
Annual Appraisal

Workbook
Section 1: What is appraisal?

‘Appraisal is that annual burst of form-filling that Personnel insist upon – it has no effect on what we actually do in my section, it just adds to my workload’

This sort of view reflects a misunderstanding of the important role that an appraisal system should play within an organisation. It is actually a powerful tool for managing more effectively and will ease a manager’s workload, rather than add to it.

Activity 1.1

Take a few moments to think about the purpose and nature of appraisal. Why do organisations have systems of appraisal? What actually takes place at the appraisal interview? Put your thoughts down below.

Purpose of appraisal:

The nature of the interview:

Definition

For a simple definition of appraisal, we could say its purpose is “to analyse what has happened in the past and what should happen in the future”. At the appraisal interview, manager and employee look at how the employee performed against the objectives set last year and the things that affected performance. They also talk about key objectives for next year and the support and development the employee will need to achieve them. Is this your experience of appraisal interviews?

Appraisal is:

· A formal management process. It takes place at planned and fixed intervals, usually annually.

· A review and planning process. Certainly the past is appraised, but not to apportion blame. The purpose is to understand the factors which caused past performance and to plan to change them so that performance can improve in the future

· Objective based. The employee’s performance is appraised against last year’s objectives and the key outcome from the appraisal is a new set of agreed objectives for the following year.

· A development opportunity. Two of the major variables affecting employees’ performance are their skill and knowledge. The second key outcome from the appraisal is a development plan to give the employee the extra skills and knowledge they will need to both achieve their new objectives and to prepare them for additional responsibilities in the future.

· Participative. Appraisees usually know more than their managers about the reasons for past performance and what could be achieved in the next year. The manager therefore needs maximum input from the appraisee in the formulation of objectives and development plans.
· Empowering. A well-conducted appraisal involves the appraisee fully in the management process, problem analysis, what the new objectives should be and how they will be achieved. Appraisal can therefore be the cornerstone of an empowering management philosophy.

The benefits of appraisal

Activity 1.2

At this point, conduct a discussion in your teams. Find out what people consider to be the benefits and the drawbacks to appraisal, as both appraiser and appraisee. And ask for their feelings about the process – do they look upon it as torture, a timewaster or a useful management tool?

	
	Appraiser
	Appraisee

	Benefits
	
	

	Drawbacks
	
	

	Feelings
	
	


Comment

You probably found it illuminating to hear your colleagues’ views, not all of which are likely to have been favourably disposed towards appraisal. 

However, once you learn what is meant to be achieved at appraisal and how to apply managerial skills to the process, you will become a competent and confident performer. So what can the appraisal process achieve for you as manager and your organisation? 

· Planned performance. If objectives are set appropriately and the manager gives the planned support, there is a high probability that they will be achieved. Each individual appraisal is therefore a building block in the pyramid of corporate performance.

· Improved performance. The appraisal is an opportunity to identify obstructions to performance and potential for further development of the employee’s knowledge and skills. If the obstructions are removed and the employee’s capability is developed, the result should be improved performance over the next year.

· Planned development. To an extent the appraisal is a negotiation. Two of the key variables are the level of performance desired by the manager and the knowledge and skills of the employee. In order to plan for improved performance, the manager must create a matching plan for the development of the employee.

· Problem solving. An important aspect of preparing for appraisal is the identification of factors, especially negative factors, which affected the previous year’s performance. The appraisal is 

· therefore a formal opportunity to apply joint problem solving to eliminate barriers to superior performance.

· Succession planning. Over a number of appraisals, a manager builds up a comprehensive dossier on the employee’s performance, attitude, knowledge, skills and development potential. This information can be used to give the employee the most appropriate career guidance and to plan the development of employees for their next promotion.

How can appraisal empower your team? By fully involving the employee in preparation, problem solving, objective setting and development planning, the manager brings into play several of the key motivators:

· Recognition

· Potential advancement

· Job enrichment

· Opportunities for achievement

· Responsibility for decision making

Unless modern motivation theory is disastrously wrong, the most important outcome will be a very committed and motivated employee. This is how the appraisal can empower your team.

Now that you have examined the potential benefits of appraisal, we’ll take a look at how you can carry out the process to achieve these benefits. Like many management activities, success comes down to planning and organising, not use of any super-human skills. Follow the steps and you will become a better appraiser.

Section 2: The appraisal process

The basic steps

Activity 2.1

Read this short case study and comment on the appraising manager’s view of what to do before, during and after the interview. 

Bob liked to get in early and deal with the routine stuff before the day really began. Checking in his diary, he noticed that in the afternoon slot he had an appraisal with his deputy Gill at 2pm and an appointment on the other side of town at 3pm. He thought if he made some notes for the appraisal now it would avoid wasting time at the interview. He didn’t have a great deal to say to her – she had been doing very well, as he frequently pointed out to her and he kept in touch with her on a daily basis anyway. He made some notes on her strengths and weaknesses, jotted down a couple of in-house training courses she might like to attend, included some further praise on how she’d stood in for him when he’d been overseas four months ago and rounded it off with a little tribute to her as the ideal deputy. That ought to do nicely he thought.

He got through the chat with Gill in eighteen minutes and just made it to the appointment. He was surprised a few days later to overhear a remark by a colleague that he was a poor manager and would be lucky to hold on to Gill for much longer.

Comment

What did you think of Bob’s approach? Basically, he was not looking at the appraisal from Gill’s point of view – all employees deserve a proper appraisal, even those you are perfectly happy with, because it is not just about fault finding and criticism. The process involves three equally important stages:

1. Prepare (which demands a lot more than Bob’s hasty notes)

2. Discuss (which is very much a two-way exchange of information and ideas, whereas Bob did all the talking)

3. Follow-up (which requires effort and planning and cannot be omitted simply because you see that staff member daily anyway, as Bob thought)

Activity 2.2

Carry out a self-assessment of what you currently do for each of these stages. This you can use later to compare with the model we are describing.

	Prepare
	When do you do this?



	
	What sort of preparation do you actually do?



	Discuss
	How long do you allow for this?



	
	What do you expect from the employee?



	Follow-up
	When do you carry this out?



	
	What form does this take?




Section 3: Step 1 – Preparation

Activity 3.1

Think of three employees who have widely differing roles and work out what you consider to be the appropriate length of time to prepare for an appraisal. State your reasons for the decision.

	
	Employee 1
	Employee 2
	Employee 3

	Job title
	
	
	

	Time for preparation
	
	
	

	Reasons
	
	
	


You need to prepare to be able to review performance properly at the interview:

· What were last year’s objectives? Of course both manager and appraisee should be very familiar with these because they have been working towards them. To avoid any possibility of confusion, however, it is sensible for the manager to give the appraisee a copy of last year’s appraisal form, to ensure that both of them are approaching the appraisal from the same start point.

· What supporting facts are there which confirm the level of performance actually achieved? Ideally the method of measuring performance against objectives should have been agreed at the last appraisal. If, on the other hand, the objectives set were rather ‘soft’, it would be useful if the manager and appraisee were to agree at the preparation meeting what kind of supporting facts each will collect.

· What affected the apraisee’s performance? The factors affecting performance fall into two categories:

· Internal factors – within the appraisee’s control, principally the effort, skill and knowledge applied to the job

· External factors – outside the appraisee’s control, ranging from lack of co-operation by colleagues to market factors and the state of the international economy

· What should this year’s objectives be? The manager must consider this from two viewpoints:

· What the manager needs the appraisee to achieve as a contribution to the manager’s departmental objectives

· What the appraisee is capable of achieving with appropriate support and development

The appraisee needs to consider what he/she could achieve if the internal factors were optimised, possibly through more effort and coaching to improve skills and if the external blocks to performance could be either removed or minimised

· What support will the appraisee need in order to achieve the new objectives? Support can include intervention by the manager to remove or minimise external blocks to performance and can also involve coaching or training to enhance skills or knowledge. The manager should also consider whether the appraisee could put more effort into the job if motivated by longer-term development such as:

· Job enrichment

· Extra responsibilities

· Preparation for promotion

Creating the right climate

Use this checklist to create the right climate for your next appraisal

· Adequate time allowed?

· Room booked?

· Furniture comfortable and arranged informally?

· Relevant staff informed where you will be?

· Phone calls diverted?

· Do not disturb or similar notice available?

· Refreshments available without interruption?

Section 4: Step 2 – Discuss

Introduction

The discussion phase has three parts:

1. Review

2. Explore

3. Agree

We shall be looking at each of these in turn. One obvious question however is how the various issues should be dealt with. Is it best to review, explore and agree new objectives for each issue, or is it best to review all the issues, then explore them all and then agree new plans for all the issues? Common sense suggests that a ‘past and future’ approach would be most effective:

· Review and explore each issue in turn, until the past and any interdependence between issues ifs fully understood

· Then agree the plan for the future, taking into account any interdependencies between issues

Conducting the review

Let us now take a closer look at the review stage, by considering an example.

Activity 4.1

Draw on your own experience, or that of a colleague. Take a recent appraisal that you conducted and examine the review stage using these questions:

· How easy was it to reach agreement on planned and actual performance?

· What were the difficulties?

· What were the surprises?

· What internal and external factors influenced the outcomes?

Can you draw any conclusions about the factors that affect the success of the review stage?

Setting objectives

Objectives should be:

· Stated / specific

· Measurable

· Achievable

· Realistic

· Time-bound

Objectives can also be viewed in terms of being:

· Linked to the organisation’s objectives

· Challenging but realistic

· Prioritised

· Measurable

Let us consider each of these points in turn.

Linked to the organisation’s objectives

The appraisal system allows objectives to ‘cascade’ down the organisation, so if the appraisee’s objectives contribute to the achievement of the management objectives, they are also contributing to the organisation’s objectives. This means the appraisee’s objectives will potentially change from year to year as the organisation’s goals change. Such a change could be in quantity e.g. a lower sales figure in a recessionary market or in content, as strategy changes e.g. a greater emphasis on selling servicing contracts to accompany the product. As a manager, you will be aware of how your own objectives have shifted each year in line with the organisation’s goals.

Activity 4.2

Reflect on your past experience in setting objectives for your team. Have you always ensured they understand how their objectives link up with the organisation’s? What are you losing if you do not explain this link?

Comment

If you do not make the connection clear, you are missing the opportunity to motivate and empower your team. It is rather like the discoveries made about the inadequacies of the car production lines that were popular in the sixties and seventies: if the employees cannot see the end product, they have little interest in what they are doing.

Challenging but realistic

Objectives need to be linked to the individual’s capability. For example

Just because the company needs to increase sales by 20% doesn’t mean every sales person will be able to achieve this. Some may have an objective of 10%, others may be capable of 30%

This means taking into account the internal and external factors affecting performance: how much can performance be reasonably improved if external blocks are minimised and internal factors such as the individual’s skill and effort are improved?

Activity 4.3

As an exercise, take the objectives that you have been set as a manager. Scrutinise the internal and external factors affecting your performance and the steps taken to change these. Would you now say the objectives you were set were ‘challenging but realistic’ or should they have been increased or reduced?
Prioritised

Not all the objectives set for an individual will carry equal weight: some are essential while others are desirable. Since resources such as time, effort and skill are finite, the individual needs to know where to focus and which priorities to sacrifice first. A simple ranking of objectives into high, medium and low is all that is required

Examine the objectives you have set for one of your employees. Place them in order of priority and give brief reasons for their ranking.

Employee’s role

	
	Reasons

	High-priority objectives


	

	Medium-priority objectives


	

	Low-priority objectives


	


Measurable

There is no point in setting an objective if we cannot measure it and consequently will not know if it has been achieved or not. The usual measures are time and quantity. Time can be used to stagger objectives at say three-monthly intervals. This allows reviews before year-end to see if the individual is on course to achieve the overall objective. It avoids leaving too much to be achieved too late in the year when it may not be possible to take corrective action if the individual is falling short. Thus for a sales person, an increase in sales can be made gradually from quarter to quarter to produce an average increase over the year of, say 10%.

Quantity is a more complex subject – appraisers feel that some objectives just can’t be quantified. This is particularly true when a change in behaviour is required. If you cannot measure the objective, measure the outcome it is intended to achieve. Such an outcome can be either a reduction or an increase in something.

Comment

If you cannot even measure the outcome, you must ask yourself if it really worth setting the objective! If it is so vague then the individual is unlikely to know how to set about achieving it and you won’t be able to tell if they have got there or not anyway.

Appraisal skills

Key principles

Build the appraisee’s self-image

Throughout the appraisal the manager must take pains to build the employee’s self-image whenever possible. Why is this essential? Because any damage to the appraisee’s self image actually reduces the probability of improved performance in the future. And a greater sense of self-worth and confidence is more likely to result in the setting and achieving of higher, more challenging objectives.

How can you investigate what an employee did wrong and build their self-image at the same time?

Attack problems, not people

Conduct the discussion as if both manager and appraisee want to solve the problem. If the problem can be isolated objectively, then manager and appraisee can make a joint attack on it to arrive at a solution.

Activity 

Have a look at this appraisal dialogue. Identify the words and phrases that are useful and attack the problem. Underline the words and phrases that destroy the appraisee’s self image instead of building it.

Manager
I don’t want to beat about the bush, Keith your meetings are a total shambles

Keith

Shambles?

Manager
You ramble on for hours on end. There’s no agenda prepared in advance. People drift in and out. It’s more like a circus

Keith
Well the thing is……

Manager
Look, you’ve got to get your act together. Meetings have to have clearly understood objectives. Yours are all gas and gossip. You don’t seem to have a clue. It was a complete waste of time sending you on that course, wasn’t it?
Keith
No, I found it very useful. It’s just…..

Manager
Get a grip on it. Don’t let them walk all over you. Keep the discussion on track. Don’t let one or two individuals dominate. Meetings are no place for wimps, you know. Got it?

Comment

If you want to know where the inefficiencies and blocks to productivity are, the people most likely to know are those who actually have to do the job. Similarly, if you want to know what innovations would really increase productivity and by how much, a good place to start looking for ideas is among those employees who operate the system. This is the Japanese management philosophy: productivity happens where the job happens. It is the third key principle:

Seek the employee’s input

We do this for practical reasons because they know more about the day-to-day realities of their job. There is another more equally important reason for doing so.

Comment

By seeking the employees’ input, we are showing respect for their views, involving them in the management process and allowing them control over their own destiny. This is both the cornerstone of the empowerment philosophy and the key to achieving employee commitment.

Now that we have understood the key principles, we can go on to look at what exactly we do at the interview and how we know when we are doing it effectively. We are guided at all times by the principles above.

This means we shall be looking at a number of specific interpersonal functions. Once you recognise why we use these, you can improve by repeating a cycle of practice, observation, analysis and feedback.

The interpersonal skills

There are three basic functions revolving around the exchange of information and by information we mean here reasons, opinions and proposals as well as facts:

1. Giving information

2. Seeking information

3. Clarifying

Activity 5.3

	Giving support / feelings

Any behaviour which expresses agreement or support of the appraisee’s performance or contribution to the appraisal. Useful in building self-image and often includes expressions of feeling or emotion


	Excellent. I know you’ve caught errors like that more than once. I’m very pleased with your drawings

	Giving builds

Any behaviour in which the appraiser modifies and improves an idea or suggestion made by the appraisee


	Yes, Helen that’s a good idea. And you could make it one of your objectives for next year

	Giving general

Any behaviour in which the appraiser is giving facts, opinions, reasons, proposals, which do not fall into the above giving categories


	One of our major problems this year is to reduce our production costs by 10%

	Seeking feelings

Any behaviour in which the appraiser is seeking a value judgment about the situation or proposal under discussion – is it good or bad, acceptable or unacceptable


	Another part of your job is documentation. How do you feel you performed in that aspect of your job?

	Seeking effects

Any behaviour in which the appraiser asks the appraisee to consider the effects or consequences of a situation


	And because you don’t enjoy documentation, does that mean you don’t put as much effort in?

	Seeking proposals

Any behaviour which seeks commitment to action or seeks suggestions regarding the kind of action which could be implemented


	So are we agreed something’s got to be done about this?


	Seeking general

Any behaviour in which the appraiser is seeking facts, opinions or reasons which do not fall into any other seeking category
	How do you think you’ve done against your objectives?

	Clarifying by summarising

Any behaviour which restates in compact form a number of the earlier points of the discussion
	So you feel the drawings are of paramount importance, which is why you concern yourself with them more than the documentation

	Clarifying by paraphrasing

Any behaviour which restates a contribution by the appraisee using different wording, to ensure that both parties have a mutual understanding


	So you’re suggesting that we help the company’s objectives by making one of your objectives to keep the documentation accurate


Now place the following examples in the correct category in the table.

1. Good. That’s challenging, but still realistic

2. In other words, you’d like me to keep a closer eye on your workload

3. Can you think of any way that your objectives can help me to achieve my objectives?

4. Were there any factors within your control which could have come into play here?

5. But what happens if your documentation is late or inaccurate?

6. I think you ought to go on a course

7. Were you really satisfied with your appraisal of Helen?

8. So sometimes you aren’t left with enough time to do the documentation. This means it’s either late or inaccurate because it’s rushed

9. That’s a good idea and what you then do is use that information to set proper objectives for the next year

If necessary, look again at the explanation and examples for each sub-category on the previous pages, then match the sub-categories with the contribution:

	Sub-categories
	Contribution

	1. Giving general


	a. To ensure that there is a common understanding of what has been discussed and what actions have been agreed

	2. Seeking general


	b. To allow the apraisee to congratulate self or admit that a problem exists

	3. Seeking feelings


	c. To congratulate the appraisee on good performance or agree that the appraisee has identified a problem

	4. Giving support / feelings


	d. To introduce facts and background information to facilitate the discussion

	5. Seeking effects


	e. To allow the appraiser to modify the appraisee’s proposals so that they suit both the appraisee and the company’s objectives

	6. Seeking proposals


	f. To ask what we are going to do about the situation

	7. Giving builds


	g. To establish the appraisee’s view of last year’s performance and the internal or external factors which caused it

	8. Paraphrasing and summarising
	h. To ask the appraisee to consider the consequences of the present situation


Active listening

The final skill we are going to consider is the skill of listening. You may already have come across the term ‘active listening’, but what does it actually mean? The simplest way to start is to list the characteristics of the poor listener.

Activity 5.4

Think of one or two people you’re familiar with whom you consider to be rather poor listeners. Note down the things they do that show they are not really listening to what you are saying

	Characteristics of the poor listener




Comment

How many of these did your list include?

· Little eye contact

· Body turned away from you

· Doodling or reading

· Interrupting

· Completing your sentences

· Pursuing own agenda

· Only interested in what they are going to say next

· Pre-judging what you are saying

· General fidgeting

· No encouraging noises

In short, such people give the impression that listening is something they do reluctantly while waiting to seize the next opportunity to butt in. It is probably true that all of us are guilty of this from time to time.

There are basically three elements to active listening, all extremely relevant to the empowering appraisal:

· Encourage people to talk

· Listen to what they say

· Show that you have heard what they said

Last year

	Objectives and / or key responsibilities
	Measures
	Actual performance and supporting facts
	Factors affecting performance

Internal                External
	Performance rating

Priority      Actual     Possible

	
	
	
	
	

	
	
	
	Total actual ratings (A)
	


	
	
	
	Total possible rating (B)
	



Overall % rating (A/B x 100)



Last year

	Objectives and / or key responsibilities
	Actual performance
	Supporting facts and information
	Factors affecting performance


Internal                  External

	
	
	
	


Next year

	Objectives
	Measures
	Priority
	Support & Development


Internal    External
	Review dates
	Other comments

	
	
	
	
	
	


Key questions

· Do you have any views about what your main objectives for the next 12 months should be?

· What assistance do you think you will require – including training and development?

· How can your line manager help / be involved?

· What milestones / reviews should we put in place?

Next year

	Objectives
	Measures
	Support and development

Internal                            External

	
	
	


Follow-up

· Ensure appropriate follow-up reviews take place

· Don’t promise what you can’t deliver

· Make sure you deliver what you have promised

· Consider Internal and External factors and what you can do to address them

Comment

Quarterly reviews are common practice, but a better indicator of the optimum frequency is the timing or phasing of objectives. The most appropriate time for a review is immediately after a specified phase of an objective should have been achieved. The review can be regarded as an ‘interim appraisal’, so all the interpersonal skills outlined in the previous section are equally important during a review.

The agenda for a typical review might be as follows:

· Actual performance against phased objectives

· Reasons for variance: internal and external factors

· Support provided to date

· Extra support required

· Probability of achieving annual objectives

· Renegotiation of annual objectives if appropriate

Carried out in this way, the review is the major instrument in achieving the ideal that there should be no surprises at the annual appraisal. It also provides an opportunity to practice all your appraisal skills and as you know the more you practice a skill the better you get and the more comfortable and confident you feel.

Key questions





Overall how do you feel about your performance against the key objectives set for last year?


Any particular problems or challenges you had to face?


Did you get the support you required to help you achieve your objectives – particularly from your line manager?











Other involvement





Continuous improvement activity


Training and development


General feelings on morale & motivation


Recognition given during the year


Effective communication












