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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. 
	1(i). What is Appraisal?
Appraisal is identification, measurement and management of employee characteristics and performance which contributes to decisions on employee selection, transfer and promotion, training needs and salary. Appraisal allows identification of an employee’s performance by examination with focus only on performance affecting organisational success and not on immaterial characteristics such as age, sex, race etc. Appraisals measure how good or bad one’s performance is by evaluating strengths and weaknesses of employee’s work and character; finding their respective position and worth. Appraisal should be beyond past-orientated, rather future-orientated as to setting objectives in order for employee to achieve potential with the use of feedbacks and coaching.
1(ii). Outline the goals of an effective performance appraisal?
Performance appraisal seeks to identify areas of productivity and effectivity; whether employee performance and the work meets supervisor performance objectives, and departmental and organisational objectives. Its goal is to promote clear communication of work expectations and feedback so that employees can relate their work with organisational objectives. Employees perform their functions better when they know how well they are performing. Performance appraisals provide data for managerial decisions in relation to transfers or promotions by identifying ‘high potentials’ for promotion by revealing employee’s current performance and their strengths and weaknesses. It aims to improve organisational development by addressing strengths and weaknesses of employee within their role as identified in the performance appraisal, by providing training to assist in personal development and achieve productivity. Performance appraisal is used to provide useable data for HRM decisions such as salary reflecting employee’s performance and whether compensation should be increased. And finally, the goal is to identify barriers to and facilitators of effective performance by evaluating the effectiveness of HR programmes.
1(iii). Explain the steps involved in the appraisal process.
“There is no single appraisal process which is common in all organizations as it varies due to organizational, cultural and competitive environmental factors” (Tapamoy, 2008, pg.210). It is best practice to start by determining and setting performance standards as per job description/analysis the appraisal seeks to achieve followed by determining appraisers and techniques to be employed. Once these are established, the appraiser needs to clearly communicate these measurable expectations. An example of this would be ‘ensure registers are complete within 15 minutes of session commencement’. The appraised should receive and more importantly understand the conveyed information to avoid conjecture. The above example could be understood as ‘ensure registers are complete for each sessions’ if not clear, hence feedback is good as measure. The next stage is to measure the employee performance using a combination of observation and verbal and written reports, such as monthly target statistics with significance given to ‘what is measured’ as opposed to ‘how it is measured’. The criteria measured is vital because measurement of incorrect criteria could lead to ineffective performance appraisal and management. After this, there needs to be a comparison of employee’s actual performance against previously determined standards. Variation between the two needs to be recorded. An example of this is ‘displaying lack of enthusiasm and energy’ when the expectation is ‘to bring enthusiasm and energy’. Finally, both positive and negative feedbacks are to be given in a constructive manner as not to affect employee self-esteem which would have a reverse effect on productivity, and new objectives need to be set for the employee and initiative actions need to be taken immediately if needed or by first identifying the cause of gap in performance.
1(iv). What are the benefits of an appraisal programme.
Despite criticisms, appraisal programmes can be beneficial to the organisation, the appraiser or the appraisee. For organisations, it can improve organisational performances by communicating organisations objectives and values. Teams can be focus of the appraisal where teamwork is the criteria. It can identify areas of improvement, clarify performance expectations and help implement strategies and goals for long term expectations. Appraisal programmes can identify where there is a need for training and development. Appraisal documentations can also be of use for potential legal defence. For the appraiser, it provided a document of employee performance over a particular timeframe. They attain an overview of different jobs and departments and able to achieve mutual trust and understanding with employees. They can also bring forward ideas for progression. As for the appraisee, they get job satisfaction and more motivation. It can improve quality of working by receiving training to carry out their functions better and makes the appraisee feel valued by the organisation.
1(v). Write short notes on the following appraisal methods: 
a) Critical incident methods
This method requires appraiser to focus and record critical or key behaviours, only those that make a difference between an employee doing the job effectively or not. Appraiser will log what behaviour was effective and what was ineffective thus measuring employee behaviour over trait and therefore performance over personality. Employee traits are irrelevant as traits do not affect performance, for example an employee could be honest but this trait contributes nothing towards performance. An example of critical incident may be ‘employee calmed what could have been a volatile situation between colleagues using reasoning and skills of persuasion’. Nevertheless, it could be argued to be ineffective as feedback is not given at the time of critical incident rather recorded for the purpose of future appraisal. It is not always easy to measure and ranking employee can also be difficult. In addition to this it can be arduous and time-consuming writing records everyday and some managers and supervisors are not willing to fully participate.
b) Behaviourally-anchored rating scales
This is developed with the critical incident method and similarly measures behaviours rather than traits. “The principal difference between most objective setting processes and BARS is that while objectives focus on what people achieve, Bars provides a way to assess how results are achieved or what people do to achieve specified results” (Shaw, D. et al, 1995, pg.159).  The outcome from this appraisal indicates behaviours such as employee anticipation, planning and prioritising, and the ability to carry out instructions and solve immediate issues. Employees are rated from a scale exhibiting certain employee behaviours perhaps on a particular task which would be interpreted into appropriate dimensions. Examples are ‘employee is active, attentive and takes note when taught something new’. This would in effect be measuring achievement / motivation. Or ‘employee rushes into a task without thinking through first’ which would really be measuring risk-taking. Behaviourally-anchored rating scales reduces rating errors due to the ambiguity of what is being observed.





 
Case Study
One of the vital objectives would be to boost staff moral as this could potentially be a trigger for the growing absence and partial contributor for the falling sales. Nevertheless, all these issues need to be tackled in the employee appraisals albeit here the focus would be on staff morale for the reasons mentioned.
The new manager would need to primarily build good rapport with employees by showing care and optimism that collectively anything can be achieved. As it is evident that part of the cause of decline in staff morale was due to the unpopularity of the previous manager and perhaps his/her neglect in appraising employees, for there may be those who feel their performance has gone unnoticed and unrewarded and others who feel the lack of support from the organisation in doing their role effectively, hence the absence. It is assumed that staff morale is low neglect of performance appraisal has meant employees were not able to develop professionally.
As it is already established the area where immediate action is required, performance objectives can be set for employees who have failed in this particular objective. Below is a set of employee performance objectives to tackle staff morale. The measures are points based on:
Outstanding=5, Above average=4, Satisfactory=3, Needs Improvement=2 and Unsatisfactory=1.
	Objective
	Measure
	Timeframe

	Has an excellent attendance record
	
	1 Month

	Demonstrates ability to adapt to changing environments and conditions
	
	1 Month

	Clearly links salary increases to objective employee appraisals
	
	1 Month

	Works well with other employees and departments to enhance own productivity and of organisation.
	
	2 Months

	Builds close relations with co-workers.
	
	2 Months

	Demonstrates high motivation and also inspires others
	
	2 Months

	Brings together uncooperative peers and groups for team efforts
	
	3 Months

	Champions teamwork and cooperation throughout the organisation
	
	3 Months

	Takes every opportunity to advance career through professional development training programmes 
	
	6 Months

	Improves from previous disappointments and failures.
	
	6 Months

	Demonstrates a steady loyalty to the goals of the department and organisation 
	
	12 Months
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