                                  Performance Appraisal

AN IMPORTANT MANAGEMENT TOOL

Background for the trainer

A.
Introduction

Formal performance appraisals are a vital management tool to evaluate and im​prove employee performance and motivation. In many companies fair and carefully prepared appraisals also help link compensation to performance. They identify employees for promotion and training and help employees set and accomplish career objectives. In some cases they lay the groundwork for removing unsatisfac​tory performers. They also reduce the chance of actual or perceived discrimination. Many supervisors don't like to judge employees and worry about handling negative reactions. They will be more comfortable and effective when they understand how a formal system helps the company, the supervisor, and the employee achieve their goals.

B.
Applicable Regulations

Age Discrimination in Employment Act, Americans with Disabilities Act (ADA), Civil Rights Act Title VII, Civil Rights Act of 1991, Equal Pay Act, Immigration Reform and Control Act, National Labor Relations Act (NLRA), Pregnancy Discrimination Act, Rehabilitation Act of 1973, Uniformed Services Employment and Reemployment Rights Act, Vietnam Era Veterans Readjustment Act

C.
Learning Objectives

At the conclusion of this training the trainee should:

1. Understand the objectives of the performance appraisal system.

2. Recognize the system's value for company, supervisor, and employee.

3. Know how the system supports fair treatment, equal employment opportunity, and avoids even the appearance or perception of discrimination.

4. As a result, be prepared to use performance appraisal to recognize employee accomplishments and help employees improve performance.

At the Meeting

A.
Background

Appraising performance is an essential part of a supervisor's job. It's important to the company's, the supervisor's, and the employee's success. A formal system assures that each employee will be judged fairly and objectively and rewarded on the basis of job performance. It also helps supervisors identify individual perfor​mance problems and develop plans to address those problems.
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Supervisors' effective use of the performance appraisal system enables the com​pany to make the best use of its most important assets: its people. Performance appraisal identifies candidates for promotion and for training. It assures that each individual is judged fairly and keeps discrimination out of promotion and compensation decisions. If necessary, it helps document performance problems that can lead to a fair and legal termination. It also makes discrimination charges less likely.

B. Pre-Training Quiz


Ask the group one or more of the questions below to help them focus on perfor​mance appraisal as a management tool. Briefly discuss their responses and the correct responses. The purpose of the quiz is not to test or grade their knowledge, but to highlight the values of a formal system and the problems that a less formal approach can create.

1.
Performance appraisal is as important for good performers as for weak ones. True or false?

(Answer: True. Good performers' accomplishments should be recognized and rewarded. They also need encouragement to set and achieve higher goals.)

2.
It's all right to give a mediocre performer a good review, as long as you don't give the person a promotion. True or false?

(Answer: False. If an appraisal isn't objective and honest, the employee may not realize there are any problems. In addition, a person who is discharged after a series of good appraisals could claim that dismissal was unfair.)

3.   Performance appraisals should be based on performance, not the individual employee's personality or style. True or false?

(Answer: True. That's the only objective way to judge performance. It's also the best way to assure that promotion, pay, termination, or other decisions won't be legally challenged later.)

C.  Company Policy

Your company's policy may differ in some ways from the training points that follow. Omit or modify any training points that don't apply to you; be sure participants understand both the overall issues and your company's policy. Add any additional information required by your company.

( Hand out and review copies of your company's performance appraisal policy and any procedures and guidelines on using the system.

( Discuss the timetable for performance appraisals.

( Emphasize that supervisors are expected to provide timely, thorough, objective   performance appraisals for each employee.

( Ask for and respond to any questions.

e

E
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D. Main Points to Cover

Copy and distribute Handout 22O5-25, or use it as an overhead. Use it to reinforce the points 1-3 below.

1. Performance Appraisal Helps an Organization Effectively Manage Its Human

     Resources.

(
It communicates corporate and department goals.

(
It builds stronger working relationships and improves productivity.
(
It identifies strong performers for promotion, raises, etc.

(
It identifies performers who could improve with added training or coaching.

(
It identifies poor or marginal performers who may not have the skills and/or attitude needed to make a contribution.

(
It assures that personnel decisions are based on objective criteria.

2. Performance Appraisal Enables Supervisors to Meet Their Job Goals.

( It demonstrates their own management skills.

( It develops and improves rapport with employees and builds morale.

( It identifies both strong performers and those who need improvement.

( It identifies general training needs.

( It recognizes employee achievements and demonstrates fairness.

( It improves employee productivity.

( It helps identify goals for employees to meet to help organizational goals.

3. Performance Appraisal Lets Employees Know How They are Doing.

( It recognizes their accomplishments.

( It helps them set goals, improve performance, and build opportunities for career development.

( It provides a chance to communicate with supervisors about their goals and performance.

( It brings to their attention any areas of job performance needing improvement.

( It encourages them to take responsibility for their performance and progress.

( It assures them that appraisals are fair.

4. Performance Appraisal May Also Focus Compensation on Performance and Distributes Awards Fairly.

The system must be objective in order to tie performance and compensation together.

( Employers can distribute limited resources according to employee contributions to productivity and/or profitability.

( Employees are motivated to improve performance in order to receive rewards.
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5.
Performance Appraisal Helps Remove Subjective Judgments and Stereotyping from Compensation and Promotion Decisions.

(
Supervisors who use objective appraisal systems can concentrate on perfor​mance, not personal characteristics.

(
When everyone who performs the same tasks must meet the same criteria,

employees are less likely to believe they are victims of discrimination.

(
Performance-based appraisals make employees less defensive and more likely

to participate in developing an improvement program.

(
A consistent, objective performance appraisal system is more likely to be viewed as fair and helpful by employees, supervisors, the organization, and judges or other members of the legal system.

E.
Practical Exercises and Discussion

Reemphasize the value of performance appraisal by using one or more of the following.

1.
Ask participants to look again at the organizational, supervisor, and employee goals in Handout 2205-25. Then ask for suggestions about other goals to add to the list.

2.  Ask if anyone ever held a job where he or she did not receive formal perfor​mance appraisals. How did that affect their attitudes toward and performance on the job?

3.  Discuss the kinds of subjective personal feelings that can interfere with objec​tive performance appraisals.

F. Summary

1. Company policy requires supervisors to provide each employee with an objec​tive, standardized performance appraisal on a scheduled basis.

2. Formal objective performance appraisals are the best way for an organization to get a clear picture of the strength of its human resources.

3. Performance appraisals are the best and fairest basis for rewarding strong performers and developing training and coaching programs for those who need help.

4. Performance appraisals identify marginal or poor performers who will have to reach clear goals on strict timetables.

5. Performance appraisals allow supervisors to improve their own management skills and the performance and morale of their groups.

6. Performance appraisals keep employees informed on how they're really doing and how they can improve.

7. Performance appraisals help create an organization wide system of motivation and rewards based on performance.
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G.
Wrap-up

1. Ask if there are any questions or further discussion.

2. Hand out evaluation forms.

3. Collect the completed forms.

4. Thank the trainees for their participation.

(31501300)
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Handout 2205-25

Performance Appraisal Helps Achieve Goals

Organization
( Communicates corporate goals.

(
Provides management with decision-making information on human resources.

(
Provides objective basis for raises, promotions, training, and other personnel actions.

(
Builds stronger working relationships.

(
Improves overall organizational productivity.

(
Provides documentation for inquiries on general promotion policies or individual claims of discrimination.

· ________________________________________

· __________________________________________

· ___________________________________________

Supervisor

(Builds management skills.

(Develops and improves rapport with employees.

(Identifies and rewards high performers.

(Identifies performers needing improvement for coaching/training.

(Improves individual employee productivity.

(Identifies general training needs.

(Demonstrates fairness to employees.

(Improves group morale.

· __________________________________

· __________________________________

· ___________________________________

Employees

(Finds out how they're doing.

(Provides recognition for accomplishments.

( Allows for two-way communication on goals and performance.

(
Encourages taking responsibility for their performance and progress.

(
Helps set goals and direct efforts.

(Provides opportunities for career development and improvement.

(Assures fair individual evaluations.

· ________________________________________________

· _________________________________________________

· _________________________________________________
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[image: image1.jpg]Measuring Job Performance Form

Employee Name and Position

Supervisor

Appraisal Period: From To

Rating Guide: (Choose one)

Numerical Descriptive

1 = Unsatisfactory/Unacceptable Doesn't Achieve Standard
2 = Marginal/improvement needed Achieves Standard

3 = Satisfactory/Acceptable Exceeds Standard

4 = Exceeds standards/above average
8 = Exceptional/consistently outstanding

Dependability (e.g., fulfills assignments)

Initiative (e.g., self-starting, takes on responsibility)
Time Management (e.g., meets deadlines)

Punctuality (e.g., arrives at work and meetings on time)

Attendance (e.g., number of absences and unexcused
absences)

Working relationships (e.g., cooperation, leadership)
Communications (e.g., written and verbal clarity)

Comments

Productivity (e.g., amount of work produced,deadlines met)
Quiality of work (e.g., accurate, complete)

Specific standard for job (describe)

Specific standard for job (describe)

Specific individual goal (describe)

Specific individual goal (describe)

Comments

Knowledge of job requirements and tasks
Level of technical knowledge
Additions to technical or job knowledge

Comments
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Documenting Performance:

Background for the Trainer

A.
Introduction

To be effective and valuable, a performance appraisal must be objective. To help assure objectivity, supervisors need good records that document each individual's actual performance with regard to job responsibilities and goals. Supervisors can't assemble all this information the day before a performance appraisal meeting. They must follow a year-round system of observation and note taking, and telling the employee of incidents of strong performance and areas requiring improvement. That's the best way to provide each employee with a fair, thorough, and valuable performance appraisal. Written performance appraisals should summarize regular communication about job performance between supervi​sor and employee during the year. Appraisal details should not be a surprise to the employee. And, should the need for disciplinary action or termination occur, these records will help provide a sound, legal basis for it.

B.
Applicable Regulations

Age Discrimination in Employment Act, Americans with Disabilities Act (ADA), Civil

Rights Act Title VII, Civil Rights Act of 1991, Equal Pay Act, Immigration Reform and

Control Act, National Labor Relations Act (NLRA), Pregnancy Discrimination Act,

Rehabilitation Act of 1973, Uniformed Services Employment and Reemployment

Rights Act, Vietnam Era Veterans Readjustment Act
C.
Learning Objectives

At the conclusion of this training the trainee should:

1. Understand why objective performance appraisal requires each employee to

have performance goals.

2. Know how to document positive and negative examples of employee perfor​mance throughout the year.

3. Know how to use performance documentation to keep performance appraisals

objective, as well as to provide the basis for discipline or termination if necessary.

4. As a result, provide performance appraisals that are- and that employees

perceive to be- objective, fair, and helpful to employees who want to improve performance.
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At the Meeting

A. Background

Performance appraisal is one of a supervisor's most important responsibilities. But it won't be effective if it's confined to an annual meeting with each employee. It must be a year-round activity. You need ongoing observations and documentation of performance in order to provide a fair and useful appraisal of how the employee is actually doing. Focus your observations and documentation on incidents and behavior that relate to employees' performance goals. Objective documentation about individual effort and results will assure that your appraisals will reflect performance not your own likes and dislikes. If an employee needs to be disciplined or even terminated, this documentation will provide the basis for a legal decision.

B. Pre-Training Quiz

Ask participants one or more of the questions below to focus on the need for performance documentation. Briefly discuss their responses and the correct responses. The purpose is not to test or grade their knowledge, but to highlight the value of objective ongoing documentation of performance.

1. A good supervisor is able to keep mental track of individual employee perfor​mance. True or false?

(Answer: False. No one can remember every valuable example of good and poor performance for all employees. You need written documentation, otherwise your memories will be selective and perhaps faulty.)

2. Performance documentation should reflect the work performance and goals of individual employees. True or false?

(Answer: True. Each employee is different and requires and deserves individual treatment.)
C. Company Policy

Your company's policy may differ in some ways from the training points that follow. Skip or modify any training points that don't apply to you; be sure participants understand both the overall issues and your company's policy.
( Hand out and review copies of your company's performance appraisal policy, procedures, and forms.

( Emphasize the need to document and comment on performance all year long.

( Ask for and respond to any questions.
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D. Main Points to Cover
1. Specific Documentation of Performance Is the Basis of Any Useful Performance Appraisal. 
Supervisors must document and comment on employees' performance on an ongoing basis.

     Copy and distribute Handout 2211-25, or use as an overhead. Talk from the handout as you make the points below.

2. Document Performance That Reflects Duties and Goals.

( Use the same standards and performance areas for everyone in the same job to avoid actual or apparent discrimination.

( Incorporate individual goals to reflect current individual levels of performance.

( Record measurable accomplishments (e.g., number of items cashier scans per minute, reduced number of spoiled cases of product in the warehouse).

3. Document Examples of Employee Effort/Improvement.

( Focus on results where employees can control their behavior and the situation.

( Focus on effort where they can control only their behavior.

( For example, quality of work, dependability, performance of expected job behaviors (e.g., clerk must process all insurance claims in a particular way).

( Keep track of effort, attendance, punctuality, etc.

4. Make Documentation Objective and Valuable.

It should be:

( Accurate: Objective facts or records and incidents

( Recent: Events or incidents should have taken place within the period of time being appraised

( Behavioral: What someone does, not what someone thinks about someone

( Consistent: Use similar data and detail for each employee

( Complete: Enough positive and negative incidents to back up conclusions on performance, discipline, and termination.

Copy and distribute Handout 2211-29, and use as an overhead if desired. Use it to illustrate point number 5 below.

Encourage employees to keep copies of this form on hand to record critical incidents for the people they supervise.
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5. Use Critical Incident Reports Year-Round.

( Write up notable examples of success or failure as they occur to avoid overemphasizing recent events in performance appraisals. Give employees feedback as these incidents occur-the formal appraisal should not be a surprise.

6. Use Performance Rating System.

Some types include:

(
Effectiveness

 -Extremely effective performance (secretary answers 95% of calls on first ring and         directs them accurately)

-Effective performance (answers 100% by third ring and usually directs calls accurately)

-Ineffective performance (answers 75% by third ring and makes frequent errors in directing calls and taking messages).

(
Ability to achieve standard

-Makes extraordinary contribution (usually one4ime event)

-100% satisfactory: consistently exceeds expectations

-Achieves standard

-Exceeds standard

-Below expectations but could be improved

-Seriously below expectations
E.  Practical Exercises and Discussion

Use one or more of the following to help participants become more comfortable with documenting performance.

1. Ask for volunteers to think of recent employee actions/performance that they would write up on the Critical Incident Log.

2. Discuss the kinds of measurements supervisors might use to document performance in their units.

3. Discuss how supervisors might use examples of year-round performance documentation to respond when employees become defensive during perfor​mance appraisal meetings.

F.  Summary

1. Supervisors must document employee performance continuously in order to provide useful, accurate performance appraisals, as well as provide the basis for discipline or terminations if necessary.

2. Performance documentation should reflect the individual's specific duties and goals, but use the same standards and performance areas for all those who hold the same job.

3. Make all performance documentation accurate, timely, behavioral, consis​tent, and complete.
(31501300)
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4. Document employee effort in incidents where the employee can control behav​ior but not the situation; document employee results where the employee has control over those results.

G. Wrap-up

1. Ask if there are any questions or further discussion.

2. Hand out evaluation forms.

3. Collect the completed forms.

4. Thank the trainees for their participation.
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.

DOCUMENTING PERFORMANCE

(Handout 2211-25)

Performance appraisals will provide fair, objective, useful feedback to employees when based on performance documentation that meets these standards:

Consistent

(
Use the same standards and performance areas for people in the same job.

Personalized

·   Incorporate each employee’s progress towards individual goals.

Measurable

· Use numbers to document accomplishments whenever possible.

Results-oriented

(  Track results, such as number of jobs completed. In other words, is the employee accomplishing the main point of the job?

Effort-oriented

(  Track efforts such as dependability, attendance, or ability to follow instructions when employee can control personal behavior but not situation.

Accurate

(  Be specific and correct about incidents, dates, etc.

Timely

(  Focus on what happened during the appraisal period.

Behavioral

(  Focus on what happened, not on perceptions or thoughts.

Complete

(  Draw conclusions only when supported by sufficient factual examples.
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Setting Performance Goals:


Background for the Trainer

Introduction

To contribute effectively to organizational goals, employees must have their own job goals. They have to know what's expected and how performance will be measured. They need clear, objective, job-oriented performance goals that are linked to rewards and opportunities. Supervisors must know how to help employees develop worthwhile goals that focus their efforts and serve as the basis for performance appraisals.

       Applicable Regulations

Age Discrimination in Employment Act, Americans with Disabilities Act (ADA), Civil Rights Act Title VII, Civil Rights Act of 1991, Equal Pay Act, Immigration Reform and Control Act, National Labor Relations Act (NLRA), Pregnancy Discrimination Act, Rehabilitation Act of 1973, Uniformed Services Employment and Reemployment Rights Act, Vietnam Era Veterans Readjustment Act

A. Learning Objectives

At the conclusion of this training the trainee should:

1. Know what constitutes a realistic, measurable performance goal.

2. Know how to work with employees to set individual performance goals and a plan to achieve them.

3. Be able to use mutually agreed on performance goals for employee development, rewards, and discipline, as well as to be able to document and appraise performance.
At the Meeting

A. Background

Employees must know what is expected of them on the job. They have to know the standards by which their performance will be judged. Performance goals are both a measurement standard and an employee pathway to opportunities, improvement, and growth. When a supervisor and employee agree on that employee's specific goals, they agree on a basis for performance evaluation and career development.
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Appraisals based on meeting specific goals or standards are more objective and more likely to be accepted than very loose or nonexistent goals. They help elimi​nate any biases or appearances of discrimination.

B.  Pre-Training Quiz

Ask participants one or more of the questions below to help them focus on the importance of specific performance goals. Briefly discuss their responses and the correct responses. The purpose is not to test or grade their knowledge, but to highlight the need for fair, measurable goals.

1.
It's best for supervisors to set performance goals for employees, since supervi​sors know best what has to be accomplished. True or false?

(Answer: False. Employee input, agreement, and help assure that the goals are realistic and that the employee will be motivated to meet or exceed them.)

2. Describing a goal as "Type error4ree reports by deadline dates" is better than saying "Type all reports." True or false?

(Answer: True. The first is much more specific and measurable.)

3. Performance goals should reflect the best possible achievement under the best possible circumstances. True or false?

(Answer: False. Goals should be challenging, but achievable. Otherwise, the person will be too discouraged to even try to reach them.)

C.  Company Policy

Your company's policy may differ in some ways from the training points that follow. Skip or modify any training points that don't apply to you; be sure participants understand both the overall issues and your company's policy.

(
Hand out and review copies of your company's policy and procedures for setting

performance goals, if available.

(
Discuss specific types of goals that the company considers important.

(
Discuss the relationship between pay increases and meeting performance

goals.

(
Ask for and respond to any questions.

D.  Main Points to Cover

1. Performance Goals Translate Job Duties and Responsibilities Into Perfor​mance Targets for the Appraisal Period.

· Each major duty or responsibility should have at least one goal.

(31501300)
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2.
Performance Goals Should Meet Specific Criteria.

They should be:

( Job-related (geared to specific duties/responsibilities and/or employee development on the job

(
Measurable (e.g., error-free reports, number of sales calls, etc.)

(    Observable (quality, quantity, time, and/or results)

(
Doable (difficult and challenging, but attainable)

(
Agreed on by supervisor and employee

(
Prioritized (to identify the most important goals)

(
Written

(
Flexible (to deal with extraordinary or unusual situations)

3.
Each Performance Goal Needs an Agreed-on Action Plan to Achieve it.

The supervisor and employee should agree on the plan to:

(
Give structure to goal achievement.

(
Provide guidelines for meeting challenging goals or improving substandard

performance.

(
Involve the supervisor through coaching, training, etc.

(
Set specific measures and timetable for improvement (e.g., so many more sales calls, fewer errors, etc., by this date)

4.
Performance Goals Are the Standard for Evaluating Performance.

(
Performance appraisals focus on the employee's success in meeting stated

goals.

5.
Goal Achievement and Progress Are the Basis for Compensation and other Rewards, Training and Coaching, etc.

(
Employees won't work toward goals unless they receive rewards for achievement and consequences for failure.
E.
Practical Exercises and Discussion

To help participants become more comfortable with setting performance goals, conduct one or more of the following exercises.

1. Hand out copies of Handout 2215-25. Have participants work in pairs to

develop specific performance goals for the listed duties and responsibilities.

2.
Ask participants to develop action plans for one group of goals they set in the

first activity.

3.
Ask participants to think of one employee they supervise and to develop three

performance goals for that person for the coming year.
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F.  Summary

1. Performance goals let employees know the expectations for their jobs and the standards they are expected to meet.

2. To be useful tools, goals should relate to specific duties and responsibilities and/or employee development.

3. Employee and supervisor should develop written prioritized performance goals that are measurable, observable, and doable.

4. Action plans for achieving goals will help employees meet challenges and improve performance.

5. Employees' ability to meet performance goals is the basis for performance appraisals,        rewards and discipline, and employee development.

G.
Wrap-up

1.
Ask if there are any questions or further discussion.

2.
Hand out evaluation forms.

3.
Collect the completed forms.

4.
Thank the trainees for their participation.

(3i501300)
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Measuring Job Performance:

Background for the Trainer

A. Introduction

Supervisors will find performance appraisal easier and more effective when they know both what they're measuring and how to measure it. When performance is broken down into measurable categories, appraisals become more objective, comprehensive, and helpful to the employee. This approach also helps keep discrimination and bias out of the process.

B. Applicable Regulations

Age Discrimination in Employment Act, Americans with Disabilities Act (ADA), Civil Rights Act Title VII, Civil Rights Act of 1991, Fair Labor Standards Act, Immigration Reform and Control Act, National Labor Relations Act, Pregnancy Discrimination Act, Rehabilitation Act of 1973, Uniformed Services Employment and Reemployment Rights Act, Vietnam Era Veterans Readjustment Act of 1974

C. Learning Objectives

At the conclusion of this training, the trainee should:

1. Understand the value of measuring job performance.

2. Know how to categorize and measure different aspects of job performance.

            As a result, conduct objective measurable performance appraisals.

         At the Meeting
A. Background

Performance appraisals are essential for employees and for the organization. They allow us to credit employees for their accomplishments and identify areas for improvement. They also provide a sound basis for decisions on compensa​tion and promotion as well as for warnings and terminations. Performance appraisals are only valid and useful, however, if they're objective and specific. This is easier to achieve if you break down performance into specific measurable categories. Measures of job performance give employees valuable feedback on how they're doing and areas in which they can improve. You can build a record of employee development and better direct your coaching efforts. Finally, you create useful performance documentation to support employment decisions and avoid charges of discrimination.
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B.
Pre-Training Quiz 

Use one or more of the questions that follow to help participants focus on measuring job performance. Briefly discuss their responses and the correct responses. The purpose is not to test or grade their knowledge, but to point out the need for objective measurement.

1. When you measure job performance, you always compare employees with each other. True or false?

(Answer: False. That's one possibility, but you can and should first measure the employee's own performance in terms of goals and progress.)

2. It's not worth taking the time to measure performance when an employee is clearly not doing a good job. True or false?

(Answer: False. Measurement is especially important for poor performers. It identifies their problems, gives them a chance to improve, and provides docu​mentation for your actions if they continue to fall short.)

3. It's best to measure the same aspects of performance for every employee. True or false?

(Answer: True. That helps assure you, and the employees, that everyone is treated equally and fairly.)

C.
Company Policy Trainer

Your company's policy may differ in some ways from the training points that follow. Skip or modify any points that don't apply to you; be sure participants understand both the overall issues and your company's policy.
( Hand out and review copies of any forms and measurements your company uses for performance appraisals.

( Point out the need to identify what you're measuring and how you're mea​suring it.

( Emphasize the value of appraisal results to help employees build on and improve their performance.

( Ask for and respond to any questions.

D.
Main Points to Cover

Make copies of Handout 2217-25, or use as overhead slides to refer to, as you make the following points.

1. Determine What Aspects of Performance to Measure.

( Measure effort to focus on how the work was performed.
    -Clearly define desired results where the employee can have impact.

( Measure knowledge to focus on educational or technical competence.
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   -Knowledge should apply to the job, not just acquiring certificates or degrees.

   -Knowledge alone is not usually a basis for evaluating performance.

( The type of job may affect what you measure.

  -Measure effort when the employee has more control over behaviors than results (e.g., a customer service representative can control how calls are handled, but not how many are received).

   -Measure results when the employee has control over results and specific performance standards (e.g., a 1% error rate) or individual goals (e.g., improve accuracy 25%).

   -Measure knowledge when the employee's job requires certain degrees or certification.

2.  Rating Scales Can Measure Effort, Results, or Knowledge.

( Rating systems are easy to define and understand.

-They show employees how they're doing relative to goals and/or other employees.

 -They help management make informed decisions on raises, etc.

( Numerical rating scales clearly state the numbers' meaning.

  -For example, a 1 - 5 scale could define 1 as well below standards, 3 as good performance, and 5 50 extraordinary it's rarely used.

( Scales using descriptive terms may be used for jobs where there's no chance to be extraordinary and a below-par performer can't be kept on (e.g., production lines).

 -A 3-rank descriptive scale could run from "doesn't achieve standard" to "achieves standard" to "exceeds standard."

( Management by Objectives (MBO) ratings measure results in terms of specific goals.

 -They show how the employee performed in terms of a stated objective (e.g., make 20 sales calls per week).

 -MBO alone may be too narrow a measurement, especially if goals were unrealistic or changed after they were set.

( Behaviorally-Anchored Rating Scales (BARS) measure effort in terms of observable behavior.

 -Behaviors must be clearly defined (e.g., answers calls on first ring, hands in reports on time).

( Adding comments makes ratings more meaningful.

 -They support the rating with examples or explanations.

 -They help the employee understand just how and where to improve.

3.  Some Measurements Don't Use Ratings.

( Rating scales have less value when raises or promotions aren't
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( A supervisor could record "critical incidents" that demonstrate the employee's successes or failures.

-Critical incident logs must be maintained all year to be meaningful.

(
A written narrative could describe performance, strengths and weaknesses.

-This works best when you're focusing on employee development.

4.
Combine Category Measures to Describe Overall Performance.

(
Effort and results are important for most employees.

-Improvement in one area can motivate an employee to keep trying in another area (e.g., a person who has reduced errors but is still below standards).

-Effort may be more relevant in some jobs (e.g., courtesy in customer service) and results in others (e.g., quantity shipped in a warehouse).

(
Incorporate knowledge measures where appropriate (e.g., a programmer

who improves efficiency by taking a job-related course).

5.
Comparing Employees' Measurements Puts Individual Performance In

Context.

(
Comparisons are a useful guide for salary increases, promotions, etc.

-A satisfactory performer may be the norm in one department, the bottom of the scale in another.

(
You can rank employees against each other numerically, from best to worst.

-This helps with salary decisions, but offers employees no guidance.

6.
Performance Measurement Requires Thorough, Accurate Records.

(
Observe behaviors and track results throughout the year.

-Keep accurate records for reference.

-Rather than noting "bad attitude," record specific late or sloppy reports, failure to attend key meetings, etc.

(
Focus on what you can observe and measure to avoid subjective reactions.

-That assures that you cover both good and bad performance.

-It provides documentation for later actions (raises or warnings).

7.
Use Any Measurement System Fairly and Consistently.

(
Use the same measures and aspects of performance for all employees.

-Make employees aware that the system applies to everyone.

-Back up measurements with your records of observable behaviors and recorded results.

-Make it clear what rating level puts an employee's job in jeopardy.
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E.
Practical Exercises and Discussion

Use one or more of the following to help participants become more comfortable with measuring job performance.

1. Distribute copies of Handout 2217-25. Ask participants which performance category (effort, results, knowledge) they feel is most important for their employ​ees and why. Ask for examples of specific things they would measure in that category.

2. Distribute copies of Handout 2217-29. Ask participants to use the form to rank one of their employees. (Note: You may assign them to use either the numerical or descriptive rating scale or let them choose.) Once forms are completed, invite discussion of any questions or problems.

3. Lead a discussion on how to make performance measurements meaningful and motivating when it's unlikely that you can give employees raises or promo​tions. For example: leadership qualities for interdepartmental teams; technical competencies for new equipment, etc.

F.      Summary

1. Measuring performance makes appraisals more objective and useful for employees and management.

2. Measure effort by focusing on defined, observable behaviors, especially when employees have little control over results.

3. Measure results where employees are able to have a clear impact on achieving goals or standards.

4. Measure knowledge to focus on acquisition of work-related educational or technical competence.

5. Performance measures include numerical and descriptive rating scales, specific goal accomplishments, observable behaviors, and critical incidents.

6. Support ratings with explanatory comments based on a rating period's worth of recorded results and observed behaviors.

7. Use and apply performance measurements fairly and consistently.

G.     Wrap-up

1. Ask if there are any questions or further discussion.

2. Hand out evaluation forms.

3. Collect the completed forms.

4. Thank the trainees for their participation.
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Measuring Job Performance

(Handout 2217-25)

When you measure EFFORT, you:

(
FOCUS on how Work was performed

(
Define work behaviors clearly

(
Observe and document work behaviors

(
Want to encourage employee development

(
Recognize that the employee may have little control over results

When you measure RESULTS, you:

(
Focus on accomplishment of goals or responsibilities

(
Clearly define the desired results

(
Document actual results

(
Recognize that the employee has control over and impact on results

When you measure KNOWLEDGE, you:
(
Focus on educational or technical competence

(
Make sure knowledge attained applies to the job

(
Recognize that knowledge can't be the only criteria for judging performance

Rev. 8/96 (31501331)

© 1996 Business & Legal Reports, Inc.

Reproduction prohibited without license from Business & Legal Reports, Inc.

Handout 2217-25
[image: image4.png]



The Appraisal Meeting:

Background for the Trainer
A.
Introduction

A performance appraisal system's success often hinges on the annual supervisor​-employee review meetings. The discussion's tone and content can determine the employee's response to the appraisal. It can also motivate, or de-motivate, the employee to continually improve performance.

Supervisors must prepare for these meetings carefully and learn to conduct them comfortably. When this is done, meetings will help build mutually trusting relation​ships, give employees needed and deserved feedback, and create a solid foundation for fair treatment and good employee performance.

Many managers and supervisors hold separate meetings for performance appraisal and for salary increases. The compensation meeting usually follows the appraisal meeting by a few days. If the two are held simultaneously, the employee will normally focus on the raise only.

B.
Applicable Regulations

Age Discrimination in Employment Act, Americans with Disabilities Act (ADA), Civil

Rights Act Title VII, Civil Rights Act of 1991, Equal Pay Act, Immigration Reform and

Control Act, National Labor Relations Act (NLRA), Pregnancy Discrimination Act,

Rehabilitation Act of 1973, Uniformed Services Employment and Reemployment Rights Act, Vietnam Era Veterans Readjustment Act

C.
Learning Objectives

At the conclusion of this training the trainee should:

1. Know how to prepare for a performance appraisal review meeting.

2. Know how to structure a performance appraisal review meeting.

3. Understand how to create an environment that prompts open two-way communi​cation.

4. As a result, conduct performance appraisal review meetings that provide employees with valuable feedback and set the stage for continually improving em​ployee performance.

At the Meeting

A.
Background

l. The people you supervise can only improve performance and contribute to organizational goals if they clearly understand their duties, responsibilities, and performance
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goals. Everyone wants to know how they're doing-how they measure up and what their prospects are for advancement and rewards. That's what you will help them learn in the performance appraisal review meetings you conduct.

Prepare and plan to make this potentially stressful encounter more open and useful. That's also the way to assure that appraisals are based on objective, fair, job-related criteria and to avoid discrimination charges. Various communication techniques can help you provide recognition and make employees more open to suggestions for improvement.

B.
Pre-Training Quiz

Ask participants one or more of the questions below to help them focus on perfor​mance appraisal meetings. Briefly discuss their responses and the correct responses. The purpose is not to test or grade their knowledge, but to highlight the importance of carefully planned and structured meetings.

1. In a good performance appraisal review meeting, employees have opportunities to give their opinions and ask questions. True or false?

(Answer: True. This is the employees' chance to express themselves formally about their jobs and their prospects.)

2.
Performance appraisals should avoid praising even excellent employees or they will start to slack off. True or false?

(Answer: False. If employees don't receive praise and recognition for achieving or exceeding goals, they will not see any reason to continue trying.)

3.
A supervisor's subjective opinions of an employee are as important in perfor​mance appraisal as documented performance. True or false?

(Answer: False. Supervisors should try to avoid subjective judgments about an employee. If they're concerned about an employee's attitude, they should docu​ment that concern with specific work behaviors that illustrate it.)

C.
Company Policy

Your company's policy may differ in some ways from the training points that follow. Skip or modify any training points that don't apply to you; be sure participants understand both the overall issues and your company's policy.

( Hand out and review copies of company policy and procedures for conducting performance appraisal meetings.

( Discuss the relationship between performance reviews and merit increases and disciplinary actions.

( Ask for and respond to any questions.

( Some organizations have formal performance appraisals annually, some more often. Make it clear what your policy is.
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D. Main Points to Cover

Copy and distribute Handout 2221-25, and/or use as an overhead. Emphasize that supervisors should use this checklist to plan all their appraisal meetings for the best results.

1.
Plan the Performance Appraisal Meeting.

( Notify the employee at least a week in advance and set aside at least an hour in a private office or meeting room where you won't be interrupted.

( Assemble and review employee's job description, performance goals, past appraisals, incident logs, and performance documentation.

( Fill in the appraisal form (or write the appraisal narrative if that is what your organization uses). Prepare specific examples to explain an appraisal- especially for sub-par performance (e.g., "You were 30% short of your sales goal" rather than "You aren't selling enough").

( Review the self-appraisal (if used by your organization) of the employee to see how he/she views his performance. If there are important differences, be prepared to discuss those, as well as why you think one version is more accurate than another.

( Check that your appraisal is job and goal-related, fair, and objective:

-Based on performance and behavior that affects job performance

-Free of stereotypes and personal likes and dislikes

-Not overly strict or lenient

-Not overly weighted by a single or recent incident.

( Give the employee a copy of the appraisal form so he or she can assemble ideas or information about particular points.

( Think about specific improvement goals for the coming year.

2. Open the Meeting by Stating Its Purpose and Format.

( Emphasize that the goal is to objectively review performance and promote improvement, not to cast blame.

( Mention the importance of two-way communication.

( Stress the importance of the review to the employee's performance and progress, especially when performance isn't meeting goals.

( Explain any relationship between the review and pay increases or other rewards. Make it clear when rewards will not necessarily follow even highly positive reviews.

( Briefly summarize the employee's work. Emphasize the positive when possible before noting areas for improvement (e.g., "You have made important contributions to the company (this year), and I'm impressed by your performance" or "You have been more conscientious about getting to work on time and I am pleased about that. I expect you will make comparable improvements in improving the accuracy of your work.")
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3.
Ask the Employee to Review Goals and Progress.

( Ask for specifics if needed.

( Let the employee talk and listen with an open mind. What the employee says

may change your interpretation of specific performance or progress toward goals.

( Don't attack, blame, or interrogate the employee.

4.
Give Your Observations and Appraisal of the Employee's Performance.

(
Focus on job and goals, performance and behavior-not personal characteris​tics.

(
Focus on this employee; don't compare with other employees.

(
Discuss accomplishments and strengths first, highlighting areas where you and

the employee agree. Give specific examples, offering praise and credit where it's deserved.

( Discuss weaknesses or areas where performance fell short, with specific

examples.

( Acknowledge any problems caused by you or by circumstances beyond the

employee's control.

5.
Expect Disagreement and Encourage Two-Way Discussion.

( Ask for clarification and try to understand the employee's view. Some employee

arguments may outweigh your original conclusion.

( Ask if the employee has suggestions to improve performance.

( Try to achieve mutual agreement on definitions.

( Avoid attacks and defensiveness.

( Let unhappy employees vent, but don't get into arguments.

( Agree to disagree only if absolutely necessary.

6.
Work with Employee on New Performance Goals and Action Plans.

( Agree on measurable, doable goals for the coming year. (They may be the same

as the prior year's.)

( Ask the employee for an action plan to achieve them and a date you would like

it; offer suggestions if needed.

( Offer help (training, coaching, reviews).

( Set a timetable for the action plan and for reviewing progress.

7.
Close the Meeting on a Positive Note.

( Review the points made.

( Assure the employee that you want to work together to help continue his or her

development.

( Summarize agreed upon actions you will both take.

( Ask the employee to sign the appraisal form.
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8. Document the Meeting.

( Immediately write a dated summary of what occurred at the meeting for the employee and the employee's file. Include your copy of your appraisal and the employee's self-appraisal.

E. Practical Exercises and Discussion

Use one or more of the following to help assure that supervisors know how to conduct performance appraisal meetings comfortably and confidently.

1. Distribute copies of Handout 2221-29, which gives some possible employee reactions to appraisals and supervisors' responses. Ask participants to pair off and act out two of these scenarios; each person should play supervisor once and employee once. Ask the "employees" how they felt about the "supervisors"' reac​tions.

2. Discuss possible action plans you might develop to help an employee whose performance is lagging.

3. Ask volunteers to state why they don't like to conduct performance appraisals. Ask for ideas on ways to overcome these problems.

F. Summary

1. Plan performance appraisal review meetings carefully, notifying the employee and setting aside enough time in a quiet place.

2. Make sure appraisals are objective, job-related, and supported by documentation of achievements and performance needing improvement.

3. During the meeting, the employee should review his or her own performance and progress.

4. Present your appraisal fairly and objectively, focusing on positives before nega​tives and giving credit where it's due.

5. Clearly state any performance problems.

6. Maintain open discussion to avoid arguments and defensiveness.

7. Agree on new measurable, doable goals and action plans.

8. Document the meeting, including new goals and action plans.

G. Wrap-up

1. Ask if there are any questions or further discussion.

2. Hand out evaluation forms.

            3. Collect the completed forms.

            4. Thank the trainees for their participation.
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Performance Appraisals: Responding to Employee Reactions 

(Handout 2221-29)

Employee Who Is Failing

(
State the situation clearly. Emphasize perfor​mance, with concrete examples.

(
Make employee aware of consequences of poor performance.

(
Encourage employee to discuss the problem.

(
Coach employee to develop solutions to problem.

(
Offer help, agree on action plan, and set frequent follow-ups on progress.

Long-Term Employee

(
Show appreciation and don't take for granted.

(
Discuss something new (goals, accomplishments, etc.) each time.

Employee Who Agrees Too Quickly

(
For some people this is a way of avoiding a problem. Probe to see what their real feelings are.

(
Make sure employee understands problem and consequences.

(
Determine if agreement is sincere and emphasize steps for improvement.

(
Establish process to follow up

Angry Employee

(
Let employee blow off steam but don't respond in kind.

(
Listen and ask open-ended questions to identify the true nature of the resistance.

(
State your point of view calmly.

(
Don't try to reach agreement if employee stays angry. Set a second meeting.

Employee Who's Just Getting by

(
Clarify standards and expectations.

(
Ask open questions and listen to identify employee's feelings about the job.

(
Reinforce strengths and mutually develop a plan for improvement.

(
Establish process to follow up.

Employee Who Wants Too Much

(
Remind employee that raises are given for real merit at regular intervals according to organizational circumstances.

(
Explain that promotions reward performance over time, perhaps years.

(
Make no promises, and don't let employee infer any commitments.

(
Provide a realistic picture of future prospects.

Silent Employee

(
Ask open questions to encourage employee to talk ("What do you think of . ..""What are your plans for...")

(
Listen and show interest.

(
Do not feel obligated to fill silences.
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