
Session 1: Introduction to Performance Management System

Understanding performance Management system

What is performance management system?

It is a Continuous, Strategic Process of Identifying ,Measuring ,Developing the performance
of individuals and teams and Aligning performance with  Strategic Goals of the organization.

What is performance?

It is a multi dimensional concept containing task and contextual dimensions measured
through results, behaviours and traits determined by declarative and procedural knowledge
with motivation .

Performance is multidimensional concept.It underlines What output to obtain and How to
obtain the required output.

Determinants of Performance:

Performance=Declarative Knowledge  X  Procedural Knowledge X  Motivation

Declarative Knowledge-Information about , facts , Labels , Principles and Goals and
Understanding of task requirements.

Procedural KnowledgeKnowingWhat to do and How to do it and also Skills ( Cognitive,
Physical, Perceptual, Motor and Interpersonal).

Motivation = these are Choices spent on Expenditure of effort, Level of effort and Persistence
of effort. (Deliberate Practice leads to excellence)

Performance Dimensions:

Task performance- Activities that transform raw materials help with the transformation
process , replenishing, Distributing, Supporting.

Contextual performance- Behaviors that contribute to organization’s effectiveness and
provide a good environment in which task performance can occur.

How is performance measured?

Performance is measured through results, traits and behaviors. Of the three components ,
results and behaviours are most common in companies. Traits are difficult to measure. Hence
used very rarely.

Measuring Performance through results (Tangible output- (what)ex.Targets, marks),
behaviors (Actions demonstrated-(how of performance ) ex. Error free reports. and trait
(Characteristics of the personPersonality attributes –sincerity)

.



What is new in the current performance management system?

Following are the aspects which are very new to performance management system-

Performance management is more need based than a ritualistic process.

It is very strategic in nature. It is totally used to implement organizations strategy

Feedback is more continuous. All performance meetings are not related to pay always.

Its focus is more developmental driven than only to assess people.

Performance reviews are honest dialogue between manager and subordinate than just
monologue of the manager.

The focus of PMS is employees not the system. Its driven to support employees and
managers to improve productivity.

Participative goal setting and self appraisals are very critical given the huge war for talent.

Usage of cloud, analytics, big data have taken front seat in PMS.

PMS can be linked to double loop learning which helps orgaizations to accept mistakes in the
system and thus make modifications in the overall HR policies.

Session 2 Process of Performance Management System

The process of PMS is an ongoing process. It has several components. Each component is
important. If one is implemented poorly, whole system suffers. The Links between
components must be clear. Following are the steps of a performance management system:

A. Prerequisites
B. Performance Planning
C. Performance Execution
D. Performance Assessment
E. Performance Review
F. Performance Renewal and Contracting

Step 1: Prerequisites

A. Knowledge of the organization’s mission and strategic goals.

This includes the Knowledge of mission   and strategic goals and Strategic planning of
the organization. One should know the Purpose or reason for organization’s existence,
where organization is going, Organizational goals and Strategies for attaining goals

B. Knowledge of the job in question



This includes the Knowledge of the job in the form of job analysis. Job analysis includes
job description and job specification. Job description has key components- Activities,
Tasks, Products, Services and Processes. Job specification includes KSAs required to do
the job. Knowledge. Skills and Abilities. Overall knowledge of job includesJob duties,
KSAs and Working conditions

Once you collected this basic information, planning is the next requirement to make step for
the pms.

Step 2:Planning

In the planning phase, one has to decide on what approach to use to evaluate performance?
(Result vs. behaviors.) and What to do if employees do not fulfill expected criteria?

Planning is important, but a system will not be perfect unless the execution of the planning is
done. How to make sure the plan is executed well. What ingredients are required for
execution of plans? To fulfill this we need proper implementation and execution. For
execution one needs user acceptance. The User here is both manager and subordinates. Both
should do the job well. The Manager needs to be effective in monitoring and giving guidance
to subordinates. And the Subordinates, one the other hand getting the job done. following are
the responsibilities of the subordinates.

▪ Commitment to goal achievement

▪ Ongoing requests for feedback and coaching

▪ Communication with supervisor

▪ Collecting and sharing performance data

▪ Preparing for performance reviews

Following are the responsibilities of the managers.

▪ Observation and documentation

▪ Updates

▪ Feedback

▪ Resources

▪ Reinforcement

Step 3: Performance Assessment

Once support is extended and people start taking their responsibilities, we also need now start
making the evaluations happen in an unbiased manner. The assessment should be holistic
taking reviews from Manager, Self-assessment, Other sources (e.g., peers, customers, etc.).
This multi rater approach will Increase employee ownership, Increase commitment. Provide
information Ensure mutual understanding.

Step 4: Performance review



A performance review, also called a performance appraisal or performance evaluation, is a
formal assessment in which managers evaluate an employee’s work performance, identify
strengths and weaknesses, offer feedback, and set goals for future performance. In the past,
many organizations held performance reviews annually for the entire workforce; however,
more and more companies are moving toward a frequent feedback performance management
system in which managers conduct reviews quarterly, monthly, or even weekly. In fact, some
organizations are doing away with formal performance reviews altogether in favour of more
casual manager check-ins and one-on-ones.

When done right, performance reviews can help employees understand what they’re doing
well, how they can improve, how their work aligns with larger company goals, and what is
expected of them in their given role. On the other end, managers who use performance
reviews effectively can more easily recognize high performing employees, correct issues
before they become insurmountable, communicate expectations, encourage growth and
development, and foster employee engagement.

Performance Renewal and Contracting

Same as/different from Performance Planning. It Uses insights and information from previous
phases and Cycle begins again.

Session 3 Performance Objectives and Plans

How do organizations set objectives?

Organizations set objectives by the Process of strategic planning.

STRATEGIC PLANNING is an organization's process of defining its strategy, or direction,
and making decisions on allocating its resources to pursue this strategy.

Benefits of strategic planning-

● Help define the organization’s identity
● Help organization prepare for the future
● Enhance ability to adapt to environmental change
● Provide focus and allow for better allocation of resources.
● Produce an organizational culture of cooperation
● Allow for the consideration of new options and opportunities
● Provide employees with information to direct daily activities

Strategic Planning process:It includes the following steps-

1. Environmental Analysis-

This helps the organization to identify external and internal trends. External trends include
understanding broad industry issues, to make decisions using macroeconomicenvironment.
Using PESTEL analysis one can determine the external trends.Using PESTEL analysis,



organizations determine the opportunities and threats prevailing in the market. Internal trends
in understanding the internals strength and weaknesses of the organization. Understanding its
culture,processes. Structureand policies form part of the internal trends.

Once internal and external trends are determined, organization can do gap analysis. In the gap
analysis External environment (opportunities and threats) vis-à-vis internal environment
(strengths and weaknesses) are studied.

2. Mission

Based on the gap analysis, organizations determine who they arewhat they do. In other words
they determine the mission statement. A good mission statement defines - Why does the
organization exist? What is the scope of the organization’s activities? Who are the customers
served? What are the products or services offered? Information provided by a mission
statement (mandatory) includes- basic product/service to be offered; Primary
market/customer groups; Unique benefits and advantages of product/services; Technology to
be used; Concern for survival through growth and profitability

3. Vision

Apart from mission statement, organizations need to determine their vision statement based
on gap analysis. A vision statement is in simple terms –the Statement of future aspirations of
the company. It helps the organization to focusits attention on what is important and also
provides framework for assessing Opportunities and threats.

4. Goals –

Based on the vision statement which is very vague and abstract, organizations frames goals
which are more at an operational level. Goals formalize expected achievements, provide
motivation, provide tangible targets, provide basis for good decisions and provide basis for
performance measurement.

5. Strategies

Based on the goals, companies create strategies to achieve goals. Strategies are concrete
action plans to achieve future aspirations.

Once the strategies are framed by the top management, it has to be made aware and executed
by all employees. This job is done by the HR department, in particular by PM function.
Communicate knowledge of strategic plan. HR department provide insights about the KSAs
needed for strategy implementation and also propose reward systems to motivate employees.

Goal cascading

The strategies of the company are communicated to the bottom level employees by a process
of goal cascading. The CEO/ senior official discuss the overall goals of the organization with
the next hierarchy to pass on the message.The divisional manager then discusses their
required goals with the next hierarchy to pass on the message.The divisional manager
discusses with the team leaders to pass on the message.In the process the mangers also create
JDs and role clarifications to accomplish the departmental goals

Session 4 Performance Monitoring Plan (PMP)



What is Performance Monitoring Plan (PMP)?

It acts as a blue print that encompasses the goals, KRA, KPI (in case of result based
approach of performance ), the devices of data gathering and occurrence of data gathering for
each indicator, who will be responsible for collecting the data and how will the collected data
be used. The PMP is an instrument intended to help managers set up and manage the process
of reviewing, examining, and recording improvement toward attaining the set goals. PMPs
allow functioning units to assemble analogous data over time.

Contents of the Performance Monitoring Plan Explained

1. Performance Indicators:Performance Indicators are pre-decided numerical measures to
quantify goals. Forexample goal such as target achievement can be measures as sales (in
volume) by an employee.

2. Unit of Measurement:Because indicator is measureable, so it will also have a specific
common unit. .It could be dollars, or expressed in time, days, and month and so on.

3. Data Disaggregation:When the indicator measurement is additionally categorized centred
upon geography, gender, age, education etc. this is called data disaggregation.

4. Rationale:A rationale precisely defines the rational of using the KPI. In particular, why and
how the KPI was selected. This is needful in internal and external audits.

5. Responsible Office/Person:For each performance indicator, it is significant to recognize the
unambiguous individual and/or agency accountable for gathering, investigating, and
recording the data.

6. Data Source:The data source is the unit from which data is acquired. Data sources may
include government departments, international organizations, non-governmental
organizations, private firms, contractors, or other organizations. It can also specify the actual
document or report. The identical source must be used over time for each indicator. Swapping
data sources for the same indicator can lead to discrepancies and misapprehensions.

7. Frequency and Timing:The incidence and scheduling for data collection should be centred
on how repeatedly data is desirable for observing purposes, cost factor, and the stride of
change expected. Data in the PMP is most commonly reported on a quarterly, semi-annual, or
annual basis. In certain circumstances, data can be collected more often like on weekly or
monthly basis and in some cases data might be collected less frequently, e.g. after every 5
years.

8. Data Collection Methods:This segment labels precisely how the data will be collected,
including the tools or methods used for the data collection. The key is to provide sufficient
detail on the data collection or calculation method to enable it to be replicated consistently
over time. Focused Group Discussions, structured and unstructured interviews, surveys,
direct observations etc. usage of adequate sampling marks the efficiency of data collection.

9. Data Quality Assessment Procedures: In this section there should be a complete step by
step description of how the quality of data was determined/assessed.

10. Data Limitations and actions to address those limitations:Here limiations and scope of the
study is documented.



11. Data Use:It describes the room of distribution of the data. It should tell which
organizations, persons or other entities will be recieving the data. This analysis can also be
used by higher authorities to make more informed decisions .

12. Baselines and Targets:Baselines is the status of the indicator when it was measured at the
start of the performance management cycle and the target is the level to which indicator has
to be taken by the end of the cycle. Its the change required to brought about in the indicator.

Session 5 Shaping Performance

What is Monitoring performance  ?

Monitoring/ reviewing and measurement of performance are the lengthiest phase in the
performance management cycle. During this phase the manager/ evaluator is supposed to
keep an eye on the performance related to the set targets and constantly monitor it in order to
be able to keep it on the right track. In that direction the purpose of this phase is not only to
measure and evaluate the end results but to control the overall performance throughout the
whole period between target setting and evaluation. This gives the true meaning to the
performance management system for it is a system for management and not just for
evaluation of the performance.

Supervisory roles in managing performance

The manger acts as a Judge- (Evaluating performance and Allocating rewards) and also a

Coach (Helping employee solve performance problems, Identify performance weaknesses,
Design developmental plans)

Mentoring role of managers

Managers Interacts with employee and Takes active role and interest in performance.

Coaching helps turn feedback into results. For this to happen, coaches need to engage in the
following:

• Establish development objectives. The manager works jointly with the employees in
creating the developmental plan and its objectives.

• Communicate effectively. The manager maintains regular and clear communication with
employees about their performance, including both behaviors and results.

• Motivate employees. Managers must reward positive performance. When positive
performance is rewarded, employees are motivated to repeat the same level of positive
performance in the future.

• Document performance. Managers observe employee behaviors and results. Evidence must
be gathered regarding instances of good and poor performance.



• Give feedback. Managers measure employee performance and progress toward goals. They
praise good performance and point out instances of substandard performance. Managers also
help employees avoid poor performance in the future.

• Diagnose performance problems. Managers must listen to employees and gather
information to determine whether performance deficiencies are the result of a lack of
knowledge and skills, abilities, or motivation or whether they stem from situational factors
beyond the control of the employee. Diagnosing performance

problems is important because such a diagnosis dictates whether the course of action should
be, for example, providing the employee with resources so that she can acquire more
knowledge and skills or addressing contextual issues that may be beyond the control of the
employee (e.g., the employee is usually late in delivering the product because he receives the
parts too late).

• Develop employees. Managers provide financial support and resources for employee
development (e.g., funding training, allowing time away from the job for developmental
activities) by helping employees plan for the future and by giving challenging assignments
that force employees to learn new things.

Role of feedback

Giving feedback to an employee regarding her progress toward achieving her goals is a key
component of the coaching process. Feedback is information about past behaviour that is
given with the goal of improving future performance. Although “back” is part of feedback,
giving feedback has both a past and a future component. This is why, when done properly,
feedback can be relabelled feed forward...

Feedback includes information about both positive and negative aspects of job performance
and lets employees know how well they are doing with respect to meeting the established
standards. For example, the so-called 2+2 performance appraisal model for teachers includes
peer teachers who observe each other perform in the classroom and then offer two
compliments and two suggestions for improvement. Feedback is important in the context of
performance regarding development activities

And goals. Our discussion of feedback, however, goes beyond that and includes feedback
about performance in general. Feedback is not a magic bullet for performance improvement.
However, it serves several important purposes:

• Helps build confidence. Praising good performance builds employee confidence regarding
future performance. It also lets employees know that their manager cares about them.

• Develops competence. Communicating clearly about what has been done right and how to
do the work correctly is valuable information that helps employees become more competent
and improve their performance. In addition, communicating clearly about what has not been
done right and explaining what to do next time provide useful information so that past
mistakes are not repeated.

• Enhances involvement. Receiving feedback and discussing performance issues allow
employees to understand their roles in the unit and organization as a whole. This, in turn,
helps employees become more involved in the unit and the organization.



Consider the following suggestions to enhance feedback:

• Timeliness. Feedback should be delivered as close to the performance event as possible. For
feedback to be most meaningful, it must be given immediately after the event.

• Frequency. Feedback should be provided on an on-going basis, daily if possible. If
performance improvement is an on-going activity, then feedback about performance should
also be provided on an on-going basis.

• Specificity. Feedback should include specific work behaviors, results, and the situation in
which these behaviors and results were observed. Feedback is not about the employee and
how the employee “is,” but about behaviors and results and situations in which these
behaviors and results occurred.

• Verifiability. Feedback should include information that is verifiable and accurate. It should
not be based on inferences or rumours. Using information that is verifiable leads to more
accurate feedback and subsequent acceptance.

• Consistency. Feedback should be consistent. In other words, information about specific
aspects of performance should not vary unpredictably between overwhelming praise and
harsh criticism.

• Privacy. Feedback should be given in a place and at a time that prevent any potential
embarrassment. This applies to both criticism and praise, because some employees, owing to
personality or cultural background, may not wish to be rewarded in public.

• Consequences. Feedback should include contextual information that allows the employee to
understand the importance and consequences of the behaviors and results in question. For
example, if an employee became frustrated and behaved inappropriately with an angry
customer and the customer’s complaint was not addressed satisfactorily, feedback should
explain the impact of these behaviors (e.g., behaving inappropriately) and results for the
organization (e.g., the customer’s problem was not resolved, the customer was upset, the
customer was not likely to give repeat business to the organization).

• Description first, evaluation second. Feedback should first focus on describing behaviors
and results rather than on evaluating and judging behaviors and results. It is better first to
report what has been observed and, once there is agreement about what happened, to evaluate
what has been observed. If evaluation takes place first, employees may become defensive and
reject the feedback.

• Performance continuum. Feedback should describe performance as a continuum, going
from less to more in the case of good performance and from more to less in the case of poor
performance. In other words, feedback should include information on how to display good
performance behaviors more often and poor performance behaviors less often. Thus,
performance is a matter of degree, and even the worst performer is likely to show nuggets of
good performance that can be described as a

360 degree feedback

360 degree feedback, also known as multi-rater feedback, is a system in which anonymous
feedback is gathered about a member of staff from various people they have working
relationships with. This is usually their managers, peers, direct reports, subordinates - hence



the name "360 degree". It's designed so a range of people can share their opinion to provide a
well-rounded view on the individual.

It's used mostly as a development tool because it provides information about a subject's work
competencies, behaviour and working relationships. It's also mainly used for individuals
higher up in the organisation's hierarchy.

60 degree feedback strengths

If a 360 feedback system is implemented well, it can have a number of benefits for the
individual, their team and the organisation:

• Valuable development tool: The 360 feedback system shows the subject the
differences between how they see themselves and how others see them. This increases their
self-awareness which means that the subject is more conscious of their personality, strengths,
weakness, beliefs, motivations etc. With this information they can adjust their behaviour and
identify their training needs. Consequently, the subject can become more effective in their
role and for the role they may be aiming for.

• Multiple sources: A variety of people have contributed to the feedback so the
information is thought to be more valid and objective than feedback from, for example, just
one manager. Also, the feedback is more likely to be accepted if multiple individuals
"agreed" on the answers.

• Motivation: Knowing multiple individuals gave the same feedback provides the
subject with the drive to develop.

• Company competencies: The Company’s fundamental competencies will be
reinforced, not only for the subject, but also for the respondents. During the survey the
respondents will be answering questions which remind them of what behaviours and values
are important to the company.

• Customer service: Customer service can improve if customers and clients have
completed the survey.

• Method over outcomes: The 360 feedback system assesses the method rather than the
outcome. It's more important to do something the right way even if it doesn't produce the
correct outcome - nothing is ever certain so by focusing on the method you give yourself the
best chances of producing the preferred outcome. For example, a tight deadline is coming up
but a manager tells his staff that they can only work a maximum of one hour overtime a day
and no work is allowed on the weekends. The manager has made this decision because he
believes that stress and over-working can increase the chances of mistakes being made and of
producing poorer outcomes.

• Large teams or autonomous workers: This type of feedback is significant in
organisations where the subject works independently or with several teams because their
manager will be unable to observe everything.

• Safe environment: Answers are safely given as the system is confidential. A lot of the
feedback would be too uncomfortable for colleagues to share and it would probably never be
given if the system was not anonymous.



• Improves communication: Communication increases between the team because the
subject understands how others perceive them which in turn assist with teamwork.

• Addresses personality and behaviour: It helps subjects understand how their
behaviour affects themselves, their department and the organisation. This is also useful for
reducing conflict.

• Career development: The organisation benefits by this feedback improving career
development planning and execution of this. This also promotes the organisation's assurance
of employee development which aids recruitment and staff retention

360 degree feedback weaknesses

If a 360 degree feedback system is implemented poorly, this can create distrust, conflict and
low motivation amongst the team:

• Conflicting feedback: Feedback can be conflicting and there is no way to be sure
which feedback is more accurate.

• Concentrating on negatives: Organisations sometimes make the mistake of
discounting strengths and focusing completely on weaknesses. If all of the negatives were
listed one after the other it would be discouraging for the employee - they may either shut off
or not trust the feedback. Staff should be working on their weaknesses and continuing to play
to their strengths.

• Importance of the leader: If the organisation's leader believes that this feedback is not
important or they do not contribute then it's unlikely that other organisation members will
treat it seriously. When the leader thinks it's important and that this will benefit the
organisation, these beliefs will work down the hierarchy to persuade everyone else.

• Smaller organisations: 360 degree feedback can be less effective in small
organisations as there are fewer sources and reduced objectivity.

• Vague questions: Vague questions should be avoided because it's difficult to convert
the answers into measurable behaviour. Questions that will give the subject actionable
information should be used.

• Lack of customisation: If the survey is not tailored to the needs of the organisation it
may not be useful.

• Accuracy: The amount of time an individual has known the subject affects the
accuracy of the feedback given. Exchanger (2004) found that staff who had been at an
organisation long enough to get past first impressions (known the subject for 1-3 years), but
not long enough to lose their objectivity (known the subject for more than 3 years), gave the
most accurate ratings. Individuals who knew the subject for less than 1 year provided the
second most accurate ratings.

• Personal feedback: Respondents may provide personal rather than constructive
feedback which can upset the subject and not have much value. It must be clear to staff why
they're doing the survey - that it must be constructive and not personal.



• Not applicable for all: It's important to keep in mind that 360 degree feedback is not
useful for all organisations or for all jobs within an organisation.

• Feedback never provided: Providing the feedback must be planned before the
distribution of the surveys. Individuals cannot make changes if their feedback is not provided
and if a development plan isn't formed.

• No follow-ups: A lack of follow-ups can make the review worthless because people
may not be sticking to their development plans. Follow-ups should be carried out quarterly
for two years, with the survey being re-administered every 6-12 months.

• Lacking anonymity: A lack of anonymity can undermine the whole process.
Confidentiality must be ensured or respondents will not be truthful. Also, external coaches
can be hired to assist employees through their follow-ups as staffs is likely to be more
comfortable speaking with external sources rather than HR.

• Inter-rater reliability: Gravures and Robbie (1998) found that feedback from direct
reports are the least reliable from: direct reports, peers and managers. This suggests that more
people are needed to contribute to create a reliable outcome.

• Performance reviews: Some organisations use this 360 degree feedback format for
performance reviews and it has been frequently suggested that this lacks validity:

o Employees may not be trained to evaluate others' performance.

o Respondents can manipulate this system, for example, one colleague may say to
another "If you say X about me, I'll say X about you," or perhaps "Let's say X about her."

o The likelihood of manipulation increases if these reviews are used for employment
decisions, such as, pay and promotions.

o Trust at work decreases.

o Work morale can decline when staff are given performance reviews in this format.
When the 360 degree feedback system has been used for development, negative feedback is
seen as constructive.

Session 6: Performance Review and potential performance appraisal

Performance Review meetings are the formal meetings where the manager discusss with the
subordinate about the ratings given to him .there are four approaches used to conduct
performance appraisal meetings- Tell and sell method (here only managers speaks), Tell and
listen method (it’s a dialogue cum conversation that happens here); Problem solving method
(manager takes the hat of a helper and tries to address the problems faced by subordinate) and
Mixed method (combination of all three).



Steps for Conducting Performance Reviews

1. Set ground rules – the manger explains the process of how the review meeting would be
conducted, also relevance of the meeting and creates an environment of trust.

2. Employee s opinion- here the managers seeks what the subordinate feels about his or her
own performance.

3. Managers opinion- manager gives his opinion about the subordinates sperformance with
required evidence and documents

4. Discuss on the points you agree upon- here they discuss on the criteria where both manger
and subordinate have consensus.

5.Discuss on the points you disagree upon- here they discuss on the criteria where both
manger and subordinate have diverse opinion.

6.Action plan for future. The manger sets future action plan for the employee keeping in
record of his current oerformance.

Performance review meeting components

Generally performance review consist of the following components-

1. Explanation of meeting purpose

the manger explains the process of how the review meeting would be conducted, also
relevance of the meeting and creates an environment of trust.

2. Employee self-appraisal

3. This has to be done by the employee in advance to the meeting. The employee needs
to be given the self appraisal form much before the meeting.

4. Supervisor & employee share rating and rationale-

here the managers seeks what the subordinate feels about his or her own performanceand
manager gives his opinion about the subordinates s performance with required evidence
and documents. Further they discuss on the points you agree upon and also discuss on the
points they disagree upon

5. Developmental discussion

Manager identifies what additional KSA is required for the subordinate taking the
consensual feedback from subodinates

6. Rewards discussion- may not be always included in this meeting. Can be done
separately . The manager discusses the hike, protion that the subordinate might or
might not get.

7. Follow-up meeting arrangement

8. Approval and appeals process discussion



9. If the manager is not happy with his rating he can voice out his opinion and contest
the rating and move to the next higher authority for review. This is called as an appeal
process.

Steps to take before meeting:

■ Give at least 2 weeks notice- manager informs subordinate well in advance.

■ Block sufficient time

Never conduct the meeting in a hurry. Have adequate time in hand. Also inform the
subordinate to keep his calendar free.

■ Arrange to meet in a private location without interruptions-

Meeting to be done in private without any disturbance.

Possible defensive behaviors of employees

Employees are not always happy with the review. They might turn hostile or indifferent to the
feedback. So the two approaches taken by subordinates are-

■ Fightresponse

■ Blaming others

■ Staring at supervisor

■ Raising voice

■ Other aggressive responses

■ Flight response

■ Looking/turning away

■ Speaking softly

■ Continually changing the subject

■ Quickly agreeing without basis

■ Other passive responses

How To prevent/reduce defensive behaviors

■ Establish and maintain rapport

■ Be empathetic

■ Observe verbal and nonverbal cues

■ Minimize threats

■ Encourage participation



When defensiveness is unavoidable then Accept employee’s feelings and Ask for additional
information and clarification (if appropriate) . If situation becomes intolerable Reschedule the
meeting for a later time

Potential Appraisal

Potential appraisal is an assessment / appraisal of a person’s competence to perform job with
higher accountabilities. In other words, assessing a person’s hidden talent capacity to handle
higher job role. So, level of competency, capability of a person to perform higher cadre /
grade job is measured through potential appraisal system.

Every company needs managers in different positions/ units for its active operative in a
desired manner. So, when openings ascend due to superannuation, resignation, dismissal,
discharge of employees, diversification expansion of business process reengineering initiation
etc. necessity is felt to fill up those vacant posts basically through promotion. Now the
questions arise – (a) Who are the people to be promoted? (b) How are the people identified
for promotion?

The answer to question number – (a) is those persons having capability to handle higher level
jobs are to be promoted and answer for question (b) is those persons having capability of
performing higher jobs are to be identified through potential appraisal.

Session 7:Team performance assessment

Metrics to measure team performance –

1. Attendance –

If a team member is constantly showing up late, leaving early, or taking an unusual number of
sick days, they’re likely not showing their full potential.Poor attendance can be caused by a
lack of motivation, health issues, or burnout. There are a number of indirect costs of
absenteeism, such as the additional burden laid on other team members who have to
compensate for absent coworkers, which can effect work performance standards and security.

2. Prosocial behavior like being helpfule

Helpfulness is a key performance metric at any company: the manager could ask Who in your
department (or another department) has been the most helpful over the past six months to you
and your operational role?’”

Helpfulness is vital for nurturing a ethos of cooperation, permitting your team to perform
improved when undertaking challenging responsibilities together. It might be difficult to
measure helpfulness, but is a great measure.

3.Efficiency in terms of  deadline completion

https://www.forbes.com/sites/investopedia/2013/07/10/the-causes-and-costs-of-absenteeism-in-the-workplace/#49d19b793eb6
https://www.forbes.com/sites/investopedia/2013/07/10/the-causes-and-costs-of-absenteeism-in-the-workplace/#49d19b793eb6


Keeping an eye for missed deadlines or work that suffers as a result of cramming for
deadlines for clues as to how efficiently a team member is working.Attendance is important
here too: if you see a team member clocking large amounts of overtime every day, you may
need to speak to them about time management.

4: Initiative

An employee that takes initiative is definitely a sign of team satisfaction and engagement.
Looking at team members who take initiative is also important for growing businesses and
for rapidly changing workplaces that require people who can adapt and be proactive.

5: Quality

The quality of work your team members put out is perhaps the most important metric, but it
is also the most difficult to define. Productivity is more complex than simply looking at the
number of sales calls put out or the number of blog posts published. How many meaningful
connections did your salesperson actually make with the new leads? How much of your
content actually gets viewed and shared by your audience? One suggestion is to measure the
amount of work that gets rejected or needs to be redone as a proxy for the quality of work.

It is also important to check individuals who are showing self loafing. There are others in the
team who cause group shift and group shift. To avoid such instances methods like
brainstorming, nominal group technique could be used.

Session 8Developing teams

Following tactics could be used to develop teams –

1To Set and track attainable goals. Always set SMART goals for the team.

2. Roles and tasks should be clarified- Interacting with team members individually to on
converse the urgencies and expectations for their roles. Explain the tasks which are the most
important and the allocation of time to be spent on these tasks.

3. Give and receive feedback

Cultivate ethos of reliance in your team, providing constructive, meaningful feedback on a
regular basis.

4. Measure everything

If you can’t measure it, you can’t improve it. So keep an eye on the metrics that matter for
your team. For instance, analyze recent changes in productivity, sales and income, or inspect
the latest staff retention rates.



Session 9 Measuring Performance

How to measure performance.

Performance can be measured either using result or behaiour based approaches.

In case of result based approach, we identify the broad accountabilities of the job (aka KRA),
then the measures(aka KPI) and performance standards.

In behavioural approach, we use the concept of competency. Competencies are inherent trait
in form of KSA which enables an individual to accomplish a task. Here we first Identify
competencies and its indicators ( Observable behaviors. These are used to measure extent to
which competencies are present – or not ) and finally Choose measurement system.

Under behavioural based approach we could either use a comparative method or an absolute
method. Under comparative method, we compare two or more individuals and under absolute
method, no comparisons are used.

Following are the methods under Absolute method-

■ Essays - In this method the rater writes down the employee description in detail within a
number of broad categories like, overall impression of performance, promoteability of
employee, existing capabilities and qualifications of performing jobs, strengths and
weaknesses and training needs of the employee. Advantage – It is extremely useful in
filing information gaps about the employees that often occur in a better-structured
checklist. Disadvantages – It its highly dependent upon the writing skills of rater and
most of them are not good writers. They may get confused success depends on the
memory power of raters.

■ Behavior checklists- Evaluator uses a list of behavioral descriptions & checks off those
that apply to employee or gives ‘Yes’/’No’ responses.Checklist are scored according to
the weights assigned. The role of the Rater and scorer are different

■ Critical incidents- the approach is focused on certain critical behaviors of employee that
makes all the difference in the performance. Supervisors as and when they occur record
such incidents. Advantages – Evaluations are based on actual job behaviors, ratings are
supported by descriptions, feedback is easy, reduces recency biases, chances of
subordinate improvement are high. Disadvantages – Negative incidents can be prioritized,
forgetting incidents, overly close supervision; feedback may be too much and may appear
to be punishment.

■ Graphic rating scales- Here the evaluator lists a number of traits and a range of
performance values for each trait.Supervisor rates each subordinate by checking the
score that best describes the subordinate’s performance for each trait.Finally we Total
the assigned values for the traits.

■ Behaviourally Anchored Rating Scale- BARS combines the benefits of narrative
critical incidents & quantitative ratings by anchoring a quantified scale with specific
narrative examples of good & poor performance. There are 5 Steps of developing



BARS- Generate critical incidents, Develop performance dimensions, Reallocate
incidents, Scale the incidents.

Generate critical incidents- SME describe specific illustrations of effective and ineffective
performance.

Develop performance dimensions - SME cluster incidents into smaller set of performance
dimensions and define each dimension.

Reallocate incidents- To verify, another group of SME reallocate the original critical
incidents. Retain a critical incident if 50-80% of this second group assigns as did the first
group.

Scale the incidents- The second group rates the behavior described by the incident .

Develop final instrument.Choose 6-7 of the incidents as dimensions of behavioral anchors.
And finally develop a final instrument.

Comparative measurement systemtechniques

● Ranking Methods: Superior ranks his worker based on merit, from best to worst. However
how best and why best are not elaborated in this method. It is easy to administer and
explanation.

● Paired Comparison Methods: In this method each employee is rated with another
employee in the form of pairs. The number of comparisons may be calculated with the
help of a formula as under.N x (N-1) / 2.

● Alternate ranking - Here Ranking employees happen from best to worst on a trait
.first the Alternates between highest and lowest until all employees to be rated have
been addressed and then next worst and best found.

● Forced Choice Method: The series of statements arranged in the blocks of two or
more are given and the rater indicates which statement is true or false. The rater is
forced to make a choice. HR department does actual assessment. Advantages –
Absence of personal biases because of forced choice. Disadvantages – Statements
may be wrongly framed.

● Forced Distribution Method: here employees are clustered around a high point on a
rating scale. Rater is compelled to distribute the employees on all points on the scale. It is
assumed that the performance is conformed to normal distribution. Advantages –
Eliminates Disadvantages – Assumption of normal distribution, unrealistic, errors of
central tendency

Who Should Provide Performance Information?

Direct knowledge of employee performance

1. Supervisors

Advantages

a. Can evaluate performance vs. strategic goals



b. Make decisions about rewards

c. Able to differentiate among performance dimensions

d. Viewed as exclusive source in some cultural contexts

Disadvantages

a. Supervisor may not be able to directly observe performance

b. Evaluations may be biased

2. Peers

Advantages

a. Assess teamwork

Disadvantages

a. Possible friendship bias
b. May be less discriminating
c. Context effects

3. Subordinates

Advantages

a. Accurate when used for developmental purposes

b. Good position to assess some competencies

Disadvantages

a. Inflated when used for administrative purposes

b. May fear retaliation (confidentiality is key)

4. Self

Advantages

a. Increased acceptance of decisions

b. Decreased defensiveness during appraisal interview

c. Good position to track activities during review period

Disadvantages

■ May be more lenient and biased

5. Customers



Advantages

■ Employees become more focused on meeting customer expectations.

Disadvantages

■ Time

■ Money

Types of rating errors

Intentional errors

■ Rating inflation

■ Rating deflation

■ Unintentional errors

■ Due to complexity of task

Managers commit mistakes while evaluating employees and their performance. Biases and
judgment errors of various kinds may spoil the performance appraisal process. Bias here
refers to inaccurate distortion of a measurement. These are:

1. First Impression (primacy effect): Raters form an overall impression about the ratee
on the basis of some particluar characteristics of the ratee identified by them. The
identified qualities and features may not provide adequate base for appraisal.

2. Halo Effect: The individual’s performance is completely appraised on the basis of a
perceived positive quality, feature or trait. In other words this is the tendency to rate a
man uniformly high or low in other traits if he is extra-ordinarily high or low in one
particular trait. If a worker has few absences, his supervisor might give him a high
rating in all other areas of work.

3. Horn Effect: The individual’s performance is completely appraised on the basis of a
negative quality or feature perceived. This results in an overall lower rating than may
be warranted. “He is not formally dressed up in the office. He may be casual at work
too!”.

4. Excessive Stiffness or Lenience: Depending upon the raters own standards, values
and physical and mental makeup at the time of appraisal, ratees may be rated very
strictly or leniently. Some of the managers are likely to take the line of least resistance
and rate people high, whereas others, by nature, believe in the tyranny of exact
assessment, considering more particularly the drawbacks of the individual and thus
making the assessment excessively severe. The leniency error can render a system
ineffective. If everyone is to be rated high, the system has not done anything to
differentiate among the employees.

5. Central Tendency: Appraisers rate all employees as average performers. That is, it is
an attitude to rate people as neither high nor low and follow the middle path. For
example, a professor, with a view to play it safe, might give a class grade near the
equal to B, regardless of the differences in individual performances.

6. Personal Biases: The way a supervisor feels about each of the individuals working
under him - whether he likes or dislikes them - as a tremendous effect on the rating of
their performances. Personal Bias can stem from various sources as a result of



information obtained from colleagues, considerations of faith and thinking, social and
family background and so on.

7. Spillover Effect: The present performance is evaluated much on the basis of past
performance. “The person who was a good performer in distant past is assured to be
okay at present also”.

8. Recency Effect: Rating is influenced by the most recent behaviour ignoring the
commonly demonstrated behaviours during the entire appraisal period.

Therefore while appraising performances, all the above biases should be avoided.

Preventing Rating Distortion Through  Rater Training Programs

Rater Training Programs Should Cover:

Information

Motivation

Identifying, observing, recording and evaluating performance

How to interact with employees when they receive performance information

Session 10 Appraisal system design

Appraisal system design involves the the implementation of a performance management
system. It requires the involvement of many players. Specifically, the successful
implementation of the system requires a clear understanding of how the system works and
a clear understanding of its benefits from the different perspectives of all involved. In
other words, successful implementation requires wide organizational support and
acceptance. Initially, it may be that each organizational layer and unit will include only
one or just a handful of individuals who are knowledgeable and supportive of the system.
These “champions” are likely to serve as advocates and resources for the system.
Eventually, however, the system cannot be implemented successfully if only a handful of
organizational members are on board.
Before the system is launched, a successful communication plan must be implemented
that will gain system acceptance. Part of the communication plan includes a description of
the appeals process. Then, as part of the preparation phase before the system is actually
launched, raters are trained to observe and evaluate performance as well as to give
feedback. The system should then be tested, and the results of a pilot test should be used



to fix any glitches. Only after these presystem implementation steps are taken can the
system be launched with confidence. Finally, after the system has been tested and
launched, there is a need to monitor and evaluate the system on an ongoing basis to
determine whether it is working properly and what adjustments may be needed to make it
work. The ongoing monitoring of the system is crucial because the system may eventually
lose support if no data are provided to show the system’s benefits.

COMMUNICATION PLAN

In general, having more and better knowledge of the performance management system
leads to greater employee acceptance and satisfaction. Organizations often design a
communication plan to ensure that information regarding the performance management
system is widely disseminated in the organization. Agood communication plan answers
the following questions:

• What is performance management?

• How does performance management fit into our strategy?

• What’s in it for me?

● How does it work?
● What are my responsibilities?
● How is performance management related to other initiatives?

The fact that the information has been made available does not necessarily mean the
communication plan will be successful in gaining acceptance. This is because people
have cognitive biases that affect what information is taken in and how it is processed.
Specifically, there are three types of biases that affect the effectiveness of a
communication plan, regardless of how well it has been implemented. These are selective
exposure, selective perception, and selective retention.

First, selection exposure is a tendency to expose our minds only to ideas with which we
already agree. Those employees who already agree that performance management is a
good idea may become involved in the communication plan activities, including reading
about the system and attending meetings describing how the system works. On the other
hand, those who do not see much value in performance management may choose not to
read information about it and not to attend meetings related to performance management.

Second, selective perception is a tendency to perceive a piece of information as meaning
what we would like it to mean even though the information, as intended by the
communicator, may mean the exact opposite. Someone who believes performance
management is about only rewards and punishments may incorrectly interpret that
receiving formal performance feedback at the end of each quarter translates into receiving
a pay increase or a bonus.

Third, selective retention is a tendency to remember only those pieces of information
with which we already agree. If an employee perceives his employer as vindictive, that



employee is not likely to remember information about how the appeals process works or
about other fair and equitable aspects of the system.

Selective exposure, selective perception, and selective retention biases are pervasive and
could easily render the communication plan ineffective. Fortunately, there are several
ways to minimize the negative impact of these biases and, therefore, help gain support for
the system. Consider the following:4

• Involve employees. Involve employees in the design of the system. People support what
they help create. The higher the level of participation is in designing the system, the
greater the support for the system will be.

• Understand employee needs. Understand the needs of the employees, and identify ways
in which these needs can be met through performance management. Basically, provide a
personal, clear, and convincing answer to the “What’s in it for me?” question.

• Strike first. Create a positive attitude toward the new performance system before any
negative attitudes and rumors are created. Make communications realistic, and do not set
up expectations you cannot deliver. Discuss some of the arguments that might be used
against the system, and provide evidence to counter them.

• Provide facts and consequences. Because of the employee biases, facts do not
necessarily speak for themselves. Clearly explain facts about the system, and explain
what they mean or what the consequences are. Don’t let users draw their own conclusions
because they may differ from yours.

• Put it in writing. In Western cultures, written communications are usually more
powerful and credible than spoken communications because they can be carefully
examined and challenged for accuracy. Create documentation, which can be made
available online, describing the system.

• Use multiple channels of communication. Use multiple methods of communication,
including meetings, e-mail, and paper communication. In other words, allow employees
to be exposed repeatedly to the same message delivered using different communication
channels. Of course, make sure the channels all convey consistent information.

• Use credible communicators. Use credible sources to communicate the performance
management system. In companies where HR department members are perceived as “HR
cops” because they continually emphasize what cannot be done as opposed to how one’s
job can be done better, it may be better to use a different department or group. Instead, in
such situations, communication should be delivered by people who are trusted and
admired within the organization. It also helps if those delivering the communication and
endorsing the system are regarded as key and powerful organizational players.

• Say it, and then say it again. Repeat the information frequently. Since people can absorb
only a small amount of information at a time, the information must be repeated
frequently. In addition to implementing a communication process, support for the
performance management system can be gained by implementing an appeals process.
This topic is discussed next.

APPEALS PROCESS



The inclusion of an appeals process is important in gaining employee acceptance for the
performance management system because it allows employees to understand that if there
is a disagreement regarding performance ratings or any resulting decisions, then such
disagreements can be resolved in an amicable and nonretaliatory way. In addition, the
inclusion of an appeals process increases perceptions of the system as fair.When an
appeals process is in place, employees have the ability to question two types of issues:
judgmental and administrative. Judgmental issues center on the validity of the
performance evaluation. For example, an employee may believe that a manager’s
performance ratings for that employee do not reflect his actual performance.
Administrative issues involve whether the policies and procedures were followed. For
example, an employee may argue that her supervisor did not meet with her as frequently
as he had with her coworkers and that the feedback she is receiving about her
performance is not as thorough as that received by her coworkers. Typically, when an
appeal is first filed, the HR department serves as a mediator between the employee and
the supervisor. An appeal sent to the HR department is usually called a Level 1 or Level
A appeal. The HR department is in a good position to judge whether policies and
procedures have been implemented correctly and has good information about the various
jobs, levels of performance expected, and levels of performance of other employees
within the unit and organization. The HR department gathers the necessary facts and
brings them to the attention of either the rater to encourage reconsideration of the decision
that caused the appeal or to the complainant to explain why there have been no biases or
violations. In other words, the HR department either suggests corrective action to the
supervisor or informs the employee that the decision or procedures were correct.

If the supervisor does not believe corrective action should be taken, or if the employee
does not accept the HR decision, and the appeal continues, then an outside and unbiased
arbitrator makes a final and binding resolution. This is usually called a Level 2 or Level B
appeal. This arbitrator can consist of a panel of peers and managers. The panel reviews
the case, asks questions, interviews witnesses, researches precedents, and reviews policy.
Then, they simply take a vote to make the decision. In some cases, the vote represents the
final decision. In other cases, the vote is forwarded to a high-level manager (vice
president or higher level) who takes the panel’s vote into consideration in making the
final decision.

TRAINING PROGRAMS FOR THE ACQUISITION OF REQUIRED SKILLS

Training the raters is another step necessary in preparing for the launching of the
performance management system. Training not only provides participants in the
performance management system with needed skills and tools to do a good job
implementing it but also helps increase satisfaction with the system.

Frame of reference (FOR) training

It helps improve rater accuracy by thoroughly familiarizing raters with the various
performance dimensions to be assessed. The overall goal is to give raters skills so that
they can provide accurate ratings of each employee on each dimension by developing a
common FOR. A typical FOR training program includes a discussion of the job
description for the individuals being rated and the duties involved. Raters are then
familiarized with the performance dimensions to be rated by reviewing the definitions for
each dimension and discussing examples of good, average, and poor performance.



Ratersare then asked to use the appraisal forms to be used in the actual performance
management system to rate fictitious employees usually shown in written or videotaped
practice vignettes. The trainees are also asked to write a justification for the ratings.
Finally, the trainer informs trainees of the correct ratings for each dimension and the
reasons for such ratings and discusses differences between the correct ratings and those
provided by the trainees.

Behavioral observation (BO)

It is a training is another type of program implemented to minimize unintentional rating
errors. BO training focuses on how raters observe, store, recall, and use information about
performance. Fundamentally, this type of training improves raters’ skills at observing
performance. For example, one type of BO training involves showing raters how to use
observational aids such as notes or diaries. These observational aids help raters record a
preestablished number of behaviors on each performance dimension. Using these aids
helps raters increase the sample of incidents observed and recorded during a specific time
period. In addition, an aid such as a diary is an effective way to standardize the
observation of behavior and record of critical incidents throughout the review period.

In addition, it serves as a memory aid when filling out evaluation forms. Memory aids are
beneficial because ratings based on memory alone, without notes or diaries, are likely to
be distorted due to factors of social context (e.g., friendship bias) and time (i.e., duration
of supervisor–subordinate relationship)

Rater Error Training

RET programs typically include definitions of the most typical errors and a description of
possible causes for those errors. Such programs also allow trainees to view examples of
common errors and to review suggestions on how to avoid making errors. This can be
done by showing videotaped vignettes designed to elicit rating errors and asking trainees
to fill out appraisal forms regarding the situations that they observed on the videotapes.
Finally, a comparison is made between the ratings provided by the trainees and the correct
ratings. The trainer then explains why the errors took place,which specific errors were
made, and ways to overcome the errors in the future. RET does not guarantee increased
accuracy. Raters do become aware of the possible errors they can make but, because
many of the errors are unintentional, simple awareness of the errors does not mean that
errors will not be made. Nevertheless, it may be useful to expose raters to the range of
possible errors.

Pilot process

Before the performance management system is implemented formally, it is a good idea to
test a version of the entire system so that adjustments and revisions can be made as
needed.25 In the pilot test of the system, evaluations are not recorded in employee files;
however, the system is implemented in its entirety from beginning to end, including all
the steps that would be included if the system had actually been implemented. In other
words, meetings take place between supervisor and employee, performance data are
gathered, developmental plans are designed, and feedback is provided. The most
important aspect of the pilot test is that all participants maintain records noting any



difficulties they encountered, ranging from problems with the appraisal form and how
performance is measured to the feedback received. The pilot test allows for the
identification and early correction of any flaws before the system is implemented
throughout the organization.

We should not assume that the performance management system will necessarily be
executed or that it will produce the anticipated results. The pilot test allows us to gain
information from the perspective of the system’s users on how well the system works, to
learn about any difficulties and unforeseen obstacles, to collect recommendations on how
to improve all aspects of the system, and to understand personal reactions to it. In
addition, conducting a pilot test is yet another way to achieve early acceptance from a
small group who can then act as champions for the performance management system,
rather than putting the burden on the HR department to sell the idea. A final reason for
conducting a pilot test is that end users are likely to have a higher system acceptance rate
knowing that stakeholders in the company had a say in its design, rather than feeling that
the system was created by the HR department alone.

An important decision to be made is the selection of the group of employees with whom
the system will be tested. In choosing this group, we need to understand that the managers
who will be participating should be willing to invest the resources required to do the pilot
test. In addition, this group should be made up of managers who are flexible and willing
to try new things. Thus, managers should know what the system will look like and receive
a realistic preview before they decide to participate in the pilot test.

In selecting the group, we must also consider that the group should be sufficiently large
and representative of the entire organization so that reactions from the group will be
generalizable to the rest of the organization. Thus, in selecting the group, we should select
jobs that are similar to those throughout the company, and the group selected should not
be an exception in either a positive or a negative way. Specifically, the group should not
be regarded as particularly productive, loose, hardworking, lazy, and so forth.

Pilot tests provide crucial information to be used in improving the system before it is
actually put in place. Pilot testing the system can provide huge savings and identify
potential problems before they become irreversible and the credibility of the system is
ruined permanently

ONGOING MONITORING AND EVALUATION

When the testing period is over and the performance management system has been
implemented organization-wide, it is important to use clear measurements to monitor and
evaluate the system.28 In a nutshell, a decision needs to be made about how to evaluate
the system’s effectiveness, how to evaluate the extent to which the system is being
implemented as planned, and how to evaluate the extent to which it is producing the
intended results.

Evaluation data should include reactions to the system and assessments of the system’s
operational and technical requirements. For example, a confidential survey could be
administered to all employees asking about perceptions and attitudes regarding the
system. This survey can be administered during the initial stages of implementation and
then at the end of the first review cycle to find out if there have been any changes. In



addition, regarding the system’s results, one can assess performance ratings over time to
see what positive effects the implementation of the system is having. Finally, interviews
can be conducted with key stakeholders including managers and employees who have
been involved in developing and implementing the performance management system.
Several additional measures can be used on a regular basis to monitor and evaluate the
system:

• Number of individuals evaluated. One of the most basic measures is to assess the
number of employees who are actually participating in the system. If performance
evaluations have not been completed for some employees, we need to find out who they
are and why a performance review has not been completed.

• Distribution of performance ratings. An indicator of quality of the performance
assessments is whether all or most scores are too high, too low, or clumped around the
center of the distribution. This may indicate intentional errors such as leniency, severity,
and central tendency. Distributions of performance ratings can be broken down by unit
and supervisor to determine whether any trends exist regarding rating distortion and
whether these distortions are localized in particular units. Note that there may be
exceptional units in which most employees are outstanding performers and units in which
most employees are poor performers. This is the exception to the rule, however, and such
distributions usually indicate intentional errors on the part of raters.

• Quality of information. Another indicator of quality of the performance assessments is
the quality of the information provided in the open-ended sections of the forms. For
example, how much did the rater write? What is the relevance of the examples provided?

• Quality of follow-up actions. A good indicator of the quality of the system is whether it
leads to important follow-up actions in terms of development activities or improved
processes. For example, to what extent do follow-up actions involve exclusively the
supervisor as opposed to the employee? If this is the case, then the system may not be
working as intended because it may be an indicator that

employees are not sufficiently involved.

• Quality of performance discussion meeting. A confidential survey can be distributed to
all employees on a regular basis to gather information about how the supervisor is
managing the performance discussion meetings. For example, is the feedback useful? Has
the supervisor made resources available so that the employee can accomplish the
developmental plan objectives? How relevant was the performance review discussion to
one’s job? To what degree have developmental objectives and

plans been discussed?

• System satisfaction. A confidential survey could also be distributed to assess the
perceptions of the system’s users, both raters and ratees. This survey can include
questions about satisfaction with equity, usefulness, and accuracy.

Overall cost/benefit ratio or return on investment (ROI). A fairly simple way to address
the overall impact of the system is to ask participants to rate the overall cost/benefit ratio
for the performance management system. This is a type ofbottom-line question that can
provide convincing evidence for the overall worth of the system. The cost/benefit ratio
question can be asked in reference to an individual (employee or manager), her job, and
her organizational unit.



• Unit-level and organization-level performance. Another indicator that the system is
working well is provided by the measurement of unit- and organization-level
performance. Such performance indicators might be customer satisfaction with specific
units and indicators of the financial performance of the various units or the organization
as a whole. We need to be aware that it may take some time for changes in individual and
group performance level to be translated into unit- and organization-level results. We
should not expect results as soon as the system is implemented; however, we should start
to see some tangible results at the unit level a few months after the system is in place.

ONLINE PROCESS

The implementation of much of the interventions described can be facilitated by doing so
online. For example, the communication plan can include e-mails as well as electronic
newsletters. There can also be a Web site dedicated to the performance management
system that includes updates regarding the system. The appeals process can also include
an online component, and there can be a dedicated Web site for employees to file appeals,
if needed. Training raters can also be accomplished with the help of online tools.

Another advantage of an online system is that it is easier to monitor unit-level and
organization-level trends over time. Another advantage is automation.


