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Introduction

For over 40 years I have been working with organizations to enhance the way they appraise their staff. The main reason they need help is that appraisals are seen as an isolated and time-consuming round of paperwork which everyone has to engage in and few see any point to. My role is to help people to see how they can play a useful part in the development of the organization as a whole, and to make them a worthwhile and useful part of the staff development process. My intention in writing this book is to summarize the main themes that make a difference to the practice of appraisals.
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It has become accepted practice in organizations to have a yearly round of appraisals. When we join a new place of work, we may be lucky enough to be trained in its appraisal system, which usually means being shown how to fill in the forms, or we may just learn how it’s done by seeing how our line manager appraises us.

The consequence of this is that, for many of us, appraisals are just another set of paperwork to be completed, another time-consuming task to be fitted into our busy schedule. It’s not a task we can rush through, either, as it requires us, as managers, to spend time with each person on our staff, working through the form and agreeing it with them.

Yet, if we were to truly recognize the potential and intended value of appraisals, they would be regarded completely differently.

The original intention of an appraisal system is to encourage and develop the staff of the organization, so that they all perform to their highest potential. Properly implemented and used, appraisals will help you, if you are a manager, to ensure that your staff are as effective as possible in their work, and thereby to make your area of work a powerful contributing factor to the success of the organization.

Appraisals can also make your job as a manager easier, because they give you the opportunity and framework to encourage and develop your staff. This results in a team of people who feel valued and supported, and who know that their work makes a positive difference to the organization as a whole. As a manager, you can then spend less time and energy on pushing and controlling your team, and more time on the work that moves things forward and is more satisfying.

In this book, we will look at how you can use appraisals to enhance the way your organization works and how they can encourage your staff to continually develop. It will give you guidance on what is important about appraisals and how they fit into the bigger picture of continuous improvement of performance. By the end of the final chapter, we hope that you will see how appraisals can make a positive difference to you as a manager, your staff as individuals, and the organization as a whole.
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In this chapter, we will explore why it is important to set appraisals within the bigger context of the development of the whole organization, and consider the purpose and principles of appraisals. If appraisals are treated as an isolated piece of paperwork that comes round once a year and is stored in the filing cabinet until next year, or is sent to the HR department and never referred to again, then it becomes a waste of time and energy.

If, on the other hand, appraisals are seen as an important part of the overall success of the organization, then they take on a different meaning and become a vital part of everyone’s role. If you are a director of the organization, you will want to ensure that everyone is working towards the same goals, and appraisals can help with this. If you are a manager of a team, you will want your part of the organization to be recognized for contributing to the whole and your team to give of their best, and appraisals can help. And as a team member, you will want to be valued for your work, and appraisals will provide a summary of that. Let’s explore the importance of appraisals in the bigger context.



The context

If we don’t know what can be gained from effective appraisal then we have no reason to view it as a positive and useful activity.
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Often it turns into a yearly ‘chat’ with the individual where neither side is sure what will come out of it.

As manager, you know that you’re supposed to sound positive, no matter what. Yet most of those we will be appraising are neither ‘stars’ nor awful at what they do. What can you say when someone just does their job well? And what do you say when someone is not doing well and you are supposed to sound positive?

It is hard to give direction to the appraisal without a clear purpose, and the manager can feel solely responsible for trying to ‘make it work’.

The individual being appraised, on the other hand, may fear that if they say the ‘wrong thing’, they will ruin any chances of promotion.

If you are using 360° feedback, they may also fear the effect of negative responses from others and wonder how to offset that effect.

It is important to be clear about how appraisals can contribute to organizational effectiveness, so that both sides use the opportunity well.

To achieve this clarity, we need to look at the purpose of having an appraisal system, and identify how it can benefit those involved.

The purpose of appraisal

Appraisal means many different things in different contexts. Usually, in a work context, it implies some type of formal, recorded interview with every member of staff at regular intervals, e.g. yearly, and often seems to be isolated from the rest of the everyday contact between managers and their staff.

For us to use appraisal effectively, we need to see it as part of overall performance management and development.

We all like to know how we’re doing as individuals, and organizations need to know how they match up to their goals and targets.
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Often this is monitored in an informal way. After all, we’re all very good at noticing if something isn’t going according to plan, or isn’t as good as we want it to be.

However, this informal monitoring tends to ignore the genuine progress and achievement that takes place.

We tend to assume that if no one says anything is wrong, then we’re probably doing reasonably well! In organizational terms, this can be translated into: if we’re still making a profit, we’re doing OK.

Appraisal is designed as a means of monitoring the progress and achievement of the organization, to encourage and support the continuing development of that organization in a changing world.

This not only helps the organization as a whole to continue to work towards optimum effectiveness, but also provides departments and individuals within that organization with a clear overall development plan, into which their own development plans can fit.

For example, it will make far more sense to me that I should learn to use a computerized database if it is introduced into the organization with clear explanations of how it will contribute to the increased effectiveness of the organization.

If it seems that the database has been introduced just because there was some money spare in the annual budget, I am more likely to defend the old system, and resent the time I have to spend on the change.

Appraisal is also designed to encourage and motivate employees continually to develop their skills, so that they are of ever-increasing value to their organization. We will increase this motivation if we offer positive recognition of progress and achievement, as well as support and help in developing in those areas that are seen to be weaker.

Appraisals present the opportunity to give this recognition, and to identify with someone how they could improve in areas where they are weaker.

So both the individual and the organization gain from the process.
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Checklist: the purposes of appraisal

•  To monitor the progress and achievement of the organization as a whole

•  To encourage and support the continuing development of that organization in a changing world

•  To encourage and motivate employees continually to develop their skills, so that they are of ever-increasing value to their organization
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The benefits of effective appraisal

To ensure that appraisal is used well, rather than just paid lip service to, it is important that the benefits to all those involved are recognized and spelt out.

We all need to feel that the process will have a pay off for us personally. Then we will be prepared to invest some time and energy in it.

We also need to feel that it has some relevance, both short term and long term, to our professional and business development.

When we put into practice the principles and processes of appraisal effectively, then there is positive benefit and development for the appraiser, for the individual being appraised and for the organization.

It becomes a welcome and useful part of the employee’s working life. It is also a vital part of the manager’s role, both in offering support to his/her staff, and in maintaining the development of the organization. As managers, we need to be aware of the benefits and be able to state them to others, to make sure that appraisal is treated as something which has a valuable contribution to make to working life.

Benefits for the organization

Organizations as a whole will gain from effective appraisals:

•  by having motivated employees

•  by learning what skills are available which can be drawn on to enhance their overall performance

•  by being able to identify, before a problem arises, how they may need to train or develop their employees to meet organizational goals

•  by having their finger on the pulse of the internal set-up.

Benefits for the individual

What of the person being appraised? For the individual, appraisal provides an opportunity to:

•  receive recognition and support from management as they develop in the work role

•  be reminded of how they are contributing to the effectiveness of the organization overall

•  voice their views and offer constructive suggestions on both their own development and that of the overall organization.

Benefits for the manager

For the manager, the appraisal is an opportunity to:

•  enhance the relationship with the individual

•  give the individual recognition and support in their continuing development

•  enhance the individual’s motivation by reminding them of the overall context of organizational goals to which they are contributing

•  evaluate the effectiveness of individual contributions to the overall effectiveness of the organization

•  gather information which may help to develop further ways of enhancing organizational effectiveness.
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Principles of appraisal

So how do we turn the appraisal into this positive and useful tool?

Whether we are appraising on an informal or formal basis, there are guidelines to the approach to take which will make it far more likely that the appraisal has the effect we want.

The principles of appraisal provide a framework to define the approach, so that we undertake the appraisal with a clear idea of our intentions and purpose.

The overriding principle of appraising is that we encourage the person being appraised to take on more and more responsibility for his/her own development. In doing this, we need to remember that the individual will have some feeling of not being in control, at least initially.

Most times, an appraisal is imposed on us; but even if we have actively asked for it, we tend to do so because we don’t feel that we can sort out any problems or a schedule for development ourselves.

We also need to remember that the individual knows more about their own achievement, progress and problems than anyone else – they experience it, as opposed to observing it!

So our intention in appraisal is to enable the individual to take more and more of an active part in identifying their own strengths and weaknesses, and in deciding what to do about them.

An appraisal is an interaction between two people

In other words, the appraisee is human too, so we need to ensure that we treat them with respect, in order to build up trust.

If they do not feel that they can trust the manager, then the contribution they make will be limited, and the usefulness of the appraisal reduced.

If we do not come across as ‘human’, and accepting of them, then they will be intimidated. If they feel that we may use what they say against them in some way, then they will say as little as possible about any difficulties and problems they may have. As we all know, these will then show up at the most inopportune time, and cause us bigger problems because they affect the appraisee’s work.
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Appraisals should have a positive intention and outcome

This requires that we set a positive tone to the whole appraisal. Positive recognition is important to all of us. We like it when someone says thank you, or remarks on something we’ve achieved or progressed in. We can offer this recognition in the appraisal, and thereby encourage the individual.

We also know that building on strengths is easier than putting the emphasis on correcting weaknesses.

Finally, we want to ensure that any weak areas are dealt with, so we need to offer constructive help to the individual in finding a way to improve performance. After all, being told that we were not doing well enough at something never helped us to do it better – it only made us feel worse.
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Checklist: the principles of appraisal

•  The individual will take more and more responsibility for their own development and we will help them to do that.

•  We will establish trust and a good relationship as the basis for the appraisal.

•  An appraisal has a positive intention and outcome, and we will use it to help the individual to use their strengths well and identify ways of improving their performance.
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The role of the manager in appraisals

Having looked at the purpose and benefits of appraisals, we can begin to identify the first stages of how we can ensure that appraisals are useful and constructive.

It is up to us, as managers, to set the context for the appraisal and educate our staff into viewing it as useful. We also need to remind ourselves of the potential of appraisal, so that we treat it as an important part of our responsibilities and prepare for it properly.

We are responsible for setting the tone which will help our staff to treat appraisal as a useful and constructive part of their overall development. This is especially important when appraisal has not been seen in this light before.

By thinking through our own way of expressing the benefits, purpose and intention of appraisal, we will already have begun the journey towards more successful appraisal.

OPS/images/ch01-4.jpg





OPS/images/ch01.jpg
AVANNS





OPS/images/ch01-2.jpg





OPS/images/ch01-3.jpg





OPS/images/line1.jpg





OPS/images/P003-001.jpg
Teach
Yourself





OPS/images/common.jpg





OPS/images/ch01-1.jpg





OPS/images/int-1.jpg
APPRAISAL

é%/,,.,






OPS/images/cover.jpg
APPRAISALS

A performance appraisal masterclass
in seven simple steps






