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Marking Criteria:
 We expect the learners to write minimum one well expressed point in three lines against each allocated mark. This means one needs to write 15 lines with 5 well expressed points to get high grades for a 5 marks question.
For high grades use examples and illustrations where appropriate. 
	Please insert your completed assignment ( in word format)  here:

1.
i.   What is an appraisal?

An appraisal is an evaluation process between the line manager and a member of staff.  Appraisals provide an opportunity for the employee and their boss to sit down and have a ‘one to one’ discussion on goals and progress.  It is a good time for the two to get together to discuss the year ahead and reflect on past performance. It involves a written document of the meeting and should be supported by an evidence portfolio.  A model of an appraisal could take place as a SMART goal and metrics.  Example:
	
	
	Goal
	Metric

	S
	Specific
	Is the outcome clearly stated?
	Is it clear and easy to understand?

	M
	Measurable
	Can the outcome be measured?
	Is the data or information available?

	A
	Actionable
	Is the goal achievable?
	Can the person influence a change?

	R
	Realistic
	Is the goal relevant to the strategy of the business plan?
	Does this set out to measure what is important?

	T
	Timely
	Is the completion time clearly identified?
	How often do you need the data?





It assesses the performance of people within a business facilitating an identification of the employee’s ‘worth’ and their strengths and weaknesses providing an evaluation which is useful for management and individuals.  Decisions can be made from outcomes of the appraisals – decisions such as salary, promotion, training, transfers, if an employee is performing well or not well.  It is a piece of ‘two-way’ communication and should be regarded as a process rather than an event and used as a developmental tool as well as assessment.  It gives the employee an opportunity to reflect on their work, their overall contribution to the company wide business, their learning needs to improve their performance.  

ii.  Outline the goals of an effective performance appraisal.

An appraisal is an essential element of organisational and employee evaluation. Their goal is to identify areas of efficiency and areas of required improvement.  There needs to be a clarity of expectation in order that the employee can perform their roles properly, it also helps to alleviate stress levels if employees have clear direction.  The design of an effective performance appraisal should include these four criteria:
 (
Superiors should perform appraisals constructively and with a helpful attitude
)
 (
Employee involvement in evaluation and development process
)






 (
Superiors must have a clear knowledge and comprehension of the employee’s job and performance
) (
Realistic goals must be mutually set
)







The objectives of performance appraisal take the following form:
· Receiving past performance. This could be from reports from immediate managers and observations and even self assessment.
· Assessing training needs.  Looking at the current skills level, employee feedback on their performance struggles.
· Helping individuals develop, setting new goals.
· Auditing skills within the organisation, this can develop individual and organisational learning plans, staff morale, and leads to a more effective team.
· Setting targets for future performance (SMART).
· Identifying potential for promotion, this is a result of the appraisal evaluation.



iii.  Explain the steps involved in the appraisal process.

An appraisal starts with a job description and a job analysis.  The expectations should be clear and detailed in order that in the future a detailed analysis of the employee’s performance can be done effectively.







There should be a clear, unambiguous communication between the 2 parties.  This is done via feedback and an acknowledgement that the information has been received and understood and recorded as such.








The next step is performance measurement.  This involves 4 main measuring sources:

· Observation
· Statistical reports
· Verbal reports
· Written reports


If all 4 sources are used this can provide a more accurate analysis.  A clear, defined work performance objective needs to be made with an emphasis on this rather than the source used in the measurement.








Comparison is the fourth step – comparing performance with standards.  This is important as identifying any deviations from the standards will be shown in the appraisal.  This must be communicated in a positive way to the employee or it will affect the employee’s morale and self-esteem.  If the employee is struggling with a certain aspect and is told ‘you certainly have a long way to go’ this will certainly lower their self-esteem which will have a detrimental effect upon their performance.  It is also an opportunity for the employee to say if they feel they are not being given the training they require to perform to the standards set.  It is good practice to sandwich negative feedback in between two positives.  It is vital that the employee is honest during their appraisal.








The final step is corrective action if needed.  This is done in 2 ways.
*Immediate action – this deals with the symptoms of the problem.  For example an employee may be struggling to grasp the concept of how wages are calculated for shift patterns for different staff levels of authority and are shown the formula to explain this.
** To identify the cause – this solves the problem permanently.  For example after investigation it could be found that the employee has not been shown deliberately due to a conflict within the department.  This action discovers why the problem arose in the first place and ensures that it does not continue.


I interviewed a serving Chair of Governors who presides over two primary schools and I was informed that their appraisal process is every 12 months with a full review every 6 months. Which is a common theme throughout many organisations. They even do group appraisals whereby the senior leadership teams will be appraised as a group.  Their goals and strategies are always linked to their school improvement plan which the senior leadership team and all members of staff are involved in with the advice from an independent advisor.




iv.  What are the benefits of an appraisal programme?

This is classified in 3 ways.


ORGANISATION               Improves organisational performance as objectives and values are 
                                           communicated well leading to cohesiveness, loyalty, good 
                                           relationships between management and staff.

                                           Employees perform better.

                                           Identifies gaps and areas of improvement.

                                           Develops long term expectations.

                                           Identifies employees with potential.

                                           Identifies training and development.

                                           Creates a culture for success.


APPRAISER                       Develops an overview of individual jobs and departments.

                                           Enables a view/vision for improvement.

                                           Forms a productive relationship with staff to attain a mutual trust 
                                           and understanding.

                                           Clairifies expectations of managers for their teams and individuals.

                                           Links teams and individual goals and targets to departmental and 
                                           organisational goals.


APPRAISEE                       Improves motivation.

                                           Improves job satisfaction.

                                           Boosted feeling of personal values.


v.  Write short notes on the following appraisal methods:
A.  Critical incident methods.
B.  Behaviorally anchored rating scales.

A.  Critical incident methods are used to measure what an employee does effectively or not.  For example an employer/manager will look at an aspect of the job role such as updating client files in a residential care home and will analyse why the employee has not been able to accomplish the set goal of the SMART initiative.  It will determine how the behavior of the employee is related to or is valid to the job.  It identifies specific events where the employee did something well or if there is something that needs improvement.  It can be an effective relationship building tool as the manager must spend a lot of time observing employees as it is based objectively rather than subjectively.

B.  Behaviorally anchored rating scales (BARS) are a mix of major elements from the critical incident method and the graphic rating scale (used to assess quality of work, loyalty, reliability, honesty, attitude, attendance and cooperation).  BARS compare an employee’s performance against specific examples of behaviour against a point along a continuum.  Behavioural examples can have point systems.  This system has been used by Social Services when assessing how well a support worker is interacting with a client.
Level 1 requires improvement, level 2 satisfactory, did what was required, level 3 good, showed signs of empathy, level 4 excellent, treated the client with respect and dignity at all times, was encouraging and helpful, attentive and interactive.  These scores are kept and used as anchors on the performance dimension.  The BARS method has several advantages.
· It reduces rating errors
· Assess behaviour
· It shows both parties which behaviours show good performance and which show bad performance
· They are reliable
· It clearly lists the behaviour upon which an individual is appraised
· It is equitable



CASE STUDY

As a regional manager I would address the absences and check whether they were self certified and determine how many self certified sick days were had per individual and total them.  I would refresh myself on the company’s policy on self certification sickness to and ask if there was a recurring theme of pseudo diagnoses.  I would approach each individual member of staff and would determine what action would be taken from that information.  I would reflect on the number of hours, days and times that employees were working and see if they were fair, checking with the finance department to see if any financial incentives could be given to improve morale (maybe something as simple as providing tea and coffee) or creating an employee of the month or another morale boosting incentive for the employee who sells the most equipment or who gets the most customers to open a store card or loyalty card.

Each individual would be contacted separately when I would notify them in writing of their sickness record and invite them to come in for an appraisal to discuss this issue.  I would offer some praise within the letter saying something along the lines of ‘we appreciate it if you could come in for an appraisal’.  The appraisal should be based on what is expected of the employee and from what the employee expects from the company as a two way communication.  In the appraisal I would discuss the problems the organisation was having with the individual and talk about the low morale to identify any areas which could be handled well by the organisation to improve the employee’s self esteem thus improving productivity.  I would try to relate that back to the previous manger even if they were gone.  

I would suggest the employee(s) attend a medical provided by the organisation’s medic for those with similar pseudo diagnoses.  I would discuss with all of the employees at their appraisal the duty rota and identify areas which might need changing for flexible working arrangements.  I would not promise anything but I would suggest that the whole situation will be considered once we had all the information and evidence in front of us.  

The time scale to get the information in reality the department should be able to get all the evidence in approximately 2 weeks.  It would take half a day per person for the appraisal so the time scale I would set aside would be 6 weeks.

I would then consolidate the information and development plan which would take approximately 2 weeks.  There would be further short appraisals of all staff after the implementation of any development plan; this should allow 1 hour per person and could be done within a 3 week period.  A week later the organisation should be able to see the results.  Both parties should sign the appraisal and both parties should have a copy of it.  It should be a convivial process and done in an undisturbed environment with refreshments such as tea, coffee, biscuits and check what the individual can and cannot have.  

I would always be mindful that an appraisal is not to find fault but to put right what is wrong and that staff are the organisation’s biggest asset.  Staff can cause many problems but handled correctly they can be the greatest asset.



	
	GOAL
	METRIC

	SPECIFIC
	Why do we need to determine the level of absences?
	To understand the reasons behind the sickness and low morale.

	MEASURABLE
	How can we measure this?
Total the number of absences over a 6/12 month period.
	Collate and configure all sickness records of the computer store in question.

	ACTIONABLE
	Can we actually do this?
Is the sickness policy available or is it in need of reviewing?  Is it following government legislative guidelines?
	Can we change this? Offer medicals and discussions/forums on better working conditions. Inform staff of the appraisal and review process with notices and clarity of the process implementation.

	RELEVANT
	Is this relevant to the problems of staff morale and performance?
	This will measure the level of morale and determine the changes which need to be made.

	TIMELY
	When can this be completed by?
	6 weeks from formal notification.







I would remain positive and reflect this to each individual and feedback all statistics and evidence to John so he can have an overview of the store.
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