ASSESSMENT 5 – Managing Performance and Appraisals

1. Give short answers to the following questions: (20)
[bookmark: _Hlk49538103]i. What is Appraisal?
Appraisals are meetings set up by an employer that allow you and your employer 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.

ii. Outline the goals of an effective performance appraisal.
While the term performance appraisal has meaning for most business owners, it might be helpful to consider the goals of an appraisal system. They are as follows:

1. To improve the company's productivity;
2. To make informed personnel decisions regarding promotion, job changes, and termination;
3. To identify what is required to perform a job (goals and responsibilities of the job);
4. To assess an employee's performance against these goals.

To work to improve the employee's performance by naming specific areas for improvement, developing a plan aimed at improving these areas, supporting the employee's efforts at improvement via feedback and assistance, and ensuring the employee's involvement and commitment to improving his or her performance.

iii. Explain the steps involved in the appraisal process. 
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 output, skills, and accomplishments that will be assessed.

Step 2: Providing regular feedback
This is simply about establishing effective communication between you and the employees regarding 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 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 if it helps the employee in performing better. Employees need to get feedback regarding 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 way 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 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.

Process of Performance Appraisal should not necessarily be used as an approach of victimizing weak employees but should instead be used in ensuring that their weaknesses are transformed to become their strengths. Eventually, it helps the organization to attain better results and at the same time raising employees’ profile.

iv. 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:

· Every employee’s individual performance influences how all the team or even the firm (especially if it is small) is doing.
· 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.
· 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.
· 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.
· 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.
· The statistics can be used to monitor the success of the organization’s recruitment and induction practices.
· Performance appraisal system also helps the management in deciding about the promotions, transfers and rewards of the employee.
· It is easy to identify the under-performers and decide whether you want to keep them hoping for improvement or sometimes must let them go.
· 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.
v. Write short notes on the following appraisal methods: 
a. Critical incident methods 
The Critical Incident Method of Performance Appraisal is defined by the Usability Body of Knowledge as a “method of gathering facts (incidents) from domain experts or less experienced users of the existing system to gain knowledge of how to improve the performance of the individuals involved.”

The primary goal of measuring an employee’s performance is to determine to what extent an employee meets the Key Performance Indicators that are linked to the employee’s job. If the staff member doesn’t meet the minimum KPI specifications for the job, then management will intervene either through training, counselling, or termination of the employee’s contract.

b. Behaviorally - anchored rating scales
Behaviorally anchored rating scales (BARS) are scales used to rate performance. BARS are normally presented vertically with scale points ranging from five to nine. It is an appraisal method that aims to combine the benefits of narratives, critical incidents, and quantified ratings by anchoring a quantified scale with specific narrative examples of good, moderate, and poor performance. 

2. Case Study (10)  

You are a regional manager of a chain of stores, which sells computer equipment and accessories, mainly, based out of town in retail parks. A new manager has been appointed to one of the stores, which employ 20 staff. This store is currently experiencing a number of challenges which John wants the new manager to address. Among these are the following:  
 
· A growing absence problem among the store’s staff 
· Deterioration in staff morale, largely due to unpopularity of the previous manager, who left suddenly a month ago 
· Sales have been falling since a rival have opened a store on the same site.  

The company has a formal appraisal process for all staff, but the previous manager is known to have neglected this area.   Based on the above issues, select which you think are the most appropriate objectives to be included in an annual performance management plan, and compile a suitable set of performance objectives for your newly appointed manager, complete with measures and time scale.



Performance management is not just about dealing with poor performers. It is a process that begins with getting the right people, setting the right employee expectations, coaching employees to deliver efficient, high quality service and dealing with under-performance in a proportionate and appropriate manner.

Using a performance appraisal process can be extremely positive for both employees and management. Planned and executed properly, they offer an important opportunity to provide employees with constructive feedback. This can help them define successful career paths for their work and careers in both the short and long-term. The many benefits of performance appraisals include:

· Learning about areas of your business that could be improved.
· Identifying areas for further training.
· Improving performance and profitability.
· Increased job satisfaction and motivation.
· Better morale and teamwork.
· Surface – and resolve – any grievances.
· Improved planning for employee development.
· Fair assessment of pay increases.
· Identifying candidates for promotion/succession planning.

Keep in mind that a performance appraisal is a dialogue. Employees must feel empowered to open up and speak frankly. Likewise, they must feel that feedback is not criticism but is intended to make them happier in their work by being more productive and more highly appreciated. Therefore, your choice of words when giving feedback must reflect this approach.

By the way, a performance review is not a substitute for providing constant constructive feedback throughout the year. Moreover, while crucial, simply doing end-of-year reviews is not often enough to really grasp how well your employees are performing and feeling. Many HR organisations now advise half-yearly or quarterly reviews, and a recent employment survey found that employees who have had a conversation with their manager in the past six months are 5.1 times more likely to be engaged.

Looking to keep staff involved therefore brings us to 360° reviews. This feedback gives an employee the opportunity to understand how their work is viewed in the business from all directions. This is achieved with the input of colleagues whom they share an important working relationship with, like management or staff members who work with the employee. For example, in hospitality, this could consist of the store manager and the head chef.

The big advantage of the 360° review lets the employee know how they affected the work of other employees, rather than if they accomplished their own. The 360° review instead focuses more directly on the skills and contributions that an employee makes. The goal of the feedback is to provide the employee a balanced view of how others view his or her work contribution and performance, in areas such as:

· Leadership.
· Teamwork.
· Interpersonal communication and interaction.
· Management.
· Contribution.
· Work habits.
· Accountability.

However, there are a few pitfalls to watch out for. Done wrong, performance appraisals and reviews can be painful and unhelpful for everyone involved, so it is important to know what to talk about. For that, consider a reporting system that logs basic information like employee attendance times and issues to best indicate your staff’s performance beforehand.





