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The course should enable the students to:

I Develop the employees in identifying the knowledge and skills required for performing the job efficiently.

Understand the boosting the performance of the employees by the way of encouraging employee
' empowerment, motivation and effective reward mechanism.

Identify the barriers of effective performance through constant monitoring, coaching and development
HT | interventions
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UNIT-I
PERFORMANCE MANAGEMENT AND REWARD SYSTEM

PERFORMANCE MANAGEMENT - INTRODUCTION

Performance management can be defined as a systematic process to improve organizational
performance by developing the performance of individuals and teams working with an
organization. It is a means of getting better results from the organization, teams and individuals
by understanding and managing their performance within a framework of planned goals,
standards and competence requirements. In other words, performance management is the
process of managing an organization’s management strategy. This is how plans are converted
into desired outcomes in organizations.

Performance management is a powerful tool

Performance management is a difficult role to play. Some people have difficulty when it
comes to performance evaluation. Performance management is about motivation and
partnership. When this kind of prospective is shared with your employees and they learn to
see in that way, performance management becomes a powerful tool that will help your teamto
become more successful.
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Performance Management is NOT Human Resource Planning

Performance management is sometimes mistaken for human resources and personnel system,
but it is very different when it comes to execution. Performance management comprises of the
methodologies, processes, software tools, and systems that manage the performance of an
organization, whereas Human Resource Planning only takes care of individual employee’s
work responsibilities and work delivery.

The benefits of performance management extend to enhancing broad cross-functional
involvement in decision-making, and calculated risk-taking by providing greater visibility
with accurate and relevant information, to execute an organization’s strategy.

Performance management involves many managerial roles, which shows you must be a
communicator, a leader and a collaborator as well. Each individual in the team should
understand exactly what their responsibilities are and what the expectations from them are,
and how to work accordingly to reach the goals.




SIGNIFICANCE OF PM

Importance of PM

» Improve employee performance

» Develop people for promotional opportunities

* Meet employee need for feedback

» Ensure that employees are working toward
organizational goals

* Provide the data needed to make and defend
important human resources decisions.

SCOPE AND USES

Many organizations jump from one improvement program to another, hoping that one of them
will provide that big, elusive result. Most managers would acknowledge that pulling levers for
improvement rarely results in a long-term sustained change. The key to improving is
integrating and balancing multiple programs sustainably. You cannot break the chain by
simply implementing one improvement program and exclude the other programs and
initiatives.

There should be a strong bonding between the issues and the strategy of an organization. The
manner in which an organization implements performance management can be influenced by
its history, goals, mission, vision, strategic priorities, and the various problems it faces in its
economic, political, demographic and technological environment.

Performance management is not free floating. If we simplify a little, performance
management only exists to help the organization achieve its strategy in the best possible way
to help the organization to survive and compete in the market.

Performance management has no end point. Sometimes, for busy, hardworking managers it
seems like it is the reason we go through appraisal with staff and get the appraisal process
done. Strong and improving performance by individuals and excellent performance
management by all managers who are responsible to hold on with their teams are essential to
achieving organizational goals.

Research has indicated that a great majority of individuals wants to perform excellently.
When managers manage their teams and individual’s performance skillfully, this motivates
individuals to be proud of what they do. Although this is a big generalization, it does look that
most individuals really do want to do a good job, making our leadership in performance
management a real-time opportunity.




* Identifying the parameters of performance

and stating them very clearly; &
+ Setting performance standards; ﬁ«
* Planning in participative ways where

appropriate, performance of all constituents;

* Identifying competencies and competency
gaps that contribute/hinder to performance;

* Planning performance development activities; §
* Creating ownership;

* Recognizing and promoting performance
culture;

PERFORMANCE MANAGEMENT - AIMS

Performance management is about aligning individual objectives to organizational
objectives and ensuring that individuals hold the corporate core values. It provides for
expectations to be defined in terms of role responsibilities and accountabilities expected to do,
skills expected to have and behavior expected to be.

The overall aim of performance management is to establish a good culture in which
individuals and teams take responsibility for the improvement of their own skills and their
organizations.

Specifically, performance management is all about achieving the individual objectives
according to the organizational objectives and ensuring that every individual is working
towards it.

Another aim is to develop the capacity of individuals to meet the expectations of the
organization. Mainly, performance management is concerned with the support and guidance
for the people who need to develop.

The main points of view towards achieving the aims of performance managements are —

o Empowering, motivating and rewarding employees to perform their best for the
organization.

o Focusing on employees’ tasks, the right things and make them doing right. Aligning
everyone’s individual goals towards the goals of the organization.

o Proactively managing and resourcing performance against objectives of the
organizations.

e Linking job performance to the achievement of the council’s corporate strategy and
service plans.

o The alignment of individual objectives with team, department and corporate plans. The
presentation of objectives with clearly defined goals using measures, both soft and
numeric. The monitoring of performance and tasking of continuous action asrequired.

« All individuals being clear about what they need to achieve and expected standards,
and how that contributes to the overall success of the organization; receiving regular,
fair, accurate feedback and coaching to stretch and motivate them to achieve their best.
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PERFORMANCE MANAGEMENT CHARACTERISTICS

Performance management is a pre-planned process of which the primary
elements are agreement, measurement and feedback.

The following are the characteristics of performance management —

Measures outputs of delivered performance

It is concerned with measuring outputs of delivered performance compared with
expectations expressed as objectives. Its complete focus is on targets, standards and
performance measures. It is based on the agreement of role requirements, objectives and
performance improvement and personal development plans.

Concerned with inputs and values

Performance management is also concerned with inputs and values. The inputs are the
knowledge, skills and behaviors required to produce the expected results from the
individuals.

Continuous and flexible process

Performance management is a continuous and flexible process that involves managers and
those whom they manage acting as partners within a framework that sets out how they can
best work together to achieve the required results.

Based on the principle of management by contract and agreement

It is based on the principle of management by contract and agreement rather than
management by command. It relies on consensus and cooperation rather than control or
coercion.

Focuses on future performance planning and improvement

Performance management also focuses on future performance planning and improvement
rather than on retrospective performance appraisal. It functions as a continuous and
evolutionary process, in which performance improves over the period of time; and
provides the basis for regular and frequent dialogues between managers and individuals
about performance and development needs.

Validity

S - - -

Acceptability and
fairness

I' Iﬁ ﬁn Standardization - :
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PERFORMANCE MANAGEMENT - CONCERNS

The following are the main concerns of performance management —
Concem with outputs, process and inputs

Concemn withplanning

Concern withmeasurement and review

Concern with continuous improvement

Concern with continuous development

Concern forcommunication

Concern for stakeholders

Concem for transparency
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WHAT ISPERFORMANCE?

Performance could be defined simply in terms of the achievement of quantified objectives.
But performance is not only a matter of what people achieves but also how they are achieving
it. A high performance result comes from appropriate behavior and the effective use of
required knowledge, skills and competencies.

Performance management must examine how results are attained because this provides the
information necessary to consider what needs to be done to improve those results. The
concept of performance has been expressed by Brumbrach (1988) as follows: ‘Performance
means both behaviors and results. Behavior emanates from the performer and transforms
performance from abstraction to action.

Not just the instruments for results, behavior is also an outcome in its own right — the product
of mental and physical effort applied to tasks — and can be judged apart from results. This
definition of performance leads to the conclusion that when managing performance both
behavior and results need to be considered.

It is not a question of simply considering the achievement of targets as used to happen
in management-by-objectives scheme. Competence factors need to be included in the
process. This is the so-called ‘mixed model’ of performance management, which covers the
achievement of expected levels of competence as well as objective setting and review.

Significance of Performance

Performance is all about the core values of the organization. This is an aspect of behavior but
it focuses on what people do to realize core values such as concern for quality, concern for
people, concern for equal opportunity and operating ethically. It means converting
espoused values into values in use: ensuring that the rhetoric becomes reality.

Meaning of Alignment

One of the most important purposes of performance management is to assign individual and
organizational objectives. This means what people do at work leads to the achievement of
organizational goals.
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In Alignment

out of Alignment

The real concept of performance is associated with an approach to creating a particular vision
of purpose and aims of the organization, which will be helping each employee to understand
and recognize their part of responsibilities by the help of which they will manage and enhance
the performance of both individuals and the organization.

In an organization, alignment is a flow of objectives from the top to bottom and at each level,
team or individual objectives are defined in comparison with higher-level goals. But it also
should be a transparent process where individuals and teams are being given the opportunity
to set their own goals within the framework defined by the purpose, strategy and values of the
organization.

Objectives should be agreed, not set, and this agreement should be reached through the open
dialogues that take place between managers and individuals throughout the year. In other
words, this needs to be seen as a partnership in which responsibility is shared and mutual
expectations are defined.

Managing Expectations

Performance management is essentially about the management of expectations. It creates a
shared understanding of what is required to improve performance and how this will be
achieved by clarifying and agreeing what people are expected to do and how they are
expected to behave and uses these agreements as the basis for measurement, review and the
preparation of plans for performance improvement and development.

The Significance of Discretionary Behavior

Performance management is concerned with the encouragement of productive discretionary
behavior. Discretionary behavior refers to the choices that people make about how they carry
out their work and the amount of effort, care, innovation and productive behavior they
display.

It is the difference between people just doing a job and people doing a great job.

GUIDING PRINCIPLES OF PERFORMANCE MANAGEMENT

It is necessary to identify any causes that are external to the job and outside the control of
either the manager or the individual. Any factors that are within the control of the individual
and the manager can then be considered.




First, the entire performance management process coaching, counseling, feedback, tracking,
recognition, and so forth should encourage development. Ideally, team members grow and
develop through these interactions. Second, when managers and team members ask

What they need to be able to do to do bigger and better things they move to strategic development.

The researchers also got the following additional views from practitioners about performance
management —

« A management tool which helps managers to manage.

« Driven by corporate purpose and values.

« To obtain solutions that work.

e Only interested in things you can do something about and get a visible improvement.

e Focus on changing behavior rather than paperwork.

e It’s about how we manage people — it’s not a system.

« Performance management is what managers do: a natural process of management.

« Based on accepted principles but operates flexibly.

e Success depends on what the organization is and needs to be in its performance culture.

Performance Management is NOT Performance Appraisal

It is sometimes assumed that performance appraisal is the same thing as performance
management. But there are significant differences.

o Performance appraisal can be defined as the formal assessment and rating of
individuals by their managers at, usually, an annual review meeting.

e In contrast, performance management is a continuous and much wider, more
comprehensive and more natural process of management that clarifies mutual
expectations, emphasizes the support role of managers who are expected to act as
coaches rather than judges and focuses on the future.

Performance appraisal has been discredited because too often, it has been operated as a top-
down and largely bureaucratic system owned by the HR department rather than by line
managers. It was often backward looking, concentrating on what had gone wrong, rather than
looking forward to future development needs.

Performance appraisal schemes existed in isolation. There was little or no link between them
and the needs of the business. Line managers have frequently rejected performance appraisal
schemes as being time consuming and irrelevant. Employees have resented the superficial
nature with which appraisals have been conducted by managers who lack the skills required.

Psychological Contract with Performance Management

The concept of psychological contract is a system of beliefs that encompass the actions
employees believe are expected of them and what response they expect in return from their
employer. It is concerned with assumptions, expectations, promises and mutual obligations.
Psychological contracts are ‘promissory and reciprocal, offering a commitment to some
behavior on the part of the employee, in return for some action on the part of the employer.

A positive psychological contract is one in which both parties — the employee and the
employer, the individual and the manager — agree on mutual expectations and pursue courses
of action that provide for those expectations to be realized.

A positive psychological contract is worth taking seriously because it is strongly linked to
9




higher commitment to the organization, higher employee satisfaction and better employment
relations. Performance management has an important part to play in developing a positive
psychological contract.

Performance management processes can help to clarify the psychological contract and make it
more positive by —

Providing a basis for the joint agreement and definition of roles.

Communicating expectations in the form of targets, standards of performance,
behavioral requirements (competencies) and upholding core values.

Obtaining agreement on the contribution both parties have to make to get the results
expected.

Defining the level of support to be exercised by managers.
Providing rewards that reinforce the messages about expectations.

Giving employees opportunities at performance review discussions to clarify points
about their work.

THE PERFORMANCE MANAGEMENT PROCESS EVOLVED IN SEVERAL
PHASES.

The Evolution of Performance Management

F'.I*:':?I'o'fk Advancement
First gc mal otReparting
ity 3 Systems &
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System Interest

Before WwW1
1930's 1970's

Used for Ratings & Application of
Ratings Personality Performance
Traits Management
Terms
1920's
1950's
1980's

1 First Phase: The origin of performance management can be traced in the early 1960’s

when the performance appraisal systems were in practice. During this period, Annual
Confidential Reports (ACR’s) which was also known as Employee service Records
were maintained for controlling the behaviors of the employees and these reports
provided substantial information on the performance of the employees.

Any negative comment or a remark in the ESR or ACR used to adversely affect the
prospects of career growth of an employee. The assessments were usually done for ten
traits on a five or a ten point rating scale basis. These traits were job knowledge,
sincerity, dynamism, punctuality, leadership, loyalty, etc. The remarks of these reports
were never communicated to the employees and strict confidentiality was maintained in
the entire process. The employees used to remain in absolute darkness due to the
absence of a transparent mechanism of feedback and communication. This system had
suffered from many drawbacks.
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2 Second Phase: This phase continued from late 1960’s till early 1970’s, and the key
hallmark of this phase was that whatever adverse remarks were incorporated in the
performance reports were communicated to the employees so that they could take

3. Corrective actions for overcoming such deficiencies. In this process of appraising the
performance, the reviewing officer used to enjoy a discretionary power of overruling the ratings
given by the reporting officer. The employees usually used to get a formal written
communication on their identified areas of improvements if the rating for any specific trait used
to be below 33%.

4. Third Phase: In this phase the term ACR was replaced by performance appraisal. One
of the key changes that were introduced in this stage was that the employees were
permitted to describe their accomplishments in the confidential performance reports.
The employees were allowed to describe their accomplishments in the self appraisal
forms in the end of a year. Besides inclusion of the traits in the rating scale, several new
components were considered by many organizations which could measure the
productivity and performance of an employee in quantifiable terms such as targets
achieved, etc. Certain organizations also introduced a new section on training needs in
the appraisal form. However, the confidentiality element was still being maintained and
the entire process continued to be control oriented instead of being development
oriented.

5 Fourth Phase: This phase started in mid 1970’s and its origin was in India as great
business tycoons like Larsen & Toubro, followed by State Bank of India and many
others introduced appreciable reforms in this field.

In this phase, the appraisal process was more development driven, target based
(performance based), participative and open instead of being treated as a confidential
process. The system focused on performance planning, review and development of an
employee by following a methodical approach.

In the entire process, the appraisee (employee) and the reporting officer mutually
decided upon the key result areas in the beginning of a year and reviewed it after every
six months. In the review period various issues such as factors affecting the
performance, training needs of an employee, newer targets and also the ratings were
discussed with the appraisee in a collaborative environment.

This phase was a welcoming change in the area of performance management and many
organizations introduced a new HR department for taking care of the developmental
issues of the organization.

6. Fifth Phase: This phase was characterized by maturity in approach of handling
people’s issues. It was more performance driven and emphasis was on development,
planning and improvement. Utmost importance was given to culture building, team
appraisals and quality circles were established for assessing the improvement in the
overall employee productivity.

The performance management system is still evolving and in the near future one may expect a
far more objective and a transparent system.
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PERFORMANCE MANAGEMENT & STRATEGIC MANAGEMENT

Alignment of Strategic Plan with

Organization’s Strategic Plan
Mission, Vision, Goals, Strategies

Critical to involve all

Unit’s Strategic Plan levels of management
Mission, Vision, Goals,
Strategies m
Job Description

Tasks, KSAs

Critical to involve all employees

Individual and Team Performance
Results, Behaviors, Developmental Plan

Herman Aguinis, University of Colorado at Denver

PERFORMANCE MANAGEMENT - PROCESS

Performance management is a process management which consists of the following activities

_—» Plan 5
— G
' ¥
Review Act
b\ p
\1 ///
- Monitor«—

e Plan — decide what to do and how to do it.
e Act — carry out the work needed to implement the plan.

e Monitor — carry out continuous checks on what is being done and measure outcomes
in order to assess progress in implementing the plan.

e Review — consider what has been achieved and, in the light of this, establish what
more needs to be done and any corrective action required if performance is not in line
with the plan.

This sequence of activities can be expressed as a continuous cycle as shown in the following
figure —

Performance Management Cycle

Performance management can be described as a continuous process cycle as shown in the
following figure, which follows the plan—act-monitor—review sequence as described above.
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Performance Management Sequence

The sequence of processes carried out in this cycle and the likely outcomes are illustrated in
the following figure —

Performance Management Cycle

Setting Objectives, defining what is needed

Reset gbjec

Performance Planning

fives
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Make changes

Enabling staff
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Competence Performance and |, | Performance
requirements development agreement standards
Performance and
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Y
Action
Competence Performance
evidence measures
Continuous monitoring
and feedback
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Performance Management Activities
Let us now discuss the activities that take place in performance management. The main

activities are —

« Role definition, in which the key result areas and competence requirements are agreed.

The performance agreement, which defines expectations — what individuals have to

achieve in the form of objectives, how performance will be measured and the
competences needed to deliver the required results.

improve their performance when necessary.

The performance improvement plan, which specifies what individuals, should do to

e The personal development plan, which sets out the actions people, should take to
develop their knowledge and skills and increase their levels of competence.

13




e Managing performance throughout the year, when action is taken to implement the
performance agreement and performance improvement and personal development
plans as individuals carry on with their day-to-day work and their planned learning
activities. It includes a continuous process of providing feedback on performance,
conducting informal progress reviews, updated objectives and, where necessary,
dealing with performance problems.

o Performance review is an evaluation stage, where a review of performance over a
period takes place covering the aspects like achievements, progress and problems as
the basis for the next part of the continuous cycle — a revised performance agreement
and performance improvement and personal development plans. It can also lead to
performance ratings.

Performance Management in Action

Performance management should not be like a system based on periodical formal appraisals
and detailed documentation. The activities should be logical in the sense of contributing to an
overall approach in which all aspects of the performance management process are designed.

Thus, in every organization there is a need to declare why performance management is
important, how it works and how people will be affected by it. The declaration should have
the visible and continuous support of top management and should emphasize to develop a
high-performance culture and integrate organizational and individual goals.

Performance management recognizes the fact that we all create the view of the people who
work for the organization and it also makes sense to express that view explicitly against a
framework of reference.

14
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1. Define and Communicate Company Goals and Performance Objectives

Your employees cannot meet your performance expectations or company goals if they are not
clearly outlined, making this our first step toward effective performance management.
Sometimes employers are not as clear as they could be when outlining their goals or company
objectives, and often, employees do not come forward to ask follow-up questions when they
are confused or unclear about something. Preempt this pitfall by being as clear and
communicative as you can possibly be.

You can define and outline goals by using a goal-tracking software, creating a chart within the
office, by sending out an e-mail, distributing a flyer throughout the office, holding meetings, or
doing each of these things in turn. When you are outlining goals and objectives, repeat the
message so that it sinks in, offer visuals (such as an office chart and e-mail) so that employees
have a reference, and most importantly, hold meetings to check in on progress.

2. Utilize Performance Management Software

If you are not already using a performance management software, it may be time to consider
trying it out. If you do already use one and it’s not saving you any time, your team complains
about it, or it has low employee engagement, it may be obsolete and in need of an upgrade.
Performance management software can really streamline your performance management
strategies, making it imperative that you either begin using one or at least begin looking to
upgrade.

A good performance management software system is one that offers traditional reviews and
360s, is employee-friendly, has an easy-to-use dashboard interface, allows for quick and
actionable reporting and, of course, fosters employee development. The software will help both
you and your employees stay on top of things so that your company is running smoothly and
efficiently at all times. Some useful examples of more modern performance management
software can be found here.

3. Offer Frequent Performance Feedback

While clearly communicating company and individual goals is an essential step for any
business, communication alone is not going to get you all that far. Your managers will also
need to check in with teams and employees periodically not only to gauge progress but also to
provide feedback.

Good performance feedback reinforces strong skill sets and positive behaviors while showing
opportunity areas with a clear path for improvement. This type of feedback cannot wait until
HR kicks off an annual review cycle. Instead, it should be given in real time and integrated into
company culture (it should also start during the interview process, but that is another post for
another time).

Timely performance feedback is the best way to affirm your employees and their work while
also shaping their work effectively. If you have a performance software now, it should be able
to help you collect frequent feedback. If not, free tools like Google forms, survey monkey, or
even just a basic e-mail request will get you pretty far.

4. Use Peer Reviews

Another great way to foster effective performance management is to utilize peer reviews, also
known as 360-degree reviews. Again, this is a feature that can be found on most performance
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management software programs. Peer reviews are useful because they allow coworkers to
praise other coworkers and highlight positive aspects of their performance, as well as point out
where improvements can be made.

This exercise helps employees to work together, build better communication, and assess where
they can improve themselves while watching their colleagues. There does need to be some
manager or HR oversight into this process, and all peer reviews should be read to ensure that
no claims, concerns, praises, or other comments go unnoticed or unaddressed.

5. Preemptive Management and Recognition

One way to guarantee results in the workplace is to implement rewards and practice preemptive
management. This simply means that your employees always know what is expected of them
so there is never any guesswork or need for consequences in the workplace.

This starts everyone on the same footing, making a fair playing field where expectations are set
and goals are known. Rewards, or incentives, are also an effective way to show employees that
you care, that you see their efforts and are pleased with their performance, and that you want
them to keep up the good work.

In the same way, having a strong “HR Toolbox” in play that helps managers catch slipping
employees early on and provide appropriate feedback helps to catch a problem before it even
starts. In this way, “Preemptive Management” is all about communicating with your employees
and letting them know what is expected, what is not, and how to meet the goals that have been
set.

6. Set Regular Meetings to Discuss Outcomes and Results

Also known as progress reports or progress meetings, setting aside time to meet with your team
and seeing how things are going with your set goals and objectives are important for meeting
those goals and objectives.

These meetings can be held weekly, monthly, or as often as you see fit. Ensure that your team
knows that attendance is mandatory. This makes the progress feedback more accurate and
allows you to make plans for moving forward.

When holding these meetings, be sure to have a clear idea of what you want to cover. Some
objectives should include:

o Following Up on Peer Reviews

o Discussing Praises and Areas that Need Work with the Team

e Recognizing Those Team Members Actively Meeting their Goals and Objectives with
Rewards or Incentives

o Discussing Plans for The Next Phase of Projects

« Discussing Company Data: Revenue, Customer Involvement, Marketing and Campaign
Success, Etc.

17




UNIT -1l
PERFORMANCE MANAGEMENT SYSTEM

Definition of 'Performance Planning'

Definition: Performance planning is a systematic and structured approach to successfully
achieve the desired goals of an individual or team throughout the assessment year. A plan is
chalked out for the team or an individual(s) keeping in mind the broader objectives of the
organization.

Description: Performance planning is a crucial part of an employee's growth in the
organization. An effective performance planning system will be easy to understand, as well as
to implement. It would also be accurate enough to provide the performance of an employee
throughout the year.

There are four basic objectives of performance planning. The first one is to communicate basic
responsibilities that the individual has to perform on a daily basis. It could be reporting, data
management, etc.

The second objective is to remove any vagueness in the goals and objectives that the individual
has to achieve in the year or time period specified by the team leader.

The third is to identify and build on the competencies of an individual for doing the job. This
helps in making employees more productive.

The fourth is to create an adequate career development plan for the individual which would
keep him/her motivated. If an employee is well aware of his/her career as well as growth plan,
he/she will be self-motivated.

The performance planning tool should be effective in monitoring as well as measuring the
results. It should identify key performance levels which can easily be quantifiable. Performance
metrics which are easy to identify are helpful in making comparisons.

The performance plan laid out would also be helpful in enlisting various training programs
which employees can take to increase knowledge and productivity.

Normally, there is no specific format in making a performance plan, but it should have these
four parameters. The first is to list the goals; the second is that it should contain various
performance measures. The third one is that the performance planning should enlist various
measures or action required to achieve desired goals, and the last one is that it should have a
given time period for all goals.
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Approaches to Measuring Performance

Approaches to Measuring Performance

* Trait Approach
— Emphasizes individual traits of employees

* Behavior Approach
— Emphasizes how employees do the job

* Results Approach
— Emphasizes what employees produce

Prentice Hall. Inc. © 2006 Herman Aguinis, University of Colorado at Denver

Behavior Approach Emphasizes how employees do the job
Results Approach Emphasizes what employees produce?
Trait Approach Emphasizes individual traits of employees

The origin of performance management: the job description

The job description — which is a collective term for the specification of the nature of the work,
the occupation concerned and the tasks associated with it — is a mandatory component of the
work contract (the instrument of appointment). The practice whereby the job to be filled is
described by some general term such as office employee, administration employee, assistant,
etc., which does not refer to the actual tasks, is inadequate.

Why is the job description the basis of performance management? Because it links a certain job
(shop assistant, secretary, nurse, turner, sales assistant etc.) to different tasks and requirements,
since a job is always part of a given organization and hence its description must reflect the
specific strategy, goals, habits, culture of the organization.

The goal of the job description is to communicate to the person who is to fill the job the general
expectations; to provide for scheduled requirements; to define the place of the job within the
organization.

The job description is not part of the work contract. The employer providing an itemised task
list in the work contract will tie his own hands, since any amendment thereof would be
conditional on the agreement of both two parties, whereas the job description can be modified
by the employer unilaterally, according to the changing circumstances.

DEFINE PERFORMANCE STANDARDS
Definition, considerations

While the list of Major Job Duties tells the employee what is to be done, performance
standards provide the employee with specific performance expectations for each major duty.
They are the observable behaviors and actions which explain how the job is to be done, plus the
results that are expected for satisfactory job performance.

They tell the employee what a good job looks like. The purpose of performance standards is to
communicate expectations. Some supervisors prefer to make them as specific as possible, and
some prefer to use them as talking points with the specificity defined in the discussion. Keep in
mind that good performance typically involves more than technical expertise. You also expect
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certain behaviors (e.g. friendliness, helpfulness, courteousness, punctuality, etc.) It is often
these behaviors that determine whether performance is acceptable. Performance standards are:

« Based on the position, not the individual

o Observable, specific indicators of success

e Meaningful, reasonable and attainable

o Describe "fully satisfactory" performance once trained

o Expressed in terms of Quantity, Quality, Timeliness, Cost, Safety, or Outcomes

In determining performance standards, consider the following:

«What does a good job look like?

«How many or how much is needed?

«How long should it take?

«When are the results needed?

«How accurate or how good is acceptable?

« Are there budget considerations?

« Are there safety considerations?

« Are there legislative or regulatory requirements that require strict adherence?
e  Are there behaviors that are expected in your department to promote teamwork
«What results would be considered satisfactory?

«What condition will exist when the duty is well performed?

«What is the difference between good and poor performance?

Key Result Areas refer to general areas of outputs or outcomes for which the department's role
is responsible. Key Performance Areas are the areas within the business unit, for which an
individual or group is logically responsible

How KRA are derived ??2??

I Mission and Vision derived |

| O ization Objective I

I M t Goals |

| Dept Goal / Manager KRA I
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CHARACTERISTICS OF EFFECTIVE PERFORMANCE METRICS

1. Strategic. To create effective performance metrics, you must start at the end point--with the
goals, objectives or outcomes you want to achieve--and then work backwards. A good
performance metric embodies a strategic objective. It is designed to help the organization
monitor whether it is on track to achieve its goals. The sum of all performance metrics in
organization (along with the objectives they support) tells the story of the organization’s
strategy.

2. Simple. Performance metrics must be understandable. Employees must know what is being
measured, how it is calculated, what the targets are, how incentives work, and, more
importantly, what they can do to affect the outcome in a positive direction. Complex KPIs that
consist of indexes, ratios, or multiple calculations are difficult to understand and, more
importantly, not clearly actionable.

"We hold forums where we show field technicians how our repeat call metric works and how it
might impact them. We then have the best technicians meet with others to discuss strategy and
techniques that they use to positively influence the metric,” says a director of customer
management at an energy services provider.

3. Owned. Every performance metric needs an owner who is held accountable for its outcome.
Some companies assign two or more owners to a metric to engender teamwork. Companies
often embed these metrics into job descriptions and performance reviews. Without
accountability, measures are meaningless.

4. Actionable. Metrics should be actionable. That is, if a metric trends downward, employees
should know what corrective actions to take to improve performance. There is no purpose in
measuring activity if users cannot change the outcome. Showing that sales are falling isn’t very
actionable; showing that sales of a specific segment of customers is falling compared to others
IS more actionable.

Actionable metrics require employees who are empowered to take action. Managers must
delegate sufficient authority to subordinates so they can make decisions on their own about
how to address situations as they arise. This seems obvious, but many organizations hamstring
workers by circumscribing the actions they can take to meet goals. Companies with
hierarchical cultures often have difficulty here, especially when dealing with front-line workers
whose actions they have historically scripted. These companies need to replace scripts with
guidelines that give users more leeway to solve problems in their own novel ways.

5. Timely. Actionable metrics require timely data. Performance metrics must be updated
frequently enough so the accountable individual or team can intervene to improve performance
before it is too late. Some people argue that executives do not need actionable or timely
information because they primarily make strategic decisions for which monthly updates are
good enough. However, the most powerful change agent in an organization is a top executive
armed with an actionable KPI.

6. Referenceable : For users to trust a performance metric, they must understand its origins.
This means every metric should give users the option to view its metadata, including the name
of the owner, the time the metric was last updated, how it was calculated, systems of origin,
and so on. Most Bl professionals have learned the hard way that if users don’t trust the data,
they won’t use it. The same is true for performance metrics.
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7. Accurate. It is difficult to create performance metrics that accurately measure an activity.
Part of this stems from the underlying data, which often needs to be scanned for defects,
standardized, deduced, and integrated before displaying to users. Poor systems data creates
lousy performance metrics that users won’t trust. Garbage in, garbage out. Companies should
avoid creating metrics when the condition of source data is suspect.

Accuracy is also hard to achieve because of the way metrics are calculated. For example, a
company may see a jump in worker productivity, but the increase is due more to an uptick in
inflation than internal performance improvements. This is because the company calculates
worker productivity by dividing revenues by the total number of workers. Thus, a rise in the
inflation rate, which artificially boosts revenues. Which is the numerator in the metric increases
worker productivity even though workers did not become more efficient?

Also, it is easy to create metrics that do not accurately measure the intended objective. For
example, many organizations struggle to find a metric to measure employee satisfaction or
dissatisfaction. Some might ask users in surveys but it’s unclear whether employees will answer
questions truthfully. Others might use the absenteeism rate but this might be skewed by
employees who miss work to attend a funeral, care for sick family members, or stay home
when daycare is unavailable.

8. Correlated. Performance metrics are designed to drive desired outcomes. Many
organizations create performance metrics but never calculate the degree to which they
influence the behaviors or outcomes they want. Companies must continually refresh
performance metrics to ensure they drive the desired outcomes.

9. Game-proof. Organizations need to test all performance metrics to ensure that workers can’t
circumvent them out of laziness or greed or go through the motions to make a red light turn
green without making substantive changes. “Users always look for loopholes in your metrics,”
says one BI manager. To prevent users from “fudging” customer satisfaction numbers, one
company hires a market research firm to audit customer surveys.

10. Aligned. It’s important that performance metrics are aligned with corporate objectives and
don’t unintentionally undermine each other, a phenomenon called ‘“sub-optimization.” To align
metrics, you need to devise them together in the context of an entire ecosystem designed to
drive certain behaviors and avoid others.

11. Standardized. A big challenge in creating performance metrics is getting people to agree
on the definitions of terms, such as sales, profits, or customer, that comprise most of the
metrics. Standardizing terms is critical if organizations are going to distribute performance
dashboards to different groups at multiple levels of the organization and roll up the results.
Without standards, the organization risks spinning off multiple, inconsistent performance
dashboards whose information cannot be easily reconciled.

12. Relevant. A performance metric has a natural life cycle. When first introduced, the

performance metric energizes the workforce and performance improves. Over time, the metric
loses its impact and must be refreshed, revised, or discarded.
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UNIT-I

PERFORMANCE MANAGEMENT SKILLS

PERFORMANCE APPRAISAL is defined by Wayne Cascio as “the systematic description
of employee’s job relevant, strength, weakness. Performance appraisal may be conducted once
in every 6 months or once in a year. The basic idea of the appraisal is to evaluate the
performance of the employee, giving him a feed back. Identify areas where improvement is
required so that training can be provided. Give incentives and bonus to encourage employees
etc.

METHOD OF PERFORMANCE APPRAISAL
METHODS OF PERFORMANCE APPRAISAL

d comparison

2. Graphic Rating scales . Assessment Center

. Appraisal by Results or

. Forced choice Description
method Management by

. Forced Distribution Method Objectives

. Checks lists . Human Asset

. Free essay method Accounting

. Critical Incidents . Behaviorally Anchored

. Group Appraisal Rating scales
9. Field Review Method
10.Confidential Report
11.Ranking

Performance appraisal is defined by Wayne Cascio as “the systematic description of
employee’s job relevant, strength, weakness. Companies use different methods of appraisal for
identifying and appraising the skills and qualities of their employees. The different methods
used can be explained with the help of following diagram.

Methods of performance appraisal Traditional method Modern method
. Check list method

. Confidential report

. Critical incident method

. Ranking method

. Graphic rating scale

. Narrated essay

. 360* Appraisal

~NOoO Ok WN

Traditional method

Traditional method of performance appraisal has been used by companies for very long time. A
common feature of these methods is they are all relatively simple and involve appraisal by one
senior.

1.Check list method: - In this method the senior, the boss is given a list of questions about the
junior. These questions are followed by check boxes. The superior has to put a tick mark in any
one of the boxes
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This method can be explained with the following e.g. Y N Does the employee have leadership
qualities? Y N Is the employee capable of group efforts? Y N Has the employee shown
analytical skills? On the job as seen in the above eg. A questioner containing questions is given
to the senior. This method is an extremely simple method and does not involve a lot of time.
The same set of questioners can be given foe every employee so that there is uniformity in
selecting employee.

2. Confidential report: - This method is very popular in government departments to appraise
IAS officers and other high level officials. In this method the senior or the boss writes a report
about the junior giving him details about the performance about the employee. The +ve and —
ve traits, responsibilities handled on the job and recommendations for future incentives or
promotions. The report is kept highly confidential and access to the report is limited.

3. Critical incident method: - In this method critical or important incidents which have taken
place on this job are noted down along with employee’s behavior and reaction in all these
situations. Both +ve and —ve incidents are mentioned. This is followed by an analysis of the
person, his abilities and talent, recommendations for the future incentives and promotions.

4. Ranking method: - In this method ranks are given to employees based on their
performance. There are different methods of ranking employees. Simple ranking method
Alternate ranking method Paired comparison method

i. Simple ranking method: - Simple ranking method refers to ranks in serial order
from the best employee eg. If we have to rank 10 best employees we start with the first best
employee and give him the first rank this is followed by the 2nd best and so on until all 10 have
been given ranks.

ii. Alternate ranking: - In this method the serial alternates between the best and
the worst employee. The best employee is given rank 1 and then we move to the worst
employee and give him rank 10 again to 2nd best employee and give him rank 2 and so on.

iii. Paired comparison: - In this method each and every person is the group,
department or team is compared with every other person in the team/group/department. The
comparison is made on certain criteria and finally ranks are given. This method is superior
because it compares each and every person on certain qualities and provides a ranking on that
basis.

5. Graphic rating scale: - Graphic rating scale refers to using specific factors to appraise
people. The entire appraisal is presented in the form of a chart. The chart contains certain
columns which indicate qualities which are being appraised and other columns which specify
the rank to be given. Eg. Employee A Quality of work Quantity of work Intelligence Excellent
Very good good satisfactory poor The senior has to put a tick mark for a particular quality
along with the ranking. Such charts are prepared for every employee. According to the
department in which they work. Sometimes the qualities which are judged may change
depending upon the department.

6. Narrated essay :- In this method the senior or the boss is supposed to write a narrative essay
describing the qualities of his junior. He may describe the employees strength and weakness,
analytical abilities etc. the narrative essay ends with a recommendation for future promotion or
for future incentives. Modern methods Modern methods of appraisal are being increasingly
used by companies. Now days one of the striving feature that appraisal involves is, the opinion
of many people about the employee and in some cases psychological test are used to analyze
the ability of employee.
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These methods are as follows

1. Role analysis: - In this method of appraisal the person who is being apprised is called the
focal point and the members of his group who are appraising him are called role set members.
These role set members identify key result areas (KRA 2 marks) (areas where you want
improvement are called KRA) which have to be achieved by the employee. The KRA and their
improvement will determine the amount of incentives and benefits which the employee will
receive in future. The appraisal depends upon what role set members have to say about the
employee.

2. Assessment centers: - Assessment centers (AC) are places where the employee’s are
assessed on certain qualities talents and skills which they possess. This method is used for
selection as well as for appraisal. The people who attend assessment centers are given
management games, psychological test, puzzles, questioners about different management
related situations etc. based on their performance in these test an games appraisal is done.

3. Management by objective: - This method was given by Petter Druckard in 1974. It was
intended to be a method of group decision making. It can be use for performance appraisal also.
In this method all members of the of the department starting from the lowest level employee to
the highest level employee together discus, fix target goals to be achieved, plan for achieving
these goals and work together to achieve them. The seniors in the department get

an opportunity to observe their junior- group efforts, communication skills, knowledge levels,
interest levels etc. based on this appraisal is done.

4. Behavioral anchored rating scale: - In this method the appraisal is done to test the attitude
of the employee towards his job. Normally people with +ve approach or attitude view and
perform their job differently as compared to people with a —ve approach.

5. Psychological testing: - In this method clinically approved psychological test are conducted
to identify and appraise the employee. A feedback is given to the employee and areas of
improvement are identified.

6. Human resource audit/accounting: - In this method the expenditure on the employee is
compared with the income received due to the efforts of the employee. A comparison is made
to find out the utility of the employee to the organization. The appraisal informs the employee
about his contribution to the company and what is expected in future.

7. 360* appraisal: - In this method of appraisal and all round approach is adopted. Feedback
about the employee is taken from the employee himself, his superiors, his juniors, his
colleagues, customers he deals with, financial institutions and other people he deals with etc.
Based on all these observations an appraisal is made and feedback is given. This is one of the
most popular methods.

PROCESS OF PERFORMANCE APPRAISAL

Process of performance appraisal followed by different companies is different. A general
procedure is explained below with the help of a diagram.
Process of performance appraisal

Setting performance standards Communicating

standards set to the employee Measuring
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performance
Comparing performance with standard Discussing result

Collective action
Implementation and review

1. Setting performance standards: - In this very first step in performance appraisal the HR
department decides the standards of performance i.e. they decide what exactly is expected from
the employee for each and every job. Sometimes certain marking scheme may be adopted eg.
A score 90/100 = excellent performance, a score 0s 80/100 = good. And so on.

2. Communication standard set to the employee :- Standards of performance appraisal
decided in 1st step are now conveyed to the employee so that the employee will know what is
expected from him and will be able to improve his performance.

3. Measuring performance: - The performance of the employee is now measure by the HR
department, different methods can be used to measure performance i.e. traditional and modern
method. The method used depends upon the company’s convenience.

4. Comparing performance with standard: - The performance of the employee is now
judged against the standard. To understand the score achieved by him. Accordingly we come to
know which category of performance the employee falls into i.e. excellent, very good, good,
satisfactory etc.

5. Discussing result: - The results obtained by the employee after performance appraisal are
informed or conveyed to him by the HR department. A feedback is given to the employee
asking him to change certain aspects of his performance and improve them.

6. Collective action: - The employee is given a chance or opportunity to improve himself in
the areas specified by the HR department. The HR department constantly receives or keeps a
check on the employee’s performance and notes down improvements in performance.

7.Implementation and review: - The performance appraisal policy is to be implemented on a
regular basis. A review must be done from time to time to check whether any change in policy
is required. Necessary changes are made from time to time.

LIMITATIONS OF PERFORMANCE APPRAISAL

Performance appraisal is defined by Wayne Cascio as “the systematic description of
employee’s job relevant, strength, weakness. The following are the limitations of performance
appraisal

1. Halo effect: - In this case the superior appraises the person on certain positive qualities
only. The negative traits are not considered. Such an appraisal will not give a true picture about
the employee. And in some cases employees who do not deserve promotions may get it.

2. Horn effect: - In this case only the negative qualities of the employee are considered and
based on this appraisal is done. This again will not help the organization because such appraisal
may not present a true picture about the employee.

3. Central tendency: - In this case the superior gives an appraisal by giving central values.
This prevents a really talented employee from getting promotions he deserves and some
employees who do not deserve anything may get promotion.
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4. Leniency and strictness: - Some bosses are lenient in grading their employees while some
are very strict. Employee who really deserves promotions may lose the opportunity due to strict
bosses while those who may not deserve may get benefits due to lenient boss.

5. Spillover effect: - In this case the employee is judged +vely or —vely by the boss depending
upon the past performance. Therefore although the employee may have improved performance,
he may still not get the benefit.

6. Fear of losing subordinates and spoiling relations :- Many bosses do not wish to spoil
their relations with their subordinates. Therefore when they appraise the employee they may
end up giving higher grades which are not required. This is a n injustice to really deserving
employees.

7. Goodwill and techniques to be used: - Sometimes a very strict appraisal may affect the
goodwill between senior and junior. Similarly when different departments in the same
company use different methods of appraisal it becomes very difficult to compare employees.

8. Paper work and personal biased :- Appraisal involves a lot of paper work. Due to this the
work load of HR department increases. Personal bias and prejudice result in bosses favoring
certain people and not favoring others.

ADVANTAGES /NEEDS/ IMPORTANCE/USE/ PURPOSE OF PERFORMANCE
APPRAISAL

Performance appraisal is defined by Wayne Cascio as “the systematic description of
employee’s job relevant, strength, weakness.

1. Feedback to the employee: - Performance appraisal is beneficial because it provides
feedback to the employee about his performance. It identifies the areas for improvement so that
employee can improve itself.

2. Training and development: - Due to performance appraisal it is easy to understand what
type of training is required for each employee to improve himself accordingly training
programs can be arranged.

3. Helps to decide promotion: - Performance appraisal provides a report about the employee.
Based on this report future promotions are decided, incentives, salary increase is decided.

4. Validation of selection process: - Through performance appraisal the HR department can
identify whether any changes are required in the selection process of the company normally a
sound selection process results in better performance and positive appraisal.

5. Deciding transfers and lay off of the worker: - Employee with specific talent can be
transferred to places where their talents are utilized properly; similarly decisions regarding
termination of employees depend upon performance appraisal reports.

6. Human resource planning and career development:- Companies can plan for future
vacancies at higher levels based on performance appraisal reports. Similarly career planning
can be done for the employee on the performance appraisal report.

Stock-taking or "inventory checking" is the physical verification of the quantities and
condition of items held in an inventory or warehouse. This may be done to provide an audit of
existing stock. It is also the source of stock discrepancy information.
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Annual stock-taking of performance is basically a performance audit function which apart from
usual employee evaluations emphasize on measuring the proper alignment of performance
results with the organizations’ and employees’ growth. For organization, stock-taking of
performance helps in achieving the goals by optimizing staff performance, duly identifying the
strengths and weaknesses. For employees, on the other hand it helps in providing guidance to
perform their jobs and also help in defining their career path.

ANNUAL STOCKTAKING

- Stocktaking Performance
- Stocktaking Potential

= Appraising for Recognition and Reward

Performance Management Cycle

Setting Objectives, defining what is needed

Performance Planning

Enabling staff

Reset ¢bjectives :
J to dpliver

Make changes

Action

Staff and the Organisation

Performance and Development
Reviewing

Taking stock of achievements, diagnostics

APPROACHES TO PERFORMANCE APPRAISAL

To appraise the performance of employees, organizations adopt various approaches.
Performance appraisal per se is a multistage process. In line with Einstein and LeMere-Labonte
(1989) and Monga (1983), such approaches can be listed as under:

e Intuitive approach— with this approach, managers appraises the
employees’ performance on the basis of their perception and external
behavior.
o Self-appraisal approach— this approach appraises the employees with standard
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common format.

e Group approach—this approach appraises employees’ group performance by a.

e Trait approach—This approach focuses on appraisal of employees’ performanceon
the basis of dimension of multiple traits such as personality, integrity, honesty,
dependability, ...

Three approaches are to be adapted to performance appraisal. These approaches are discussed
below:

1. Trait Approach: As the term implies, this approach involves rating the individual
employee’s personal traits or characteristics such as initiative, decisiveness and dependability.
Though used commonly by management, this approach is considered to be the weakest. This
basically arises from the fact that these traits are ambiguous relative the actual job performance
and the needed improvement. Appraising someone having low initiative does not say anything

Precise about how to improve. Also this can trigger a defensive reaction on the part of the
employee being appraised.

2. Behavioral Approach: Approach points directly to the persons’ actual work behavior rather
than a trait like his or her personality. For example, it can be focused to seek information as to
the employee works alone on all projects, on most projects or about half of projects. Similarly,
whether he or she teams up with others on major project or works alone on all major projects.
When these behavioral patterns are coupled with performance rating, appraisal is enhanced.

3. Results Approach: This approach focuses on the product or the outcome of one’s effort. It
seeks to identify and evaluate what has been accomplished by an employee subject to
appraisal. Management by objectives MBO) is usually regarded as the most appropriate format
for using the results approach. Performance appraisal is undertaken to serve a variety of management
purposes. The controversy regarding which approach is best can only be resolved when you consider

the reasons for doing the appraisals. Hence, the contingency approach has an overarching consideration
here.

e e
B I

How Managers can apply the systems

Why Appraisals Are Important approach

= Set goals * The system view looks at factors such as-

= Recognize performance » Relation with the environment

= Guide progress @ The efficiency with which the org. transforms inputs
= Identify problems into outputs

= Improve performance * The clarity of internal communications.

« Discuss career advancement @ The level of conflict among the group

® The degree of job satisfaction

3 F - - M
Groups” and Teams” Contributions to

Organizational Effectiveness

to customers

Groups and

tearns can

satisfaction
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Approaches to measuring organizational
effectiveness

® External resource approach
® Internal systems approach

- Technica[ approach

® Internal systems approach: ® External resource approach :
& met.hod thatallows managers to evaluate how ‘ﬁ‘“ﬁ"e{)’ anorganization ¢ A method managers use to evaluate how efﬁ'cﬁve[y an organization manages
functions and operates and controls Its external environment
* Structure ¢
* Suppliers
* culture
G ® Customers
’ Flextblhiy

™ :
* Co-ordination Competitors

@ government

* Motivation
g2
Technical approach
© A method managers use to evaluate how efficiently an organization can = A well designed performance appraisal should give
convert some fixed amount of organizational resources into finished employees answers to questions such as —

gnods and services

~ What am | expected to do
~ How well am | doing
~ What are my strengths and weaknesses

® Technical e_ﬂ‘ediveness is measured in terms of productivity and
efficiency (output: input)

® Process 1
» Teclaidli » How can | do a better job and
24 » How can | contribute more towards the
organisational goal.
sWhat Fetformance Appraisal should dellver - Enable coaching and developmental goals.

- Bl l - Develop contacts through discussions with
valuate goals subordinates.

+ Provide feedback to the appraisee - Motivate subordinates through recognition and
- Develop valid data for pay and promotion support.

decisions

- Provide means of putting subordinates on
notice about unsatisfactory performance.

- Strengthen supervisor-subordinate relation.

- Diagnose individual and organisational
problems.
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W hat 1s ‘Perfornmance Audit’??

<<

m Performance Audit is “°. .. a systematic, purposeful,
organized and objective examination of government
activities; ... designed to promote accountable
government; ... includes the examination of
economy, efficiency., cost effectiveness and
environmental effects of government activities ...

m ““A focus on performance covers both the benefits
accomplished for [citizens] and due process and
fairness in the delivery of services’™ .

£

(Excerpts adapted from the Performance Audit Manual,
Office of the Auditor General of Canada - June 2004: pages 13 and 17)

Leader One Inc s

Introducing Performance Auditing in Supreme Audit Institutions - The concept of performance audit

Acommen getiton

Audit the economy, efficiency and effectiveness of the employment of
available resources.

Audit which aims to assess the basic management of an entity which consists
of evaluating the assessment of the results in relation to objectives, security
and management of means used in the decisions made and the actions taken,
as well as the legal compliance of actions .

As carried out by SAIls, performance auditing is an independent, objective and
reliable examination of whether government undertakings, systems,
operations, programmes, activities or organisations are operating in
accordance with the principles of economy, efficiency and effectiveness and
whether there is room for improvement.
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UNIT-IV
REWARD SYSTEMS

Coaching is a personal (usually one-to-one) on-the-job approach that helps people develops
their skills and levels of competence. The need for coaching may arise from formal or
informal performance reviews but opportunities for coaching will emerge during normal day-
to-day activities.

Every time a manager delegates a new task to someone, a coaching opportunity is created to
help the individual learn any new skills or techniques needed to get the job done. Every time a
manager provides feedback to an individual after a task has been completed there is an
opportunity to help that individual perform better next time.

The Coaching Process
Coaching as part of the normal process of management consists of

e Making people aware of how well they are performing by, for example, asking them questions to
establish the extent to which they have thought through what they are doing.

Q2:Feedback on
goals; modify if needed

Budget process

underway
Feedback :
Q1:Goal Setting Q3:Peadtack on
& goals; modify if needed
Coaching
Business/operational Strategic planning
Plan based on strategic for coming fiscal year

planning

Q4:Year-end
review

= Controlled delegation — ensuring that individuals not only know what is expected of them but also
understand what they need to know and be able to do to complete the task satisfactorily. This gives

managers an opportunity to provide guidance at the outset — guidance at a later stage may be seen as
interference.

= Using whatever situations may arise as opportunities to promote learning.

= Encouraging people to look at higher-level problems and how they would tackle them.

Coaching skills

Coaching will be most effective when the coach understands that his or her role is to help
people to learn and individuals are motivated to learn. They should be aware that their present
level of knowledge or skill or their behavior needs to be improved if they are going to perform
their work to their own and to others’ satisfaction.
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Individuals should be given guidance on what they should be learning and feedback on how
they are doing and, because learning is an active not a passive process, they should be actively
involved with their coach who should be constructive, building on strengths and experience.

Counseling is the activity of the counselor, or a professional who counsels people, especially
on personal problems and difficulties professional guidance of the individual by utilizing
psychological methods especially in collecting case history data, using various techniques of
the personal interview, and testing interests and aptitudes.

The counseling process is a planned, structured dialogue between a counselor and a client. It is
a cooperative process in which a trained professional helps a person called the client to identify
sources of difficulties or concerns that he or she is experiencing.

FUNCTIONS OF COUNSELING

The main objective of Counseling is to help the employee attain a better mental, emotional and
physical health. A counselor is the one who can help a person realize a better tomorrow by the
attainment of self- confidence, self-development, patience and self-growth. The objectives of
counseling are achieved through the counseling functions.

Functions of Employee Counseling
The counseling functions are the activities that can be done by counseling. The functions are:

Advice:

Advice giving is not desired for counseling, as it s a process of self- growth which advising
would hamper. But many a time's counselors do have to advice so as to show/ guide the
counseled towards a path of action.

Reassurance:

Counseling has to provide reassurance to the employee that he or she is progressing well
and moving towards achieving the desired goal. Reassurance here can be meant as
encouragement also. This is mostly in the case of the mid career managers where counselor
can only reassure that everything will work out Employees' Counseling fine and also
encourage him or her to work as the desired goal is within reach.

Communication:

Counseling is mostly about proper communication. A proper communication is required to pass
the employee problems to the management and also to air the views of the management to the
employees. Communication skills such as listening, providing feedback and so on are required
for an effective counseling session.

Release of Emotional Tension:

Counseling gives a scope to the employees to release their emotional tension. Emotional
outbursts help the employee to release one's anger and frustration to a sympathetic listener,
which in turn helps in subsiding the tension.

Clarified Thinking:
Discussing one's problem with someone helps the person to see those points and facts which
have been overlooked earlier due to emotional involvement with the problem. The counselor is
not required to guide the person in such a case, as only listening to the outpouring will help.
Once the counseled person starts speaking very soon many facts are clarified as the counseled
starts thinking aloud which in turn results in rational and logical thinking and helps in solving
the problems, real or imaginary.
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Reorientation:

Reorientation is a result of clear thinking which helps an employee to assess oneself - one's
potential and limitation and in accordance to them set new goals and values. Reorientation leads
a person to have a better self-image and it also helps to treat the patients of depression. A clear
self-image leads to be a more confident person and also a more effective worker.

What is Mentoring 2

= Mentoring from the Greek word meaning “enduring’” is
defined as a sustained relationship between a youth and
an adult. Through continued involvement the adult
(usually older & always more experienced) offers support,
guidance and assistance as the younger person goes
through a difficult period, faces new challenges, or works
to correct earlier problems.

Mentoring is thus a development-oriented initiative.

WEHAT S MENTORING?

® Mentoring is typically defined as a “‘sustained
relationship between a young person and an adult
in which the adult provides the young person
which support, guidance,and assistance.

® Mentoring may assume many forms and fulfill a
variety of objectives.

* Traditional One-to-One * Group Mentoring
Mentoring
* Team Mentoring * Peer Mentoring

* E-Mentoring or Online
Mentoring

Copyright € Texas Education Agency, 2012, All rights reserved.

- W _someone who helps someone else learnm
something that he or she would have learmed
less well, more slowly, or not at all if left
alonmne.” —Chip Bell, auvuthor/consultant

NMentoring helps develop tacit, or “sticky,
knowledge

The scope of mentoring is vastly greater thhan
coaching — coaching is a subset of mentoring
Mentoring addresses the whole persomn anmnd his or
her career
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Stages of Mentoring

Prescriptive stage

* Contracting

« Setting boundary
conditions

Persuasive stage

e Defining crux of
relationship

e Understand mentee

with respect to

Collaborative stage

* General issues
* Specific issues

« Roadmap for future

Confirmative stage

* Guidance by
providing direction

« Confidentiality organization discussions
— e " e
3 // ) // = = » o
/// -/ // 3 -
| | e o |
[ STAGE1 STAGE2 STAGE3 STAGE4

Typicalcharacteistcs ofa mentor:

v Supportve /

v Encouraging ¢

v Molvatng /

v Emponerng ¢

v Knowledgeable ¢

v Actvelistener

v Good communicator
v Offersadvice ¢

v Challenges he menteg /

What characteristics should a Mentor have?

+Leadership - The Mentor should be able to influence the
mentee to achieve certain objectives,

v Self-knowledge - The Mentor should be aware of his/her
likes, dislike and beligfs.

+ Commitment to the development of people - The Mentor
should be willing to develop and motivate others.

+ The ability to act as sponsor, teacher, ‘insider’,
encourager and supporter, counsellor and advisor to the

mentee.
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Principles of Mentoring Mentoring Process

MENTOR
FOUCS”

* Synergy -
0 Mentoring should be enriching for both mentor and mentee
0 Mentoring is about learning and not teaching
0 Mentee is empowered to take responsibility of his/her actions

MANAGER
“FOUCS”

“SKILLS” The Learer : His / her
* Relationship - The Organization Development
0 Mentoring is a power-free partnership between two individuals
0 Focus is not to make mentee dependent but to develop mentee's independent Active Listening
critical thinking Results Supporting & Encouraging
. Coaching
* Uniqueness - Moritoing Promoting & Understanding
0 Understanding the concept of mentoring and how it is different from coaching and
counseling is important & Counseling

0 Mentoring must provide direction in order to channelize efforts in the right
direction

Of Self & other
Improving Performance

Improving
Performance

The Benefits of Mentoring

Organisational Mentor Mentee/Learner
* Widening of skills base = Improves awareness of own | « Develops leaming, analytical
and competencies in line leaming gaps and reflective skills
wath the organisation’s e Develops ability 1o give and | « Develops organisational
strategic goals take cnticism and professional knowledge
* Increased staff morale  Develops up-to-date = Develops political awareness
and job satisfaction organisational and e Develops own practice
- Redl.;ctnmmthe professional knowiedge « Develops or reinforces self-
service/education gap * Offers networking confidence and willingness to
= Altemative to extemal opportunities take nsks
training, more cost « Improves leadership, » Develops ability to accept
effective personal organisational and criticism
development communication skills « Supports through transition
programme * Develops ability to * May accelerate professional
* Develops habits of trust challenge, simulate and development
and confidentiality refliect e Develops autonomy and
* Gives senior * Rases profile within independence
management a more organisation * Increases maturity
informed view of the » Increases job satisfaction | . Broadens horizons
organisation’ talent * Offers opportunity to pass | &+ Increases job satisfaction
* Use for succession on knowledge, experience | . Reduces reality shock
planning * Provides stimulation .
< Sk Offers opportunities for effective
MISSION/VISION
* Develops a mature * May offer career role modeling
management population advancement opportunities | « Encourages ongoing leaming
e Improved quality of and developing and dentifying
service through learming opportunities in the
increased competence working sstuation
and confidence of « Facintates peer relationships
supported practiioners « Develops increased reflective
e Improves teamwork and practitioner skills
co-operation * Offers individualised one-to-one
teaching and opportunities for
expenential leaming
= Offers help with problem solving
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Types of

- Types of Mentorin
Mentoring yp g
* Formal * Informal
(s O M + Traditional/One-on-one * Situational/Flash mentoring
* Peer Mentoring
" *Reverse Mentoring
* Supervisory Mentoring + Peer + E-Mentoring
*+ Group * Reverse
Group Mentoring
* Facilitated Group Mentoring y i
| *Team Mentoring -
L' Peer Mentoring Group s
J ; B |
CAREER Formal Facilitated Mentoring

¢
]

- Designed to build an entire culture of internal
mentoring, support and development

- Formal facilitated mentoring programs are structured
programs in which an organization facilitates a mentors —
protege relationship

- They may target one special segment of the organization
where career development may be lagging behind that of
others (for example, women) to help that group advance
further

- They may assign mentors to protéeges and monitor the
progress of the mentoring connection

Developing 21 Century Leaders

What is Group Mentoring?

It is an association of individuals whose purpose is to promote the professional development of
its members with the assistance of a Mentoring Group Leader. This group-oriented experience
provides numerous kinds of mentoring assistance including information sharing, advice, social
support, and coaching, counseling and empowering individuals to greater competency.

Differences Between 1-on-1 and Group Mentoring:

Group Mentoring is a system with its own rules and guidelines that make it unique to all other
groups as well.
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1-on-1Mentoring Group Mentoring

Focused on multiple development
Less personal

More coachable/topical

Confidential but with limitations
Multi-directional

Expertise from multiple directions
Peer and senior mentoring combined
Less demand on time More time demands
Scheduling a challenge

Group dynamics

Larger number of mentors possible
Competition a factor in groups
Easier to network

Group projects

Focused on individual development
Most personal

Overall development focus
Confidential and safe
Bi-directional

Expertise from mentor to mentored
Senior mentoring

Less demand on time

Scheduling easier

Personal dynamics

Limited number of mentors

No competition in relationship
Networking limited

Individual projects

Advantages to Group Mentoring:

Support comes not only from the Mentoring Group Leader (MGL) but from peers
within the group

Provides for greater exposure to multiple levels of expertise and knowledge as each
participant brings their own competencies to the group that can be shared

Diversity within the group brings a diversity of perspective to issues as well as to a
greater understanding and awareness of diversity in general as it relates to ethnicity,
sex, etc.

Provides for a greater number of individuals to benefit from mentoring as opposed to
the limitations of a 1-on-1 mentoring program

Group projects linked to group mentoring enhance the learning of participants and
develop an understanding of how teams operate.

Requires less commitment of resources than formal 1-on-1 mentoring programs

Disadvantages to Group Mentoring:

Each member has different needs that must be balanced against the overall group needs
Does not offer the “personal” relationship that is the hallmark of a 1-on-1 mentoring
relationship

Scheduling a large number of individuals to meet regularly can be a challenge

The element of confidentiality and safety may not be achieved to the level possible in a
one relationship thus limiting the extent a member takes risks and learns

Competition within a group can disrupt the success of a mentoring group

Mentors need to understand and be comfortable with group dynamics and processes

What is Team Mentoring

“Team mentoring offers a methodology for facilitating the learning of an intact team. Together
the individuals making up the team articulate mutual learning goals and work simultaneously
with one or more mentors who guide them through a deliberate and deliberative process to
facilitate their learning. The mentoring process allows the team to be supported and to learn
from each other’s experience and knowledge” — Lois Zachary, Ed.D.
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Mentoring Coaching Counselling Supervision
Focus oncareer Focus on skills Focus on personal Focus on Academic
development development issues achievement

preventing career
Shows the way Gap analysis development Power imbalance in
relationship

Agenda setby Identify weaknesses |Identifying
mentee uvnderlying

Action plan behavioural problems
Shares expeniences or issues

Well-defined goals
Provides advice and strategies
Provides networks Addresses short term

needs

Potential appraisal

The potential appraisal refers to the appraisal i.e. identification of the hidden talents and skills
of a person. The person might or might not be aware of them. Potential appraisal is a future —
oriented appraisal whose main objective is to identify and evaluate the potential of the
employees to assume higher positions and responsibilities in the organizational hierarchy.
Many organisations consider and use potential appraisal as a part of the performance appraisal
processes.

The purposes of a potential review are:

PoONPE

To inform employees of their future prospects;

To enable the organization to draft a management succession programme;

To update training and recruitment activities;

To advise employees about the work to be done to enhance .their career
opportunities.

Techniques of potential appraisal:

1
2
3.
4.
5
6
7

Self — appraisals

Peer appraisals

Superior appraisals

MBO

Psychological and psychometric tests
Management games like role playing
Leadership exercises etc.

Potential appraisal helps to identify what can happen in future so that it can be guided and
directed towards the achievement of individual and organizational growth and goals.
Therefore, potential should be included as a part of the Performance appraisal organizations.

Competency Mapping

Competency

United Nations Industrial Development Organisation defines Competency as, “A

competency is a set of skills, related knowledge and attributes that allow an individual to
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successfully perform a task or an activity within a specific function or job.”
Competency Mapping

Competency Mapping is a process of identification and developing of the competencies
required to perform successfully a given job or a set of tasks.

Competency Map
A competency map is a chart or diagram that represents the important skill sets needed to

accomplish the given job.
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Competency based HR Management helps the organisation in various ways like
recruiting competent employees, managing the performance well and converting the
organization into learning and knowledge based. It further helps in discovering the gaps in
organizational competence structure as well as in personal career path. Organizations accept
this technique as a better way to combine the capabilities of an employee into one job, and
combine the capabilities of group of employees into one team. Career advancement and higher
elevations are made possible with this method.

Basically the

a. Functional skills,

b. Behavior and

c.  Past performances are the three domains analyzed.

In short, the competency method helps in

a.  Gap Analysis

b. Role Clarity

c.  Succession Planning
d.  Growth Plans

e.  Restructuring

f.  Inventory of competencies for future planning

Functional Skills

The requirements to perform a job.

Behavior Assessment

Personal abilities and skills such as analytical, logical, reasoning and decision
making abilities, leadership and listening skills, team spirit,
innovationandmorale.ldentifyingthebehaviouralstrengthandweaknesses is not an easy task,
because the intricacies of a person’s behavior are well disguised by them. Proper testing
methods and questions are important in this method of identifying the complete picture of a
person’s behavioral assessment.

41




Implementing a Performance
Management System: Overview

Preparation
Communication Plan
Appeals Process
Training Programs

Pilot Testing

Ongoing Monitoring and
Evaluation

MANAGEMENT PRACTICES IN INDIAN ORGANIZATIONS

TCS — Prestigious Award for best HR Practices

Tata Consultancy Services (TCS) has been rated the Netherlands’ top
information and communications technology employer of the year 2012. It has received the
highest score (5 stars) in training and development, career possibilities, organization culture and
innovation. The award cane after a rigorous evaluation of HR practices among other leading
firms in the Netherlands. The award underlines the high quality of TCS’ human resource
practices, focusing on personal growth and development of its employees worldwide, the
company said in a release today. According to The Hindu, “Strong employee involvement in
social initiatives such as the TCS Amsterdam Marathon, which raised funds to fight cancer,
reinforces the sense of belonging to a socially responsible organization.” Further, TCS’s
emphasis on investing in a work culture built on social values, continuous learning, trust,
empowerment and team work to bring out the best in employees, allowing them the opportunity
to realize their potential, is the success of this secret, it seems.

Accenture and its employee engagement practice

Accenture have implemented the Employee Engagement through hiring talent, grooming them to
Accenture Work culture and then on to help build careers offering them leadership role. As the
demand in human resources and their specialized services increased, they devised a model of
employee engagement by describing metrics driven model, to assess how an employee work is
engaged and managers to strive over and above their capability. They proudly claim that this
goes beyond the conventional mode of job satisfaction. The Accenture’s holistic HR
management approach is based on three unique traits of creating growth opportunities, offering
them learning and development prospect and lastly compensate and reward them.

HCL and its Special Wall

‘Employees First Customers Second’ — a philosophy introduced in HCL in the year
2005 made them achieve the mission of creating the most respected organization in terms of
innovation, character, credibility and values. Now, HCL has a host of employee-centric
programmes, like
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‘Job Rotation Policy” after 18 months in a project (employees are allowed to take their own
decision of migrating into projects),

‘Career Power’, a platform that allows the employees to migrate into the role and project of their
choice to become technological experts.

EPIC (Employee Passion Indicative Count) is an employee engagement and retention
programme that identifies a person’s passion. The EPIC report enables managers to understand
the pulse of their respective teams and every individual employee.

Passion Wall and Passion Club is online platforms of HCL, where the employees can share
their passion stories and blogs with fellow HCL mates.

GODREJ’S Voice of Employee

Godrej believes that the basic role of HR is to become the voice of an employee. So, they have
adopted a unique programme called ‘Voice of Employee’, wherein every employee gets a chance

to interact fact-to-face with HR personnel at least once in a year.

Budget for Innovation in employee time — Google

Google company employees generate new ideas, on the time allocated for that. Yes. Time
allocation for innovation is practiced. Employees work structure follows a “70:20:10° model of
work time. That is, 70% of the work time for completing the clearly defined job assigned to them.
The next 20% is to be spent for personal development. Employees can work on whatever they
want to work on, as long as it’s in line with the mission. The interesting part is the last 10% -
“whatever the employees want to do —innovation and creativity time, freedom to think time”.
Hence, Google always is innovative, with performing employees. And on the other side,
employees feel that company values them and stay motivated and loyal to the organization. A
quote of a Google employee —“If a company actually embraced—rather than merely paid lip
service to—the idea that its people are its most important asset, it would treat employees in
much the way Google does.” The other companies following this budget scheme are Genentech
and 3M.
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UNIT-V

PERFORMANCE RELETED
CONCEPTS

Benchmarking

Benchmarking is a process of measuring the performance of a company’s products, services, or
processes against those of another business considered to be the best in the industry, aka “best in
class.” The point of benchmarking is to identify internal opportunities for improvement. By studying
companies with superior performance, breaking down what makes such superior performance
possible, and then comparing those processes to how your business operates, you can implement
changes that will yield significant improvements.

That might mean tweaking a product’s features to more closely match a competitor’s offering, or
changing the scope of services you offer, or installing a new customer relationship management
(CRM) system to enable more personalized communications with customers.

There are two basic kinds of improvement opportunities: continuous and dramatic. Continuous
improvement is incremental, involving only small adjustments to reap sizeable advances. Dramatic
improvement can only come about through reengineering the whole internal work process.

Step-by-Step Benchmarking

Benchmarking is a simple, but detailed, five-step process:

Choose a product, service, or internal department to benchmark

Determine which best-in-class companies you should benchmark against — which organizations
you’ll compare your business to Gather information on their internal performance, or metrics
Compare the data from both organizations to identify gaps in your company’s performance

Adopt the processes and policies in place within the best-in-class performers

Benchmarking will point out what changes will make the most difference, but it’s up to you to
actually put them in place.

Key Benefits

In addition to helping companies become more efficient and profitable, benchmarking has other
benefits, too, such as:
= Improving employee understanding of cost structures and internal processes
= Encouraging team-building and cooperation in the interests of becoming more competitive
= Enhancing familiarity with key performance metrics and opportunities for improvement
company-wide In essence, benchmarking helps employees understand how one small piece
of a company’s processes or products can be the key to major success, just as one employee’s
contributions can lead to a big win.

SIX SIGMA:
A Business Strategy: Using Six Sigma Methodology, a business can strategize its plan of action and
drive revenue increase, cost reduction and process improvements in all parts of the organization.

A Vision: Six Sigma Methodology helps the Senior Management create a vision to provide defect
free, positive environment to the organization.
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A Benchmark: Six Sigma Methodology helps in improving process metrics. Once the improved
process metrics achieve stability; we can use Six Sigma methodology again to improve the newly
stabilized process metrics. For example: The Cycle Time of Pizza Delivery is improved from 60
minutes to 45 minutes in a Pizza Delivery process by using Six Sigma methodology. Once the Pizza
Delivery process stabilizes at 45 minutes, we could carry out another Six Sigma project to improve
its cycle time from 45 minutes to 30 minutes. Thus, it is a benchmark.

A Goal: Using Six Sigma methodology, organizations can keep a stringent goal for themselves and
work towards achieving them during the course of the year. Right use of the methodology often
leads these organizations to achieve these goals.

A Statistical Measure: Six Sigma is a data driven methodology. Statistical Analysis is used to
identify root-causes of the problem. Additionally, Six Sigma methodology calculates the process
performance using its own unit known as Sigma unit.

A Robust Methodology: six sigma is the only methodology available in the market today which is
documented methodology for problem solving. If used in the right manner, six sigma improvements
are bullet- proof and they give high yielding returns.

Competency Mapping is a process of identifying key competencies for an organization and/or a job
and incorporating those competencies throughout the various processes (i.e. job evaluation, training,
recruitment) of the organization. A competency is defined as a behavior (i.e. communication,
leadership) rather than a skill or ability.

The steps involved in competency mapping with an end result of job evaluation include the
following:

Conduct a job analysis by asking incumbents to complete a position information questionnaire
(P1Q). The PIQ can be provided for incumbents to complete, or you can conduct one-on-one
interviews using the PIQ as a guide. The primary goal is to gather from incumbents what they feel
are the key behaviors necessary to perform their respective jobs.

Using the results of the job analysis, you are ready to develop a competency based job description.
This is developed by carefully analyzing the input from the represented group of incumbents and
converting it to standard competencies.

With a competency based job description, you are on your way to begin mapping the
competencies throughout your HR processes. The competencies of the respective job description
become your factors for assessment on the performance evaluation. Using competencies will help
guide you to perform more objective evaluations based on displayed or not displayed behaviors.
Taking the competency mapping one step further, you can use the results of your evaluation to
identify in what competencies individuals need additional development or training. This will help
you focus your training needs on the goals of the position and company and help your employees
develop toward the ultimate success of the organization.

PYGMALION EFFECT

The effect of setting high expectations on people, coined the Pygmalion effect, was first postulated
in a study of teachers’ impact on students (Rossenthal & Jacobson, 1968). In the study, students at
an elementary school took intelligence pre-tests. Rosenthal and Jacobsen then informed the teachers
of the names of twenty percent of the students in the school who were showing “unusual potential
for intellectual growth” and would bloom academically within the year. Unknown to the teachers,
these students were selected randomly, with no relation to the initial test. When Rosenthal and
Jacobson tested the students eight months later, they discovered that the group of randomly selected
students scored significantly higher.

In the workplace, a study on the Israeli defense forces (Eden, 1992) revealed two effects of setting
expectations:

Leadership mediates the Pygmalion effect. Raising manager expectations improves leadership,
which in turn promotes subordinate performance.
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Managers allocate leadership resources to subordinates in proportion to their expectations.
The implications of the first effect are that setting expectations, and setting them high, improves our
leadership capabilities and our people’s performance.

The implications of the second effect were reported as, “Evidently, high expectations bring out the
best leadership in a manager. This suggests the hypothesis that if managers would treat all their
subordinates to the same quality leadership that they lavish upon those of whom they expect the
most, all would perform better”.

Creating a Pygmalion Effect in the Workplace

So what does this mean for us, as leaders in the workplace? How do we motivate ourselves to
become better leaders by setting higher expectations?

Remove negative expectations of performance

As leaders we need to remove any cultural, personal, gender, age or other stereotypes we and our
peers might hold.

When | was General Manager of Shell Fiji, I lost count of the number of times | was told what
Fijians could not do. | heard about it being almost impossible for Fijians to arrive on time, to deliver
against their goals and be capable of complex thinking. Hogwash! Refusing to accept the cultural
crutch of ‘Fiji Time’ in the workplace and setting different cultural expectations in the workplace
was the beginning for a tremendous growth phase in the business and the people.

It is imperative that we start with the premise that people can do almost anything with the right
leadership and support.

Wipe the slate clean

If there has been a history of underperformance in individuals, it is important to consign discussion
about those performances to the dustbin of history. Give everyone the chance to make a change to
find their purpose and understand their responsibilities and what is expected of them in terms of
performance.

Set high expectations

Don’t aim low or set small incremental gains in performance. When people are given incremental
performance improvement targets, there is a high risk that their thinking will fit the norms of ‘work
harder’, when what is definitely needed is ‘work smarter’. When people are given seemingly
difficult goals, it forces them to think differently, especially if we help them with that different
thinking.

Set the right expectations

Setting expectations of people can have a negative effect if we set the wrong ones, so some careful
analysis and thinking is required before we set off on our journey of getting people to achieve things
they thought were not possible. The law of unintended consequences applies to everyone setting
performance indicators and goals.

For example, when | ran a production centre, the prevailing goal for staff involved in blending,
filling and warehousing products was to achieve a minimum productivity rate. Initially, I set higher
productivity targets. They responded and achieved higher productivity but at the expense of medium
and small runs of products, which were slower to blend and fill. They constantly ran out of stock.
Customers and the marketing team were always unhappy, extra stocks were held ‘just in case’ and
the warehouse was too small to house the increase in inventory we carried. When | changed the goal
on reflection to having low levels of out of stocks, productivity actually improved, all stakeholders
were happier and the warehouse space required reduced by more than 25%.

Train and coach our people to be self-efficacious

After setting our ambitious goals, it is important that we support our staff in being able to reach these
goals. This may include skills or knowledge training and workplace coaching or mentoring. Our
people must feel it is very important to try and that we will support them through a few missteps and,
where necessary, assist directly in building their skills.
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Give feedback

Even our most able and most willing people, who need little skill or knowledge building, need
feedback on how they are doing. Even if they seem embarrassed by positive feedback, it is crucial
that people who have accepted the challenge of higher expectations feel that warm inner glow of
having delivered something difficult.

For those who are struggling, we must at first give positive feedback on their level of effort and give
constructive feedback on how they can improve their performance.

Defining the Rater

Ratings can be provided by rates, supervisors, peers, clients or customers, or high-level managers.
While most companies still give the supervisor the sole responsibility for the employee‘s appraisal,
formal multilayer systems are becoming quite popular. A growing number of companies use formal
self- assessments. The purpose is to encourage employees to take an active role in their own
development. Upward appraisals (ratings by subordinates) are also on the increase.

With increasing frequency, organizations are concluding that multiple rater types are beneficial for
use in their appraisal systems. Ratings collected from several raters, also known as 360-degree
appraisal systems, are thought to be more accurate, have fewer biases, are perceived to be more fair,
and are less often the targets of lawsuits. The use of 360-degree appraisal systems is one of the
characteristics of high-performance work systems, which have been linked to superior corporate
financial performance.

The probable reason this approach is successful is that many of the rater types used (e.g., customers,
peers) have direct and unique knowledge of at least some aspects of the rate’s job performance and
provide reliable and valid performance information on some job activities. In fact, the use of raters
who represent all critical internal and external customers contributes to the accuracy and relevance
of the appraisal system.

Many organizations use self-, subordinate, peer, and superior ratings as a comprehensive appraisal
prior to a training program. The Center for Creative Leadership in Greensboro, North Carolina,
requires all particulars in its one- week assessment center program to first submit evaluations from
superiors.
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