making sure that the most important positions are ﬁlled by the most capable individuals.
Rightsizing or Downsizing Decisions. If promotions are what everybody wants, layoffs are what everybody wishes to avoid. But when economic realities force an organization to downsize, performance appraisal helps make sure that the most talented individuals are retained and to identify poor performers who effects the productivity of the organisation.
iii. Explain the steps involved in the appraisal process.
The appraisal process consists of six steps:
Step 1: Establish performance standards
[bookmark: _GoBack]Performance standards are set to ensure achievement of departmental goals and objectives and the organization’s overall strategy and objectives. Standards are based on the position, rather than an individual. In order to be clearly understood and perceived as objective, standards should adhere to the same rules that apply to goal-setting; that is, they should be “SMART:” specific, measurable, achievable, relevant and time bound.

Step 2: Communicate performance standards
In order to be effective, performance standards must be clearly communicated and understood to be expectations. Performance standards assume that an individual is competent, so initial and corrective training should be factored into the performance management process. If there is a specific training period after which an employee is assumed to be competent and performing to standards, that should be communicated as well.

Step 3: Measure performance
Performance that is expressed in numeric terms—for example, cost, quantity, quality, timeliness—is relatively easy to measure. Performance in the area of soft skills—for example, communication, customer service and leadership—is more difficult to evaluate.

Step 4: Compare actual performance to performance standards
In this step of the appraisal process, actual performance is compared to the performance standards. Documentation should highlight actions and results.

Step 5: Discuss the appraisal with the employee
This is generally the step in the process that is the most difficult for managers and employees alike and it can be a challenge to manage emotions and expectations. Even when performance is strong, there can be differences of opinion on the next action. A significant difference of opinion regarding performance can create an emotionally-charged situation. If the manager is providing feedback and coaching on a regular basis, this shouldn’t be the case. Related point: If an employee has consistently poor performance, the issue should be addressed—corrective action taken—in a timely manner and not deferred to an annual review. To identify and prepare for differences of opinion, management can ask employees to complete and submit a self-evaluation prior to the appraisal meeting. A key point to keep in mind is that the manager’s ability to remain calm and civil will have a significant impact on the employee’s confidence, motivation and future performance.

Step 6: Implement personnel action
The final step in the appraisal process is the discussion and/or implementation of any next steps: a reward of some sort—a raise, promotion or coveted development opportunity—or corrective action—a performance plan or termination. Note, however, that corrective action that might help an employee achieve expectations shouldn’t be tabled until the next formal appraisal. As performance gaps are identified, supervisors and managers should take the time to identify why performance is not meeting expectations and determine whether the employee can meet expectations with additional training and/or coaching. As mentioned above, if performance is such that termination is warranted, that action should be taken in a timely manner as well.

 iv. What are the benefits of an appraisal programme?
The benefits of performance appraisal can be classified in three ways: 
1) For the Organisation:
a) Improved organisational performance because the organisation’s objectives and values have been effectively communicated. More cohesiveness, loyalty, and improved relationships between management and staff will also ensue. 
b) Employees perform tasks better and more efficiently. 
c)  Identification and ideas for improvement. 
d) Long-term expectations can be developed. 
e) Identification of training and development needs. 
f) Creation of a culture that seeks to continually improve and succeed. 
g) Identification of employees with potential and career development plans made for future staff requirements.
2) For the appraiser: 
a) Development of an overview of individual jobs and departments. 
b) Ability to come up with ideas for improvement. 
c) The linking of team and individual goals and targets to departmental and organisational goals.
d) The clarification of management’s expectations of teams and individuals. 
e) Re-prioritising targets. 
f) A chance to form a more productive relationship with staff and to attain mutual trust and understanding.
3) For the person being appraised: 
a) Improved motivation. 
b) Improved job satisfaction. 
c) A boosted feeling of personal value.

v. Write short notes on the following appraisal methods: 
a. Critical incident methods 
Traditional KPI metrics are set up against the benchmarks a business organization decides to monitor to ensure success.
For example, if a company sells a product, it will employ sales staff. And, one of the metrics measured will be the number of products sold per month, quarter, and year. Depending on how many salespeople the organization employs, the sales metric can be further broken down into the number of products sold per employee. And, each employee can be set a minimum target with an incentive of sorts to exceed the minimum target.
Juxtapositionally, the critical incident method measures both the employee’s output (or performance) and the behaviour linked to the performance metric. Furthermore, this methodology or technique records instances where employee behaviour, both positive and negative, has affected the outcome of an event. 

Ensuring that the critical incident technique is user-friendly
It is easy for the descriptive process to become confused and meaningless if the narrative is not kept within strict guidelines.
Therefore, to manage the potentially vast number of narratives, it is a good idea to divide these employee behaviour descriptions into categories. Examples of these categories include Customer service, teamwork, punctuality, and general attitude in the office.
There are several primary benefits of arranging the narratives into categories. Here are a few of the more important advantages:
The organization of behaviour descriptions as lengthy narratives can quickly become very disorganized.
Each employee can be measured against all the categories simultaneously. In other words, the critical path or measurement is how the employee conducts himself/herself based on each of the decided categories as well as the accumulated result of all the individual categories.
The individual categories can be measured against all the participating employees. For example, let’s assume that the company is measuring its success based on the customer service category. Therefore, it will look at all the individual employee scores for the customer service category and combine them to form an overall impression on the success (or lack thereof) based on the customer service metric.

Driving organizational success 
As mentioned above, the primary aim of performance management and online performance management software is to align “individual objections to organizational objectives” and to make sure that individual employees understand and uphold the organizational ethos and the core values. 
In theory, the critical incident technique or method is just another way of measuring performance. However, in practice, because of its emphasis on the narrative instead of the numeric measurement, it has the capacity and potential to highlight different employee strengths and weaknesses as opposed to the traditional KPI measurement methodology.
Therefore, both methods can be used to measure employee and organizational performance. Finally, it must be reiterated and highlighted, that employee success translates into organizational success and vice versa.

b. Behaviourally - anchored rating scales
Behaviourally Anchored Rating Scales are a type of performance management scale that use behaviour “statements” as a reference point instead of generic descriptors commonly found on traditional rating scales. Designed to add the benefits of both qualitative and quantitative information to the appraisal process, scales measures an employee’s performance against specific examples of behaviour that are given a number rating for the purpose of collecting data.
Establishing specific behaviours for grading are meant to give the rating a higher degree of accuracy relative to performance. This is because you’re relying on unique, individual behaviours required for each individual position within an organization, instead of behaviours that can be evaluated in any position across the board. It is presumed that using a rating scale with specific behaviours for selected jobs, minimizes the subjectivity in using basic ratings scales. We’ll take a closer look at this later to see if it’s true.
This method has several advantages, such as the following: 
a) It tends to reduce rating errors.
b)  It assesses behaviour rather than traits. 
c) It makes it clear to the employee and the assessor which behaviours show good performance and which show bad performance.
Behaviourally - anchored rating scales examples:
Group Order Ranking - Involves rating employees and placing them in categories (or classifications) such as ‘top one fifth’ or ‘second one fifth.’ The employees are ranked in the top 5%, the next 5% and the next 15% by the assessors. Since this is the case, it is necessary for assessors to ensure the numbers are accurate.
Individual Ranking - This is a simpler method of ranking in which the assessor simply has to list all employees in order from highest to lowest. Thus, only one can be ranked number one or the best. If the assessor ranks thirty employees, this ranking method has the same advantages and disadvantages as group order ranking.
Paired comparison - Is a way of comparing each employee and job with another employee and job. It is a way of comparing people in groups of two and making a judgement on which one in the pair is preferred or has more qualities that are required for the job. Paired comparison is a good way of assessing the importance of different courses of action. It is particularly useful when there are priorities that compete in importance. It grades each individual in relation to all the other employees.
Management by Objectives MBO - Is a procedure that adapts organisational objectives into individual objectives. It is a four step process: goal-setting, action-planning, self-control, and periodic reviews.
The advantages of MBO are as follows: 
a) It is result–oriented. It aids the planning and control functions and provides motivation. 
b) Employees know what is expected of them and how they will be assessed. 
c) Employees have more commitment to goals that they have participated in developing than to those that have been set by their bosses.
360-Degree Appraisal the “360-degree appraisal” - Is also known as multi-rater feedback, multisource feedback, full circle appraisal, and group performance review. It involves a process of gathering perceptions about an employee’s behaviour and the impact of that behaviour. The perceptions should come from the boss, direct reports, and colleagues, fellow members of project teams, and internal and external customers and suppliers.
Case Study 
In my point of view, the most appropriate objectives to be included in an annual performance management plan:
The main goal of performance management is to ensure that the organization as a system and its subsystems work together in an integrated fashion for accomplishing optimum results or outcomes.
The major objectives of performance management:
1. To enable the employees towards achievement of superior standards of work performance.

2. To help the employees in identifying the knowledge and skills required for performing the job efficiently as this would drive their focus towards performing the right task in the right way.

3. Boosting the performance of the employees by encouraging employee empowerment, motivation and implementation of an effective reward mechanism.

4. Promoting a two way system of communication between the managers and the employees for clarifying expectations about the roles and accountabilities, communicating the functional and organizational goals, providing a regular and a transparent feedback for improving employee performance and continuous coaching.

5. Identifying the barriers to effective performance and resolving those barriers through constant monitoring, coaching and development interventions.

6. Creating a basis for several administrative decisions strategic planning, succession planning, promotions and performance based payment.

7. Promoting personal growth and advancement in the career of the employees by helping them in acquiring the desired knowledge and skills.


Some of the key concerns of a performance management system in an organization are:
1. Concerned with the output (the results achieved), outcomes, processes required for reaching the results and also the inputs (knowledge, skills and attitudes).

2. Concerned with measurement of results and review of progress in the achievement of set targets.

3. Concerned with defining business plans in advance for shaping a successful future.

4. Striving for continuous improvement and continuous development by creating a learning culture and an open system.

5. Concerned with establishing a culture of trust and mutual understanding that fosters free flow of communication at all levels in matters such as clarification of expectations and sharing of information on the core values of an organization which binds the team together.

6. Concerned with the provision of procedural fairness and transparency in the process of decision making.
The performance management approach has become an indispensable tool in the hands of the corporates as it ensures that the people uphold the corporate values and tread in the path of accomplishment of the ultimate corporate vision and mission. It is a forward looking process as it involves both the supervisor and also the employee in a process of joint planning and goal setting in the beginning of the year.

About the most suitable set of performance objectives for the manager with measures and time scale:
Objective 1: Manager will be able to enhance communication meeting monthly with workers to identify team weaknesses.
Objective 2: Manager will be able to present new training for workers at the beginning of each year to improve the skills of workers and present proven results of this improvement by the end of the year.
Objective 3: Manager will be able to the monthly meeting and establish productivity and quality goals and inform them about the supportive work and annual rewards.
Objective 4: Manager will be able to identify the reasons for absence to reduce it by 80% in 6 months and 95% by the end of the respective appraisal year.
Objective 5: Manager will be assiduous and punctual daily and work overtime whenever necessary.
