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Assignment 5: Managing Performance & Appraisals 

Question 1

i. In business, performance relates to numerous levels of productivity and in business an appraisal is a type of judgement, usually in the form of an assessment on employee’s performance and/or character.  This is usually referred to as a performance appraisal, it is a scheduled regular review that provides a detailed look at an employee’s overall job performance and their overall contribution to the company. Their strengths and weaknesses are evaluated, as well as their skills and achievements, or lack thereof if necessary. Performance appraisals will always be a crucial aspect of the performance management cycle because it allows employers to see whether their employees are actually contributing to the business goals and objectives. They are a vital tool in HRM because they impact upon decisions made about things such as salaries and promotions. Appraisals identify which employees are performing well and also which ones aren’t, and the reasons why. 

ii. From a company perspective the main goals of performance appraisals are to identify which employees are working productively and helping the company to achieve its targets and business objectives. It also allows them to see where employees or departmental performance is not up to scratch, and provides potential reasons and solutions to these issues. It is up to each employee to ensure that their performance matches the goals set by the company, and this rule is the same for every single employee throughout all levels of the company. It is not only useful for management but for the employees themselves because it allows them to see where they stand within the company. Clear objectives that relate to the company’s overall strategies, should be set for the employees so that they know what is expected of them. They should always be fair and realistic for both parties. 

iii. The first step in a performance appraisal is to set performance standards, these should be detailed and clear with no room for misinterpretation, using the job description and analysis as a template. After performance standards are established, expectations should be clearly communicated and conveyed, and it should be made sure that they are understood by both parties. Feedback from employees is necessary to ensure they are aware of what is expected of them as many jobs have ambiguous performance standards. The next step is measuring the performance, it’s important to know what you are measuring and how you will do that. A combination of reports, written and verbal, also observations and statistical reports are all tools used to measure performance. The next step is to compare standards to performance, this is vital in identifying any discrepancies between the two. It’s vital to ensure that both positive and negative feedback is constructively delivered. Negative feedback can affect an employee’s self-esteem, causing their standards to fall further which will negatively impact company results. Lastly there must be a protocol in place to implement corrective actions where necessary, in order to improve performance to desired standards. Whether it be something that is immediately actionable or something that needs to be implemented over a longer time scale. 

iv. There are three areas to focus on when discussing the benefits of an appraisal programme, firstly benefits for the company. It allows them to develop long term company expectations, employees perform more efficiently in turn benefitting the company, and it identifies areas that needs improvement and ways that improvement can be put in place. Also training and career plans can be developed. Secondly for the appraiser, it allows them to reiterate targets and expectations, come up with ideas for improvements. They can link team and individual targets to company goals and it also provides appraisers with the opportunity to bridge the gap between employer and employee, forming a mutual respect which will positively impact the working relationship. Lastly the benefits for the person being appraised, these include boosting their feeling of personal value especially for those who do an excellent job, also the feedback, whether good or bad can improve their motivation and job satisfaction. 

v. a) The Critical Incident Method is specifically related to the job role and its needs and expectations. This method is more valid as it has nothing to do with the personality or attitude of the employee, it solely focusses on the job and behaviours which are critical to that role. However it is often time consuming as critical incidents are not easy to measure and also daily or even weekly written reports on every employee is a lot of extra work for supervisors. 

b)  Behaviourally –Anchored Rating Scales are a mixture of the critical incident method and the graphic rating scale. They identify behaviours which can be used to observe and measure job behaviour. Participants give examples of effective and ineffective behaviour and these are interpreted into performance dimensions. Other behavioural examples are put into a numerical scale based on the level of performance that each represents. The ones that have a high agreement on performance effectiveness are used as anchors on the performance dimension. This method is useful because it assesses job behaviour as opposed to traits and it’s clear to the employee and assessor which behaviours show good performance and which ones don’t. 

Case Study. 

The new manager needs to address the areas in which the stores performance is not up to company standards. The first is a growing absence problem among store staff, the objective here is to reduce absence levels. The manager needs to sit down with every member of staff and go over their absence record, reasons for absences need to be identified and explained. If dealing with a repeat offender who rarely has a genuine reason for absence, an agreed period of time e.g. 16 weeks in which they cannot be absent needs to be set. And should they continue to reoffend without good reason during this time further disciplinary action should be taken. Other measures to combat the absences can be identified after speaking to employees who are continually absent to identify whether there are more in depth reasons for these absences.

The next objective is to raise staff morale, this is an ongoing objective, but one that also needs immediate action. A staff meeting ASAP with the entire store which allows the new manager to introduce themselves and get to know their members of staff, addressing why the previous manager was so unpopular and what can be done to combat this in future. Also an opportunity for employees to provide anonymous feedback is a good idea, as you are more likely to get honest opinions as there is no fear of repercussions. The new manager is to engage with all members of staff regularly, and especially with the supervisors providing regular verbal feedback on how they are doing paying particular attention to praising good performance, a minimum of once a week for each employee.   

The final objective is to increase sales, staff absence and low staff morale don’t contribute to a healthy working environment. Being short staffed means not enough people to do the job, this means that items are probably out of stock instore and customers are having to wait longer to be attended to. Hence them going to the rival. Low staff morale also means that they are less likely to provide excellent customer service resulting in customers not returning. Staff levels need to be addressed immediately making sure there is always ample staff on shift and should someone be absent shift cover should be arranged if possible. Increasing staff numbers and morale is an ongoing issue. It may be that new staff need hiring and current staff need retraining and a morale boost. Therefore this can be reviewed in 8 weeks. Also an instore promotion ASAP in order to entice customers and drive sales should be advertised 1 week before it goes live. In order to create a buzz around the store and make customers want to visit it.  
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