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1(A) What is an Appraisal ?

Appraisals are meetings set up by your employer that allow you both to discuss your work performance. There is no legal requirement to carry out appraisals, but most employers have a yearly or twice-yearly review process.

Appraisals are often used to determine whether targets have been achieved and make decisions about future work. Another reason for appraisals is to discuss career plans. In some cases, they may include bonuses and pay increases.

A good appraisal should be a two-way process, where you are encouraged to speak honestly and openly about your job. They are usually carried out by your line manager.

1(B) Outline the goals of an effective performance appraisal?

The unit brief outlines 7 goals of appraisal but in analysing this I feel they fall mainly into 5 categories as detailed below.

1. The employee and the supervisor are clear about the employee’s goals, required outcomes or outputs, and how the success of the contributions will be assessed. Your goal in employee evaluation is to motivate a high level of quality and quantity in the work that the employee produces. 

2. The goals of the best employee performance evaluations also include employee development and organizational improvement. The employee performance evaluation helps employees accomplish both personal development and organizational goals. The act of writing down the goals takes the employee one step closer to accomplishing them.

Since goals, deliverables, and measurements are negotiated in an effective employee performance evaluation, the employee and the supervisor are committed to achieving them. The written personal development goals are a commitment from the organization to assist the employee to grow in his or her career.

3. Employee performance evaluation provides legal, ethical, and visible evidence that employees were actively involved in understanding the requirements of their jobs and their performance. The accompanying goal setting, performance feedback, and documentation ensure that employees understand their required outputs. The goal of employee performance evaluation is to create accurate appraisal documentation to protect both the employee and the employer.

In the event that an employee is not succeeding or improving his job performance, the performance evaluation documentation can be used to develop a Performance Improvement Plan (PIP).

This plan provides more detailed goals with more frequent feedback to an employee who is struggling to perform. The goal of a PIP is the improvement of the employee's performance, but non-performance can lead to disciplinary action up to and including employment termination.

4. In many organizations, numeric rankings are used to compare an employee’s performance with the performance of other employees. Numeric ratings are frequent components of these systems, too.

No matter how fair and non-discriminatory, these ratings are made to appear through the endless establishment of criteria for rating, and they boil down to the manager’s opinion of an employee’s performance. This is why numeric components in an employee performance evaluation process are not recommended.

5. The employee performance evaluation provides evidence of non-discriminatory promotion, pay, and recognition processes. This is an important consideration in training managers to perform consistent, regular, non-discriminatory employee performance evaluations. You want to ensure equitable measurement of an employee's contribution to the accomplishment of work,

The documentation of success and failure to achieve goals is a critical component of the employee performance appraisal process.

1(C) Explain the steps involved in the appraisal process ?

It is important for any manager to ensure that he or she periodically conducts a performance appraisal to establish the productivity of their employees. It is also an essential activity because it helps you in determining challenges and weak points of such workers so that you can find better ways of fixing them to enhance and yield desirable results ultimately. The

Here are the necessary steps that need to be taken to attain effective performance review;

Step 1: Establish performance expectations and standards

Appraisal processes start with establishing standards and expectations. The essence of this is to make it easy for you to identify particular output, skills, and accomplishments that will be assessed.

This first step is basically about setting the specific criteria that will assist you as a manager to determine whether or not the performance of the employees is satisfactory as well as the levels of contribution towards goals and objectives of the organization.

For you to achieve better results, it is ideal to ensure that the expectations and standards that you set are clear, concise, comprehensible, realistic and in measurable terms. It is also advisable that you make the formulation of these standards an all-inclusive affair by involving your employee too as a way of preventing vagueness and also enhancing unity in the job environment.

Step 2: Providing regular feedback

This is simply about establishing effective communication between you and the employees in regard to standards and expectations. It is an important aspect because it helps in ensuring that employees perform their roles by the goals and objectives of the organization. Feedback can be provided formally or can be communicated informally. Feedback should also be consistently given to help employees in keeping tabs on particular activities that they are doing as well as performing them in the right manner. Feedback should never be a preserve for special occasions but rather need to be given instantly; whether positive or negative provided that it helps the employee in performing better.

Employees need to get feedback in regards to standards expected of them, and if possible, the standards can be revised to reflect the feedback acquired from your workers.

Step 3: Measure actual performance

This stage incorporates measuring of employees’ actual performance based on information obtained from different reports such as written, oral and statistical as well as through personal observation. This is the stage that calls for a careful choice of the ideal methods that are used in measuring performance.

It is of utmost significance to ensure that you do not make appraisal judgment based on what you feel towards the employee. It is only appropriate to make a sound measurement of findings, facts, and objectivity. The essence of this is that what is measured supersedes the manner in which it is measured hence the need for ensuring that objectivity is adhered to.

You also need to have in mind that measuring of employees’ actual performance needs to be a continuous activity that should be carried out throughout the year hence to identify all the parameters effectively.

Step 4: Compare actual performance with standards

The next thing you need to do is comparing the actual performance with the anticipated or standard performance. This comparison is essential because it makes it possible for you as the manager or evaluator to identify the deviations of your employees from the established standards.

The results of the comparison may be depicted positive or negative results that would call for appropriate action depending on how you deem the results to be. Some of such actions include recalling, assessing and scrutinizing data concerned with the performance of employee among many others.

As an issue of concern, comparing actual performance with desired standards also enables the manager to institute appropriate measures that would help in enhancing performance that needs to be met and at the same time working on areas that should be improved to attain organizational objectives and goals ultimately.

Step 5: Discuss results of appraisal

As earlier mentioned, Process Of Performance Appraisal is a continuous process that takes time. As a manager, the next thing you need to do is to ensure that you communicate the feedback of appraisal to your employees on a one-on-one basis.

It is always challenging for managers to present truthful appraisal to the employees and enable them to constructively accept the results, especially if it reflects more negatives than positives. But what you need to know is that discussing feedback together is a better approach of allowing them to understand their strengths and weaknesses. This ultimately has an impact on how they will perform in future depending on how you communicate the feedback whether positive or negative.

It is also advisable to prepare your workers psychologically before presenting appraisal results and also ensure that results are communicated with lots of positivity. The aim here is to motivate the employees and not necessarily to evoke emotions.

Step 6: Come up with corrective measures

This is the final stage in appraisal processes. Initiating some effective corrective measures should be executed according to the results of the appraisal. Carefully examine the results and identify areas that require improvement and then come up with corrective action that will make it possible for employees to improve performance. At this stage.

To conclude

Performance evaluation is an essential component in any ideal organization. It helps in identifying, fixing and improving different areas that eventually enable organizations to achieve goals and objectives from a human resource perspective. It is also significant for the manager to ensure that they find out opportunities that would help in enhancing personal growth and development of employees in regards to the career.

1(D) What are the benefits of an appraisal programme?

From the beginning and through the career, you need to know how good you are in terms of particular fields of activity. It is difficult to give yourself an objective evaluation. Performance appraisal system is a useful management tool which helps to gain feedback, review and estimate whether the performance is effective and discuss what needs to be done for it to become so. Managers perform evaluations to benefit both employees and the employer. The most significant benefit of the appraisal system for the manager or the head of department is that it provides a document of employee performance over a specific period. Here is a list of the benefits of the performance appraisal system:

1. Every employee’s individual performance influences how all the team or even the firm (especially if it is small) is doing.

2. It clarifies the employee’s role and status in the organization. Some workers like to know where they stand regarding their job performance and want to see what else (useful) they can do for the company.

3. Self-development is the most important benefit for the employee. Performance appraisal allows you to provide positive feedback as well as identifying areas for improvement. An employee can discuss and even create a developmental (training) plan with the manager so he can improve his skills.

4. It motivates employees if supported by a good merit-based compensation system. Best performers get better pay and benefits packages. Similarly, those employees that lag behind get penalized.

5. It provides a structured process for an employee to approach the management for discussions, identify problems, clarify expectations and plan for the future. It lets both manager and employee set up long- and short-term goals.

6. The statistics can be used to monitor the success of the organization’s recruitment and induction practices.

7. Performance appraisal system also helps the management in deciding about the promotions, transfers and rewards of the employee.

8. It is easy to identify the under-performers and decide whether you want to keep them hoping for improvement or sometimes have to let them go.

9. Both manager and employee, keep performance appraisal records and can retrospectively review the changes in the performance in future.

If you use the performance appraisal system correctly and smartly, the results won’t leave you indifferent. Undoubtedly, there are disadvantages in the performance appraisal system as nothing is ideal, but it provides a lot of useful information for the company and employee itself that can’t be acquired from other sources. Furthermore, years of experience show the efficiency of using performance appraisal system in practice.

1(E) Write short notes on the following:-

· Critical incident method.

The critical incident method of performance appraisal involved identifying and describing specific events (or incidents) where the employee did something really well or something that needs improvement. It's a technique based on the description of the event, and does not rely on the assignment of ratings or rankings, although it is occasionally coupled with a ratings type system.

The use of critical incidents is more demanding of the manager since it requires more than ticking off things on a form -- the manager must actually write things out. On the other hand critical incidents can be exceedingly useful in helping employees improve since the information in them is more detailed ans specific than in methods that involve rating employees.

Some managers encourage employees to record their own critical incidents (where the employee excelled, situations that did not go well). That's an interesting variation that places more responsibility with the employee, and also does not require the manager to have been present when the incident occurred.

Generally, it's important that incidents be recorded AS THEY OCCUR, and not written at or around the annual performance review. Delaying the recording of critical incident reports (either good incidents or not so good) means a loss of detail and accuracy.



· Behaviorally-anchored rating scales.

Behaviourally Anchored Rating Scales (BARS) definition

Behaviourally Anchored Rating Scales (BARS) are designed to bring the benefits of both qualitative and quantitative data to the employee appraisal process. BARS compare an individual’s performance against specific examples of behaviour that are anchored to numerical ratings.

For example, a level four rating for a nurse may require them to show sympathy to patients while a level six rating may require them to show higher levels of empathy and ensure this comes across in all dealings with the patient.

The behavioural examples used as anchor points are often collected using Critical Incident Techniques (CIT), which are procedures used for documenting human behaviour that have significance in a particular area.

BARS was originally developed to counteract the perceived subjectivity in using basic ratings scales to judge performance, although BARS is still subject to criticism. It is often accused of being subject to unreliability and leniency error.















Case Study.

There is an art to establishing objectives for your leaders, so make sure that the professional development goals you set are:

 

· Clear – Managers should easily understand the goals they're working toward and why those goals are necessary.

· Measurable – The ability to identify progress encourages employees and boosts confidence.

· Realistic – While goals should be challenging, they should also be achievable.

· On A Timeline – When goals have beginning and end points, team members work to reach the finish line.

· Rewarded – If a goal is achieved, it’s essential to give recognition. This heightens employee confidence and encourages further progress.

Once you understand how to set goals, focus on the various areas of improvement. The following six goals are structured to help your managers advance productivity and develop into stronger leaders.

 

1. Enhance Communication

Achieving communication goals doesn’t just benefit your managers; it helps their entire team. We know how greatly poor communication slows your productivity, so this area should always be on the list of professional development goals. Invest in a management training program that focuses on communication and that teaches your managers how to be clear and concise with their verbal and nonverbal interactions. This will aid in ensuring the message is clear from the new manager and their can be no ambiguity in the messages he/she gives in connection to performance and absence levels.

 



2. Hone Coaching Skills

Coaching employees comes easily to some managers, but it’s a learned skill for others. You want your employees to succeed and eventually move up through the company. As managers learn to coach employees through their challenges and identify their strengths, this builds an environment that’s conducive to growth. Set goals to hone this management skill with measurable results, like improved employee performance and profitability. The benefit of setting this as an objective is that he/she will then cascade the need for measurable results in sales and competition with the rival store. 

 3. Become A Better Motivator

If you want your team to run like a well-oiled machine, motivating team members is a key management skill for leaders to master. Why is it important? When your employees are unmotivated, your business suffers from dips in productivity and morale. Identify opportunities for your leaders to engage in management training that addresses motivation, and when they do, look for results. If you enhance motivation skills through an appraisal objective you improve your employees’ work ethic and maximize their effectiveness.

 4. Increase Productivity

Among the many professional development goals, few are more important to highlight than productivity. When your managers’ individual job productivity improves, it’s beneficial to your entire company. Set productivity goals in their individual sales targets which show the team in the store that all staff have a goal and they are a team, one will benefit from the other.

 5. Support And Manage Change

Change management is a hot topic. Setting change management goals is a fundamental way to get your managers on board with any transition, as well as motivated to see it through to implementation. Incorporating change management training into your professional development program prepares your leaders for future change. With the right approach, you’re going to see increased employee retention, productivity, loyalty and acceptance of change. 

 

6. Improve Retention Rates

[bookmark: _GoBack]Retaining winning talent is a critical professional development goal to set for your managers. Lowering the number of employees that leave your company helps maintain processes and mitigate upheaval. Provide management training to help your leaders create supportive work environments and trajectories for growth that encourage employees to stay with the company. With this as a top objective he/she will be able to develop all other goals around the staff, improve morale and bring the good staff along with his/her ideas.
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