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MPA 855 COURSE GUIDE

Introduction

This course, MPA 855: Performance Measurement aaagement is a
two-credit unit course that examines the conceptpoblic sector
performance, input per man hour, and unit costarisiders the planning,
implementation and evaluation of performance. #spnts the human,
management, and workload factors negating perfocenand the major
catalysts to improvement. The course considers howmeasure
performance in federal, state and local authoréres their agencies. The
course has been conveniently arranged in eightestimat but related
units of study activities. In this course guideidsints will find out what
they need to know about the aims and objectivesthef course,
components of the course material, arrangementhefstudy units,
assignments, and examinations.

The Course Aim

The course is aimed at familiarising students wlid importance of an
effective performance management system and its ol helping
organisations define and achieve short- and long-gpals. It explains
and reinforces the concept that performance manageis not a one-
time supervisory event, but an ongoing procesdasfrpng, facilitating,
assessing, and improving individual and organisatiperformance. To
facilitate the achievement of this aim, the follagrisubthemes will be
elaborately discussed: The Foundations of Perfocedvieasurement
and Management the Conceptual Framework of Perfocma
Management Performance Management Systems Man@gnfigrmance
Management

The Possible Outcome

By the end of the course, you will be able to:

. discuss the origin of Performance Management

o explain performance measurement concepts

. ascertain the characteristics and principleseofopmance
management

. discuss performance management processes.

Course Material

The Course Guide

The Study Units
Self-Assessment Exercises
Tutor-Marked Assignments
References/Further Reading
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MPA 855 MODULE 1

MODULE 1 THE FOUNDATIONS OF
PERFORMANCE MANAGEMENT

Unit 1 Nature and Definitions of Performance Mamagnt

Unit 2 History of Performance Management

Unit 3 Purposes, Aims and Characteristics of Rerémce
Management

Unit 4 Why Measure Performance?

Unit 5 Performance Measurement Methods

UNIT 1 NATURE AND DEFINITION OF PERFORMANCE
MANAGEMENT AND MANAGEMENT

Unit Structure

1.1  Introduction
1.2  Learning Outcomes
1.3 The Nature of Performance Management
1.3.1 Meaning of Performance
1.3.2 Meaning of Performance Management
1.4 Summary
1.5 References/Further Reading/Web Resources
1.6 Possible Answers to Self-Assessment Exercise(s)

p =
@ 1.1 Introduction

Performance management as practised today in masilicp
organisations incorporates processes such as nraeagéy objectives
and performance appraisal that were first develgoede time ago. But
its overall approach is significantly different. Aslohrman and

Mohrman (1995) emphasise, performance managememinsging the
business. It is what line managers do continuouslyy a Human

Resource (HR)-directed annual procedure. It is @rah process of
management. Performance management is much maneafimaising

individuals. It contributes to the achievement olture change and it is
integrated with other key HR activities, especiablyman capital
management, talent management, learning and dewelopand reward
management. Thus, performance management helps choeva

horizontal integration and the ,bundling of HR piees so that they are
interrelated and therefore complement and reinfe@eh other. As an
important part of a high-performance work systeintontributes to the
development of more effective work systems thagdbr determine

levels of performance.
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@ 1.2 Learning Outcomes

By the end of this unit, you will be able to:

. discuss the Nature of Performance Management
o explain the meaning of performance
o defining Performance Management.

=113 The Nature of Performance Measurement

Performance management can be regarded as a syst@mueess by
which the overall performance of an organisation ba improved by
improving the performance of individuals withinemtn framework. It is
a means for promoting superior performance by comaoating

expectations, defining roles within a required cetepce framework
and establishing achievable benchmarks (MSG, 20Aggording to

Armstrong and Baron (1998), Performance Managemgnboth a

strategic and an integrated approach to delivesingcessful results in
organisations by improving the performance and kipweg the

capabilities of teams and individuals.

The term performance management gained its popularearly 1980s
when total quality management programs receivedostnimportance
for achievement of superior standards and quakifopmance. Tools
such as job design, leadership development, tgiamnd reward system
received an equal impetus along with the tradifioparformance
appraisal process in the new comprehensive and ahnwider

framework. Performance management is an ongoingnuorcation

process which is carried between the supervisodstha employees
throughout the year. The process is very much @gchnd continuous
in nature.

A performance management system includes the failpvactions;
Developing clear job descriptions and employee qarénce plans
which includes the key result areas (KRA") and genance indicators.
Selection of right set of people by implementingappropriate selection
process. Negotiating requirements and performanaadards for
measuring the outcome and overall productivity gfathe predefined
benchmarks. Providing continuous coaching and faekiluring the
period of delivery of performance. Identifying theaining and
development needs by measuring the outcomes achagagnst the set
standards and implementing effective developmeniggams for
improvement.

2
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Holding quarterly performance development discussiand evaluating
employee performance on the basis of performanaasplDesigning
effective compensation and reward systems for mEsoy those

employees who excel in their jobs by achieving #e¢ standards in
accordance with the performance plans or rathezexkthe performance
benchmarks. Providing promotional/career develognsrpport and
guidance to the employees. Performing exit intevgiéor understanding
the cause of employee discontentment and therea#ir from an

organisation. Performance management is an onggimgess of
communication between a supervisor and an empldlgaé occurs

throughout the year, in support of accomplishing dtrategic objectives
of the organisation.

The communication process includes clarifying exa@ans, setting

objectives, identifying goals, providing feedbaeakd reviewing results.
Overseeing performance and providing feedback is aro isolated

event, focused in an annual performance revieis.dh ongoing process
that takes place throughout the year. The Perfocmadianagement
process is a cycle, with discussions varying yeaydar based on
changing objectives. An effective performance managnt process sets
the foundation of aligning the individual's effortgth the organisation's
goals;

By linking individual employee work efforts with éhorganisation’s
mission and objectives, the employee and the osgéion understand
how that job contributes to the organisation.

By focusing attention on setting clear performaagpectations (results
+ actions & behaviours), it helps the employee knvawat needs to be
done to be successful on the job. Through the usebgectives,
standards, performance dimensions, and other mesaguocuses effort.
This helps the department get done what needs tmbhe and provides
a solid rationale for eliminating work that is rmnger useful. Through
regular check-in discussions, which include staipdates, coaching,
and feedback, it promotes flexibility, allowing yamd the employee to
identify problems early and change the course gfrgect or work
assignment.

By emphasising that an annual review should sinbglya summary of
the conversations held between you and the empldyeag the entire
cycle, it shifts the focus away from performancesas'annual event” to
performance as an on-going process.

An effective performance management process, whdeiring time to
plan and implement, can save you and the empldyee and energy.
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Most importantly, it can be a very effective mota since it can help
you and the employee achieve organisational suecnaksg the pottery
through painting.

1.3.1 Meaning of Performance

If you can’'t define performance, you can't measare manage it

(Armstrong, 2009). It has been pointed out by Baied Holton (1995)
that performance is a multi-dimensional constrtioe, measurement of
which varies depending on a variety of factors.yrakso state that it is
important to determine whether the measurementcobgeis to assess
performance outcomes or behaviour. Performancesréiethe degree of
accomplishment of the tasks that make up an emeleyjeb. It reflects
how well an employee is fulfilling the requiremerd$ a job. Often

confused with effort, which refers to energy expemhdperformance is
measured in terms of results (Onah, 2014).

For example, a student may exert a great dealfofteh preparing for

an examination and still make a poor grade. In suctase the effort
expended was high, yet the performance was low r&Bgmd Rue,

2011). Latham, Sulsky and Macdonald (2007) emphdsithat an

appropriate definition of performance is a prersgaifor feedback and
goal setting processes. They state that a perfaentreory is needed
that stipulates: the relevant performance dimerssidine performance
standards or expectations associated with diffepenformance levels;
how situational constraints should be weighedt(dlB when evaluating
performance; the number of performance levels adignts; the extent
to which performance should be based on absoluteoarparative

standards. There are different views on what perdéorce is. It can be
regarded as simply the record of outcomes achieved.

On an individual basis, it can be a record of therspn s
accomplishments. Kane (1996) argues that performascsomething
that the person leaves behind and that exists dmart the purpose.
Bernardin et al (1995) are concerned that: ,Peréoroe should be
defined as the outcomes of work because they peothé strongest
linkage to the strategic goals of the organisatmrstomer satisfaction,
and economic contributions. Guest (1996) also tese that
performance is about outcomes but that the corslemild be linked to
the idea of a balanced scorecard. Borman and Mdtowil993) put
forward the notion of contextual performance thawvers non-job-
specific behaviours such as cooperation, dedicatmhusiasm and
persistence and is differentiated from task per@roe covering job-
specific behaviours.
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As Fletcher (2001) mentions, contextual performard=sals with

attributes that go beyond task competence anddktgr behaviours that
enhance the climate and effectiveness of the osgdan. The Oxford
English Dictionary defined performance as the agu@hment,

execution, carrying out, working out of anythinglered or undertaken.
This refers to outputs/outcomes (accomplishment)diso states that
performance is about doing the work as well as dpainout the results
achieved. Performance could therefore be regardetdeaaviour, the
way in which organisations, teams and individuaét wgork done.

Performance is behaviour and should be distingdisfrem the

outcomes because they can be contaminated by syfetors.

A more comprehensive view of performance is acldabé is defined
as embracing both behaviour and outcomes. Campbell (1993) are
more concerned with measuring performance. Theynee@fit as
behaviour or action relevant to the attainmentefdrganisation s goals
that can be scaled, that is, measured. Their thesiayes that
performance is multidimensional and that each dsimen is
characterised by a category of similar behaviour agtions. The
components consist of:

().  job-specific task proficiency

(i) non-job-specific proficiency (eg organisatan citizenship
behaviour)

(i) Written and oral communication proficiency

(iv) Demonstration of effort

(v)  Maintenance of personal discipline

(vi) Facilitation of personal and team performance

(vii) supervision/leadership and

(viii) management/administration.

Self-Assessment Exercises 1

1. What is the nature of Performance Management?
2. Define Performance Management?

Determinants of Performance

Job performance is the net effect of an employet#tst as modified by
abilities and role (or task) perceptions. Thus,fqgrarance in a given
situation can be viewed as resulting from the nelationships among
effort, abilities, and role perceptions. Effort, iafn results from being
motivated, refers to the amount of energy (physaai/or mental) an
individual uses in performing a task. Abilities arpersonal

characteristics used in performing a job. Abilitiesually do not

fluctuate widely over short periods of time. Raigsk) perceptions refer
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to the direction(s) in which individuals believeethshould channel their
effort on their jobs.

The activities and behaviours people believe areessary in the
performance of their jobs define their role perzep (Onah, 2014). To
attain an acceptable level of performance, a mimmievel of

proficiency must exist in each of the performancemponents.

Similarly, the level of proficiency in any one paminance component
can place an upper boundary on performance. If eyepk put forth
tremendous effort and have excellent abilities etk a clear

understanding of their roles, performance will @oly not be good in
the eyes of their managers. Much work will be paty but it will be

misdirected.

Likewise, an employee who puts forth a high degoéeeffort and
understands the job but lacks ability probably widte low on
performance. A final possibility is the employeeonas a good ability
and understanding of the role but is lazy and edpdittle effort. This
employee s performance will likely be low. Of coeiran employee can
compensate up to a point for a weakness in one lardaeing above
average in one or both of the other areas (Onal})20

Influences on Performance

Four major influences on performance were idemtifiey Armstrong
(2009); the learner, who needs the right leveloshpetence, motivation,
support and incentives in order to perform effegdity The learner's
work group, whose members will exercise a strongjtp@ or negative
influence on the attitudes, behaviour and perforrearf the learner;
The learner s manager, who needs to provide agngrsupport and act
as a role model, coach and stimulator related tdopeance; The
organisation, which may produce barriers to efiectperformance if
there is no powerful, cohering vision; ineffectisgucture, culture or
work systems; Unsupportive employee relations yadiecd systems, or
inappropriate leadership and management style.

1.3.2 Definitions of Performance Management

Performance management is a systematic processiniproving
organisational performance by developing the perorce of
individuals and teams. It is a means of gettingtdoetesults by
understanding and managing performance within arealgframework
of planned goals, standards and competency reqeimsmProcesses
exist for establishing shared understanding abdattws to be achieved,
and for managing and developing people in a way imeaeases the
probability that it will be achieved in the shoridalonger term. It is
owned and driven by line management (Armstrong9200

6
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Performance management (PM) includes activitiesciwiensure that
goals are consistently being met in an effectivd afiicient manner.
Performance management can focus on the performaricean
organisation, a department, employee, or even theegses to build a
product or service, as well as many other areas.

PM is also known as a process by which organissatialign their
resources, systems and employees to strategictvlegand priorities.
Performance management is the system through vangdmisations set
work goals, determine performance standards, assigrevaluate work,
provide performance feedback, determine training development
needs and distribute rewards (Armstrong, 2009). foPaance
Management is the mechanism that ensures thatnpégee achieves
the objectives set by the organisation and the nisgdon thereby
achieves the objectives that it has set itselfgarsirategic plan (HRINZ,
2015).

When considering Performance management as practisday
incorporates processes such as management by iebgecand
performance appraisal that were first developedestime ago. But its
overall approach is significantly different. As Mafan and Mohrman
(1995) emphasised, performance management is nmantgg business.
It is what line managers do continuously, not an-difRcted annual
procedure. It is a natural process of managemeetfoifPnance
management is much more than appraising individdatontributes to
the achievement of culture change and it is integravith other key HR
activities, especially human capital managemerigntamanagement,
learning and development and reward managementstarng, 2009).

Thus, performance management helps to achievedmtalzintegration

and the ,bundling of HR practices so that they emerrelated and
therefore complement and reinforce each other.mAsrgortant part of
a high-performance work system, it contributeshte tlevelopment of
more effective work systems that largely determitevels of

performance. Performance management is a mean®tbhgy better

results from the organisation, teams and indivisuaithin an agreed
framework of planned goals, objectives and starsl§amstrong and
Murlis, 1994). The performance management procge#isel process by
which the company manages its performance in lifie its corporate
and functional strategies and objectives. The abeof this process is
to provide a pro-active closed loop system, whée ¢orporate and
functional strategies are deployed to all businassesses, activities,
tasks and personnel, and feedback is obtainedghrthe performance
measurement system to enable appropriate managedemisions

(Bitici, Carrie and McDevitt, 1997). DeNisi (2000)tated that
performance management is a range of practices rganigation
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engages in to enhance the performance of a taggsdp or group with
the ultimate purpose of improving organisationatf@enance. It is a
broad set of activities aimed at improving employeerformance
(DeNisi and Pritchard, 2006).

The essence of performance management is the ¢evefd of
individuals with competence and commitment, workiogvards the
achievement of shared meaningful objectives witmirorganisation that
supports and encourages their achievement (Locké&@92).
Performance management aims to improve strategrusfoand
organisational  effectiveness  through  continuouslyecusing
improvements in the performance of individuals seams (Philpott and
Sheppard, 1992). Performance management can aldedoeibed as a
strategic and integrated approach to deliveringiasusd success to
organisations that focuses on performance improw¢éraed employee
development. It is strategic in the sense thas itancerned with the
broader issues facing the business if it is to fienceffectively in its
environment, and with the general direction in vihiicintends to go to
achieve longer-term goals (Armstrong, 2009). An om@nt aim of
performance management is to support the achieveniig¢he business
strategy. According to Armstrong (2009), it is igtated in four factors:
(1) vertical integration — linking or aligning bugss, team and
individual objectives
(i)  functional integration — linking functionakrategies in different
parts of the business
(i)  HRM integration — linking different aspectd human resource
management, especially organisational developméntnan
capital management, talent management, learning and
development, and reward, to achieve a coherenbapprto the
management and development of people; and
(iv)  the integration of individual needs with tleogf the organisation,
as far as this is possible.

It is focused on performance improvement in order imcrease

organisational, team and individual effectivene€sganisations, as
stated by Lawson (1995) have to get the right thidgne successfully.
Performance is not only about what is achievedatsd about how it is

achieved. Management is involved in direction, measent and

control. But these are not the exclusive concefmsanagers teams and
individuals jointly participate as stakeholders.

It is involved in employee development — perforeeumprovement is
not achievable unless there are effective procesdgesontinuous
development. This addresses the core competencin afrganisation
and the capabilities of individuals and teams. Mspecifically, in the
words of Armstrong (2009), performance managemsentancerned
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with: aligning individual objectives to organisatm objectives and
encouraging individuals to uphold corporate cordues; enabling
expectations to be defined and agreed in term®lef nesponsibilities
and accountabilities (expected to do), skills (etpe to have) and
behaviours (expected to be); Providing opportusifier individuals to
identify their own goals and develop their skiliedacompetencies;
Motivating people by providing them with recognitiioand the
opportunity to use and develop their skills anditds.

The scope performance management gives to recogelievements
and provide opportunities for growth means thas ipart of the total
reward system. It can be used to generate ratlmggdrm performance
pay decisions, but this is neither an inevitableaaecessary part of the
process. Performance management is essentially velogenental
process that aims to improve the performance anednfial of people
through their own efforts and with the help of theianagers and the
organisation.

Performance Management, according to HRINZ (2015),it is
necessary to set out some basic terms:

Effective behaviours — the carrying out of actmsti

Effectiveness of Performance — the level of thevdiets performed
Criteria — the standards set by the organisatiothi® activities.
Performance management is the systematic processtbgh an
organisation involves its employees, as individuaisl members of a
group, in improving organisational effectivenesghe accomplishment
of organisation’s mission and goals (Behn, 2003)mpByee
performance management, according to Behn (2008gludes:
planning work and setting expectations, continuatyonitoring
performance, developing the capacity to perfornrjopcally rating
performance in a summary fashion, and rewardingl gesformance.

1.4 Summary

A flash back at some of the major issues raisetigfirst unit will help
to refresh our memories.

This unit has been able to examine the nature agfthiibn of

performance management. It observed the followifdre term

performance management gained its popularity ilyeB80s when
total quality management programs received utmogiortance for
achievement of superior standards and quality pedace. Human
resources belong to an organisation’s most valuab$ets. To get the
best out of people, it is not enough to recruit aedect the best
candidates. Recruitment and selection are jusstimt of value creation

9
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through human resource. Performance Managemenother important
high performance work practice (HPWP) that can fyglied to inform,
guide, monitor and evaluate employees to achiegarosational goals.
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1.6 Possible Answers to Self-Assessment Exersise
Answers to Self-Assessment Exercise

Performance management can be regarded as a sist@mueess by
which the overall performance of an organisation ba improved by
improving the performance of individuals withinesaim framework. It is
a means for promoting superior performance by comaoating

expectations, defining roles within a required cetepce framework
and establishing achievable benchmarks (MSG, 2017).

Answer to Self-Assessment Exercise 2

Performance management is a systematic processiniproving
organisational performance by developing the perborce of
individuals and teams. It is a means of gettingtdoetesults by
understanding and managing performance within arealgframework
of planned goals, standards and competency reqeimsmProcesses
exist for establishing shared understanding abdattws to be achieved,
and for managing and developing people in a way imeaeases the
probability that it will be achieved in the shoridalonger term. It is
owned and driven by line management (Armstrong9200

12
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UNIT 2 HISTORY PERFORMANCE MANAGEMENT
Unit Structure

2.1  Introduction

2.2  Learning Outcomes

2.3  The History of Performance Management
2.3.1 Origin of Performance Management
2.3.2 Phases of Performance Management Process
2.3.3 Merit Rating

2.4  Summary

2.5 References/Further Reading/Web Resources

2.6  Possible Answers to Self-Assessment Exercise(s)

p =]
@ 2.1 Introduction

The term performance management gained its popularearly 1980s
when total quality management programs receivedostnimportance
for achievement of superior standards and quakifopmance. Tools
such as job design, leadership development, tgiand reward system
received an equal impetus along with the tradifioparformance
appraisal process in the new comprehensive and ahnwider

framework. Performance management is an ongoingnuorcation

process which is carried between the supervisodstha employees
throughout the year. The first formal monitoringstgyns, however,
evolved out of the work of Frederick Taylor and fuowers before the
First World War. Rating for officers in the US arhservices was
introduced in the 1920s and this spread to the &Kdid some of the
factory-based American systems.

Merit rating came to the fore in the United Stadesl the UK in the

1950s and 1960s, when it was sometimes re-chrdt@eeformance
appraisal. Management by objectives then came angelly went in the
1960s and 1970s, and simultaneously, experimente weade with

assessment techniques such as behaviorally anchatiad scales. A
revised form of results-orientated performance agpi emerged in the
1970s and still exists today. The term performam@magement was
first used in the 1970s but it did not become @geesed process until
the latter half of the 1980s. This will be explainfirther in the course
of this unit.

13
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@ 2.2 Learning Outcomes

By the end of this unit, you will be able to:

o discuss the origin of performance management

. explain the phases of performance management goces

. discuss merit rating as an earlier form of perfaroe
management.

2.3 The History of Performance Management
2.3.1 Origin of Performance Management

The term performance management gained its impoetdrom the
times when the competitive pressures in the maslagte started rising
and the organisations felt the need of introducengomprehensive
performance management process into their systenmmjproving the
overall productivity and performance effectivene3he origin of
performance management, according to Brooks (20a)lved under
the following;

Self-Assessment Exercises 1

1. What is the Operational Performance Management
Evaluation?
2. What is Merit Rating?

2.3.2Regional Reforms of Local Government in Nigeria 198-1965

Early 1900s: The Performance Appraisal’s Informal Beginnings
Several sources suggest that performance appraisads invented by
WD Scott as early as World War I. Although possiltihe earliest
documented use of performance appraisals, howd/erScott s system
was not a widely-recognised concept, and it wasntil around mid-
century that more formal appraisal systems becanpéemented by a
large number of businesses.

1950s: Developing a Formal System

By the mid-1950s, formal performance appraisalseweruch more
commonly known, with companies using personalitgdzhsystems for
measuring performance. Towards the end of the 1%&Q@gever, an
unease at these systems began to develop, as lytvas there no
element of self-appraisal, but the personality-dagpproach did very
little in terms of monitoring performance — rathdér,monitored the
person s inherited personality, instead.
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1960s: Measuring Objectives & Goals

By the 1960s, there was a much greater focus dragptaisal, and

most performance appraisal systems were geared tomweeds looking

at what an individual might be able to achievehia tuture (as opposed
to how competent their personalities appeared tatlibe time of being
assessed). As the 1960s progressed, performancasap began to do
a better job of actually assessing performancefoleysing more on

goals and objectives, and including much more by efsself-appraisal.

1970s: Finding Flaws

During the 1970s, there was a lot of criticism alduaw appraisals were
being conducted, and several cases were even takeourt. A lot of

this was down to how subjective and opinion-baseaktrappraisal
systems were, and so as the 1970s progressed, wmmpstarted
including a lot more psychometrics and rating ssale

1980s — Early 2000s: Holistic Measures

The next 20 years saw an increase in companiesifogwn employee
motivation and engagement, which led to a moresholiapproach to
performance management and appraisals. Compangas lmeasuring
brand new metrics as part of their appraisal pmcesich as self-
awareness, communication, teamwork, conflict redacand the ability
to handle emotions. Many of these are still velgvant in performance
reviews to this day.

Modern Day Performance Management

In recent years, performance management has eveirgdfurther, with
many companies pulling down the traditional hielngrén favour of
more equal working environments. This has led toimgrease in
performance management systems that seek mulgpldback sources
when assessing an employee s performance — thkieown as 360-
degree feedback. With mobile technology giving userflexibility, and
with more companies recognising the value of atgrempany culture,
we believe that the definition of what good perfarme is will continue
to shift, and that the people who drive an orgdiusawill continue to
have an even greater input into how their peersaasessedAnother
account of the evolution of performance manageneenanated from
Tarata (2017), Head of Research, The KPI InstitBtee observed that
performance management connotes the following batsremergence;

Individual Performance Management Evolution

The precise origin of performance appraisals is kmdwn but the
practice dates back to the third century when theezors of the Wei
Dynasty (221-265AD) rated the performance of thécial family
members. In early times, organisations were loodefjned and their
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performance management focus was based on indisicqaeaforming
tasks as part of a group. Performance appraisalsdinstry were most
likely initiated by Robert Owen in the early 180@wen monitored
performance at his cotton mills in Scotland through use of silent
monitors. The monitors were cubes of wood with edé#ht colours
painted on each visible side.

They were displayed above the workstation of eaopleyee (Banner
& Cooke, 1984; Wiese & Buckley 1998). In time, motemplex
approaches emerged, mainly driven by the militagyublic
administration and industrial companies. They @&kded a system of
monitoring the performance of numerous individuéds ensure a
streamlined progression in the organisational hiéna

The main drivers in the evolution of individual fmemance
management were industrial psychologists, humaouress managers,
organisational development and organisational bebaconsultants. In
the 1990s individual performance management wdmapesl by two key
trends. The first was the increase in popularityseff-assessment of
performance, sometimes followed by feedback sessiaith line
managers. The increase in performance self-assassmas natural as
economies were dominated by knowledge workers, nmai@pendent in
regards to decision making and management of wookgsses. The
second key trend in recent years was the integrdigiween strategic
performance management and individual performan@nagement
facilitated by the introduction of tools such as BBSC. Organisational
goals became reflected in individual goals and viddial measures
became aligned with organisational performance oreas an effort to
increase the accountability of all employees to éxecution of the
organisational strategy (Tarata, 2017).

Operational Performance Management Evolution

The evolution of operational performance managensefihked to the
evolution of accounting and management. This is wuéhe fact that
operational performance is traditionally evaluatederms of efficiency
and effectiveness. And the easiest way to do thisyi using financial
indicators, provided by the accounting functiorrganisations.

For example, in the 13th century, the performarfca denetian sailing
expedition used to be defined as the differencevdet the amount of
money invested by the ship owner(s) and the amoumoney obtained
from selling all the goods brought back by the shgaptain. However,
it was only in the early 19th century when the ididton between the
function of owners and managers arose, setting dhege for
management processes as an identifiable and sepatatity. Thus, in
the first decade of the 20th century, Frederick|Giageveloped the
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concept of scientific management. This was basedhenanalysis of
existing work methods through observation and mreasant. Taylor's
ideas were advanced by many others including Frané Lillian
Gilbreth, who developed the concept of time andiamostudies, which
required the measurement of every single movemedeniaken by a
worker in the course of their work. This newly dieyed discipline
which came to be known as work study, incorporatedstudy of work
methods and the measurement of work in the ear®4,9DuPont and
General Motors experimented by introducing decéisgd divisional
structures with profit centers. As support for thesorganisations, they
also introduced the DuPont chart and with it thecept of Return on
Investment (ROI). This meant that management was atso held
responsible for the achievement of budgeted ROIlthackfore not only
focused on measures such as margin and net incbimee'tableau de
bord" has been quite popular in France ever siteaentroduction in
1930s, as a "dashboard" used by managers to mahgooperational
performance of their organisations. Although thgamgy of the large
companies in France were using it, due to the dichiavailability of
translated literature it had a minimal overseasigion (Tarata, 2017).

Strategic Performance Management Evolution

At strategic level, performance management as @ipdiise has a short
history becoming established only in the 20th centlt was driven
mainly by strategic management and organisationahabiour
practitioners. A turning point in the evolution sirategic management
and strategic performance management was Peterk@&tsic(1946)
publication of "Concept of the Corporation”. Intsréen strategy as an
area of management study followed the diffusiorstohtegic planning
(Llong-range planning’) among large companies dutime 1950s and
1960s. As anticipated by Eccles (1991), the mid0&9@%itnesses a
performance management revolution, led by the duection and
metamorphosis of the BSC. Kaplan and Norton inteeduthe BSC,
presenting the concept as a performance measureim@ntused by
organisations at to capture besides the financishsures, the value-
creating activities from an organisation's intafgiassets. Over a span
of 17 years, the BSC evolved from a measurement, tw a
management tool, to a system and then to a todlirwé system, thus
completing a full circle. This demonstrates that #eparation between
performance measurement and management in a ressartext must
be carefully considered for each research articletreese topics and
filtered through the most recent changes in tleisifas some literature is
outdated. Some authors use performance measurémesfer to what
by today's standards is considered performance geamant and vice
versa. Overall, strategic performance managemetudisy represented
by the BSC, as the most popular system used fategly execution
(Tarata, 2017).
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2.3.2 Phases of Performance Management Process

The performance management process evolved inaeisaises. These
phases, in the words of MSG (2017), involve théfeing;

i. First Phase: The origin of performance management can be traced
the early 1960 s when the performance appraisakmsgs were in
practice. During this period, Annual Confidentiabg®rts (ACR s)
which was also known as Employee service Recorde waintained
for controlling the behaviors of the employees aih@se reports
provided substantial information on the performant¢he employees.
Any negative comment or a remark in the ESR or AG$ed to
adversely affect the prospects of career growttarofemployee. The
assessments were usually done for ten traits ameaofr a ten-point
rating scale basis. These traits were job knowlesligeerity, dynamism,
punctuality, leadership, loyalty, etc. The remaokghese reports were
never communicated to the employees and strictidentiality was
maintained in the entire process. The employeesl dseremain in
absolute darkness due to the absence of a transpaexhanism of
feedback and communication. This system had sufférem many
drawbacks.

ii. Second PhaseThis phase continued from late 1960 s till early@9
s, and the key hallmark of this phase was that eveastadverse remarks
were incorporated in the performance reports werangunicated to the
employees so that they could take corrective astifam overcoming
such deficiencies. In this process of appraising performance, the
reviewing officer used to enjoy a discretionary powef overruling the
ratings given by the reporting officer. The emplegeisually used to get
a formal written communication on their identifiedreas of
improvements if the rating for any specific trasied to be below 33%.

iii. Third Phase: In this phase the term ACR was replaced by
performance appraisal. One of the key changeswibed introduced in
this stage was that the employees were permittedetrribe their
accomplishments in the confidential performance orep The
employees were allowed to describe their accompigstiis in the self-
appraisal forms in the end of a year. Besides siwiuof the traits in the
rating scale, several new components were considénge many
organisations which could measure the productiaitg performance of
an employee in quantifiable terms such as targdigewed, etc. Certain
organisations also introduced a new section omitrgi needs in the
appraisal form. However, the confidentiality elemevas still being
maintained and the entire process continued to drera oriented
instead of being development oriented.
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iv. Fourth Phase: This phase started in mid-1970s and its origin inas
India as great business tycoons like Larsen & Toutmllowed by State

Bank of India and many others introduced appreeiabforms in this

field. In this phase, the appraisal process wasrmdevelopment driven,
target based (performance based), participative @meh instead of
being treated as a confidential process. The systecused on

performance planning, review and development ofeamployee by

following a methodical approach. In the entire @®s; the appraisee
(employee) and the reporting officer mutually decidupon the key
result areas in the beginning of a year and rewleweafter every six

months. In the review period various issues sucla@sers affecting the
performance, training needs of an employee, neargets and also the
ratings were discussed with the appraisee in a alothtive

environment. This phase was a welcoming changehe drea of

performance management and many organisationsiutenl a new HR
department for taking care of the developmentaludss of the

organisation.

v. Fifth Phase: This phase was characterised by maturity in ambroé
handling people s issues. It was more performangerdand emphasis
was on development, planning and improvement. Utnmaportance
was given to culture building, team appraisals qudlity circles were
established for assessing the improvement in theratlvemployee
productivity. The performance management systestilisevolving and
in the near future one may expect a far more obeend a transparent
system.

2.3.3 Merit Rating

Merit rating was the process of assessing how wetheone was
regarded in terms of personality traits such aggunaent or integrity and
gualities such as leadership or cooperativenesstdim ,merit recalled
classroom judgements made by teachers. Merit rafitegy involved the
guantification of judgements against each factagspmably in the
belief that the quantification of subjective judgams made them more
objective (Armstrong, 2009). W D Scott was the Aiten pioneer who
introduced rating of the abilities of workers irdustry prior to the First
World War. He was very much influenced by F W Tay®911) and
invented the ,Man to Man Comparison scale, whicls Waylorism in
action.

Many of the developments that have followed, ewenhis day, are a
form of Taylorism, which is F W Taylor's concept acientific
management, meaning the use of systematic obsamvatind
measurement, task specialisation and, in effeetréduction of workers
to the level of efficiently functioning machinesr(Astrong, 2009). The
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W. D. Scott scale was modified and used to rateeffieiency of US
army officers. It is said to have supplanted thaim#ty system of
promotion in the army and initiated an era of prtimoon the basis of
merit. The perceived success of this system leilst@adoption by the
British army (Armstrong, 2009).

The pioneering efforts of Scott were developedhim 1920s and 1930s
into what was termed the Graphic Rating Scale, Udsedeports on
workers and for rating managers and supervisors.jdstification made
for the use of this sort of scale was that ratwgse ,educational. They
ensured, it was said, that those making the remidtysed subordinates
in terms of the traits essential for success iir therk. The educational
impact on employees was described as imparting ladye that they
were being judged periodically on vital and impattaaits. The original
scale was said to have been based on thoroughrcled®a W D Scott
and colleagues into what were the key criteriaréding people at work.
But the principle of the scale and the factors usede seized on with
enthusiasm by organisations on both sides of thenAt as merit rating
or, later, performance appraisal flourished.

This was without any research and analysis of #ien¢ to which the

factors were relevant (or whether dubbing someampellent was a
good idea). Surveys conducted by the CIPD (Armsgfrand Baron,

1998 and 2004) and e-reward (2005) revealed tha&rethare

organisations still using lists of competenciest tmelude items that
look suspiciously like some of the traits identifié0 years or more ago.
They seemed to have been lifted down from somef ¢belextracted

from a ,dictionary of competencies) without anygash into the extent
to which they were appropriate in the context ef déinganisation.

Merit rating still exists in some quarters evenitifis now called
performance management (Armstrong, 2009). Some apmp use the
total merit score as the basis for ranking emplsyesnd this is
translated into a forced distribution for performarpay purposes; for
example, the top 10 per cent in the ranking geparscent increase, the
next 20 per cent a 4 per cent increase and so orirof out rating
inconsistencies one manufacturing company usedabhotical device
that they called ,factorising. This meant producargaverage score for
the whole company and amending the allocation ahtpoin each
department to ensure that their scores corresponitedthe company
average.

It can be imagined that line managers did not takelly to the
implication that there were no differences betwedepartmental
performances (Armstrong, 2009). Although merit mgtiin different
guises still persists, a strong attack on the m@oclvas mounted by
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McGregor in his highly influential Harvard BusineReview article,
»,An uneasy look at performance appraisal (1957).dtled that the
emphasis should be shifted from appraisal to arsalyEhis implies a
more positive approach. No longer is the suborditba&ing examined by
his superior so that his [sic] weaknesses may bermiened; rather he is
examining himself, in order to define not only meaknesses but also
his strengths and potentials... He becomes an aagieat, not a passive
,object. He is no longer a pawn in a chess gamkdahanagement
development (Armstrong, 2009).

McGregor went on to propose that the focus sho@dob the future
rather than the past in order to establish realtstigets and to seek the
most effective ways of reaching them. The accenthef review is
therefore on performance, on actions relative talggoHe went on to
state that there is less a tendency for the pelispnathe subordinate to
become an issue. The superior, instead of adopiiagposition of a
psychologist or a therapist, can become a coagingesubordinates to
reach their own decisions on the specific stepswhlhenable them to
reach their targets. In short, the main factor he tmanagement of
individual performance should be the analysis efliiehaviour required
to achieve agreed results, not the assessmentrebradity. This is
partly management by objectives, which is concemigd planning and
measuring results in relation to agreed targetssaaadards, but retains
the concept that individual performance is abouiav®ur as well as
results (a notion that management by objectivesriggh).

The attack on merit rating or the earlier versiafs performance
appraisal, as it came to be known in the 1960s, ofi@m made on the
grounds that it was mainly concerned with the assest of traits.
These could refer to the extent to which individuakre conscientious,
imaginative, self-sufficient and cooperative, orspessed qualities of
judgement, initiative, vigour or original thinkingraits represent ,pre-
dispositions to behave in certain ways in a vargdtgifferent situations
(Chell, 1992) Trait theorists typically advance flodowing definition
of personality: ,More or less stable internal fastdhat makes one
person s behaviour consistent from one time tohmroand different
from the behaviour other people would manifest iomparable
situations (Hampson, 1982). But the belief thatt ttzehaviour is
independent of situations (the work system) andpéaeple with whom
an individual is interacting is questionable. Traiteasures cannot
predict how a person will respond in a particulitwagion (Epstein and
O Brien, 1985). And there is the problem of howamg can be certain
that someone has such and such a trait. Assesswietrtsts are only
too likely to be prompted by subjective judgemaeartd prejudices.
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24 Summary

As was earlier noted, the precise origin of perfange appraisals is not
known but the practice dates back to the third uumgntwhen the
emperors of the Wei Dynasty (221-265AD) rated tedgrmance of the
official family members. In early times, organisets were loosely
defined and their performance management focus based on
individuals performing tasks as part of a grouprfdtenance appraisals
in industry were most likely initiated by Robert &w in the early
1800s. In recent years, performance managementebalsed even
further, with many companies pulling down the ttaahial hierarchy in
favour of more equal working environments. This leasto an increase
in performance management systems that seek neulfipédback
sources when assessing an employee s performatinge is known as
360-degree feedback. With mobile technology giving more
flexibility, and with more companies recognisinge thialue of a great
company culture, we believe that the definition what good
performance is will continue to shift, and that {feople who drive an
organisation will continue to have an even greatput into how their
peers are assessed.

In this unit, we discussed the origin of performantanagement, how it
evolved over the years, from performance appraigal modern

performance management, as we have today. We a&sosded the
phases of performance management process and edovedme
background information on merit rating as an earlierm of

performance management.
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u:i 2.6 Possible Answers to SAEs

Answers to SAEs 1

The evolution of operational performance manageneetibked to the
evolution of accounting and management. This is wuéhe fact that
operational performance is traditionally evaluatederms of efficiency
and effectiveness. And the easiest way to do thisyi using financial
indicators, provided by the accounting functiorrganisations.

Answers to SAEs 2

1. Merit rating was the process of assessing how wetheone was
regarded in terms of personality traits such aggunaent or integrity and
gualities such as leadership or cooperativenesstdim ,merit recalled
classroom judgements made by teachers. Merit rafitegy involved the
guantification of judgements against each factagspmably in the
belief that the quantification of subjective judgams made them more
objective (Armstrong, 2009). W D Scott was the Aiten pioneer who
introduced rating of the abilities of workers irdustry prior to the First
World War. He was very much influenced by F W Tay®911) and
invented the ,Man to Man Comparison scale, whicls waylorism in
action.
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UNIT 3 PURPOSES, AIMS AND CHARACTERISTICS
OF PERFORMANCE MANAGEMENT

Unit Structure

3.1 Introduction

3.2  Learning Outcomes

3.3  The Purpose of Performance Management
3.3.1 The Aims of Performance Management
3.3.2 Characteristic of Performance Management

3.4  Summary

3.5 References/Further Reading/Web Resources

3.6  Possible Answers to Self-Assessment Exercise(s)

@ 3.1 Introduction

Human resources belong to an organisation’s mdstlée assets. To
get the best out of people, it is not enough touieand select the best
candidates. Recruitment and selection are jusstimt of value creation
through human resource. Performance Managemenother important
high performance work practice (HPWP) that can jyglied to inform,
guide, monitor and evaluate employees to achiegarosational goals.
In other words, Performance Management providegction and
stimulates employee motivation (Onah, 2014). Emgésyneed to know
the organisation s strategy, the organisationalsgead the corporate
values for desired individual attitudes and beharsoWhat is expected
from individual workers with respect to their jolerormance? What
kind of corporate norms and values are importanefoployees in their
daily work? What are the targets of the departmerd what is the
potential individual employee's contribution? Andhav are their Key
Performance Indicators (KPIs)? Performance Managéman act as a
bridge between corporate strategy and concretecgmglinterventions
in the process of goal achievement (Onah, 2014is Uihit focuses on
discussing the purposes, aims and characteristicgpesformance
management.

@ 3.2 Learning Outcomes

By the end of this unit, you will be able to:

. Identify the purpose of performance management
. state the aims of performance management
. identify some of the characteristics of performamamagement.
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3.3.1 Purpose of Performance Management

Organisations establish performance managemerdgnsgsdo meet three
broad purposes. These purposes, according to Naé @011), are
strategic, administrative, and developmental. 8giat purpose means
effective performance management helps the org@msachieve its
business objectives. It does this by helping tk Bmployee’s behaviour
with the organisation s goals. Performance managersgrts with
defining what the organisation expects from eacplegee. It measures
each employee s performance to identify where tleogectations are
and are not being met. This enables the organis&tidake corrective
action, such as training, incentives, or disciplinBerformance
management can achieve its strategic purpose dmnuwneasurements
are truly linked to the organisation s goals andcemwhhe goals and
feedback about performance are communicated tocrees.

The administrative purpose of a performance managésystem refers
to the ways in which organisations use the systemptovide
information for day-to-day decisions about salabgnefits, and
recognition programs. Performance management cao alpport
decision making related to employee retention, ieation for poor
behaviours, and hiring or layoffs. Because perforceamanagement
supports these administrative decisions, the in&ion in a
performance appraisal can have a great impact en fiiture of
individual employees.

Managers recognise this, which is the reason thegy nfeel
uncomfortable conducting performance appraisalsnwe appraisal
information is negative and, therefore, likely teadl to a layoff,
disappointing pay increase, or other negative oun&o Thirdly,
performance management has a developmental punpessing that it
serves as a basis for developing employees’ kn@eleshd skills. Even
employees who are meeting expectations can becoore waluable
when they hear and discuss performance feedback.

Effective performance feedback makes employees eawdr their
strengths and of the areas in which they can imgr@iscussing areas
in which employees fall short can help the emplsyaed their manager
uncover the source of problems and identify stepsimhprovement.
Although discussing weaknesses may feel uncomfietéhis necessary
when performance management has a developmentiabgmirAnother
scholar, Stredwick (2005), gave a different accaninthe purposes of
performance management. According to him, there tare main
purposes driving performance management. Firsttg Operational
reasons, which serve to lead and control.
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As organisations exist in an increasingly compeditenvironment, it
becomes more and more important for employeeswe blear guidance
and direction towards the organisation s aims abgbctives. The
performance management system sets out to comneniba link

between an organisations mission and strategicctdire and the
required employee performance. The process carbalssed as a form
of strict control over employees (See figure 1).

On the cultural side, the system can feature asop#ne overall drive to
build a more open relationship with employees. @iggtion plans can
be shared, appraisal discussions can be franknwvéhiealistic context
and means of improving performance can be encodrage openly
evaluated. Moreover, because employees always ravéigher
motivation towards goals with which they agree avdnhad some input,
the performance management system provides the ropjy for
employees to have a voice in the process through inldividual
performance plan, in whatever form it is agreed.

Another important purpose is to endeavour to predasystem that is
regarded as fair and equitable, especially in #weards that emerge
from the process. A well thought through perfornemmanagement
system should provide a defensible framework witlitrich the many
types of rewards can be allocated, rather tharherbasis of personal
whim or prejudice. Research carried out by the LdBavernment
Management Board (LGMB, 1993) revealed that em@eyeho work
under a performance management scheme have an cedhan
understanding of the needs and requirements of jbleiand have a
higher ,feel-good factor in relation to working fdineir organisation
compared to those organisations where no such scleeim place.

A further objective allied with fairness relatesdealing with areas of
employee performance, which produce major concétnmgployees will
not take kindly to criticism if they are unawaretbé standards expected
of them. It is certainly not possible to engagédistiplinary proceedings
on performance that will be regarded as fair withbiaving such
standards in place. All these reasons supportdatiemthat an effective
scheme embeds a culture for employees to focus esformance
improvement, learning and development. An effecigeeme will also
add to the level of trust between employees andagement.
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Self-Assessment Exercises 1

Add SAEs to measure what learners have learntsrs#ttion. It may be in
essay or MCQs format. At least 2 SAEs should besddid this box

1. Organisations are operated to meet three broadoperp
explain?
2. What are the aims of performance management?

3.3.2 Aims of Performance Management

The overall aim of performance management is teelbgvthe capacity
of people to meet and exceed expectations and ha\e their full
potential to the benefit of themselves and the misgdion. Performance
management provides the basis for self-developimenimportantly, it
is also about ensuring that the support and guelgrepple need to
develop and improve is readily available (Armstro2@09).

Another aim of performance management is to esfabk high-
performance culture in which individuals and teaaige responsibility
for the continuous improvement of business proseasd for their own
skills and contributions within a framework prowitéy effective
leadership (Onah, 2014). Specifically, performarmanagement is
about aligning individual objectives to organisatb objectives and
ensuring that individuals uphold corporate coreugal It provides for
expectations to be defined and agreed in term®lef nesponsibilities
and accountabilities (expected to do), skills (etpe to have) and
behaviours (expected to be) (Onah, 2014).

The aim is to develop the capacity of people to tmm®l exceed
expectations and to achieve their full potential ttee benefit of
themselves and the organisation. Importantly, perémce management
is concerned with ensuring that the support andaguie people need to
develop and improve are readily available (Armso2006). The
following are the aims of performance managemengxasessed by a
variety of organisations (IRS, 2003): Empoweringotivating and
rewarding employees to do their best.

Focusing employees’ tasks on the right things aomgl them right.
Aligning everyone s individual goals to the goafstlve organisation.
Proactively managing and resourcing performanceinagaagreed
accountabilities and objectives. The process artth\deurs by which
managers manage the performance of their peoptteliger a high-
achieving organisation. Maximising the potential inflividuals and
teams to benefit themselves and the organisati@gusing on
achievement of their objectives.
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Importantly, performance management is concerned ansuring that
the support and guidance people need to developirapdove are
readily available (Armstrong, 2006). The followirage the aims of
performance management as expressed by a variebygahisations
(IRS, 2003):

Empowering, motivating and rewarding employees to tdeir best.
Focusing employee s tasks on the right things asidgdthem right.
Aligning everyone s individual goals to the goalshe organisation.
Proactively managing and resourcing performanceinagaagreed
accountabilities and objectives. The process arith\deurs by which
managers manage the performance of their peopbieliger a high-
achieving organisation. Maximising the potential ioflividuals and
teams to benefit themselves and the organisati@gusing on
achievement of their objectives.

3.3.3 Characteristics of Performance Management

Performance management is a planned process ofhwthie five
primary elements are agreement, measurement, feledlpositive
reinforcement and dialogue. It is concerned withasuging outcomes in
the shape of delivered performance compared witbeetations
expressed as objectives (management by objectives).

In this respect, it focuses on targets, standanmi$ performance
measures or indicators. It is based on the agreenaoénrole

requirements, objectives and performance improvénaed personal
development plans. It provides the setting for amgalialogues about
performance, which involves the joint and contimuimeview of

achievements against objectives, requirements dadsplt is also
concerned with inputs and values. The inputs aeektiowledge, skills
and behaviours required to produce the expectedtses

Developmental needs are identified by defining ¢hesgjuirements and
assessing the extent to which the expected levegtedormance have
been achieved through the effective use of knowdedigd skills and
through appropriate behaviour that upholds coreiesal Performance
management is not just a top-down process in wimahagers tell their
subordinates what they think about them, set obgstand institute
performance improvement plans. It is not somethimat is done to
people.

As Buchner (2007) emphasises, performance managesheunld be
something that is done for people and in partnprshith them.
Performance management is a continuous and flexpideess that
involves managers and those whom they manage aesngartners
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within a framework that sets out how they can stk together to
achieve the required results. It is based on tirecipte of management
by contract and agreement rather than managemertoiyynand. It
relies on consensus and cooperation rather thamot@n coercion.

Performance management focuses on future perfoenplanning and
improvement and personal development rather tharretnospective
performance appraisal (Armstrong, 2006). It funtsi@s a continuous
and evolutionary process in which performance ingsoover time. It
provides the basis for regular and frequent diadsgoetween managers
and individuals about performance and developme&®da based on
feedback and self-assessment. It is mainly condewi¢h individual
performance but it can also be applied to team® &imphasis is on
development, although performance managementimportant part of
the reward system through the provision of feedbaic#f recognition
and the identification of opportunities for growth.

It may be associated with performance- or contidnitelated pay but
its developmental aspects are much more importarhstrong and
Baron (1998) emphasise the strategic and integratature of
performance management, which in their view focusescreasing the
effectiveness of organisations by improving thefgremance of the
people who work in them and by developing the cdpials of teams
and individual contributors.

However, they go further and start to describe nadreut the process
and characteristics of performance management. Hexy it as a
continuous process involving performance reviewsusing on the
future rather than the past. Alongside the vammatio content of a
performance management system, according to BardiKeeps (1999),
performance management can also have different actaistics,

including: an extensive evaluation to improve jobatohing;

communication of corporate values and objectives;

Providing information for self-improvement, traigirand development,
and career development; linking pay to individuald/ar team
performance; collecting information for hiring degies; validating
Human resources practices, including appraisal raméards, retention
and reductions in workforce; input for legal defesge.g., when an
organisation is trying to fire an employee becausde poor job
performance).
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3.4 Summary

Managing performance is about coaching, guidingpraping,
motivating and rewarding colleagues to help unlepstential and
improve organisational performance. Where it wonl it is built on
excellent leadership and high-quality coaching tiefeships between
managers and teams. Performance management st#ntsdefining
what the organisation expects from each employeenelasures each
employee s performance to identify where those etgtiens are and are
not being met. This enables the organisation te @krective action,
such as training, incentives, or discipline. Perfance management can
achieve its strategic purpose only when measuresragnttruly linked to
the organisation s goals and when the goals andb&sé& about
performance are communicated to employees.

This unit tried to discuss the purposes, aims andracteristics of
performance management. It ascertained that omgeoms establishes
performance management systems to meet three propdses. These
purposes are strategic, administrative, and dewebnopal. Strategic
purpose means effective performance management s hehe
organisation achieve its business objectives. #sdihis by helping to
link employee’s behaviour with the organisation’saty. The
administrative purpose of a performance managermsgsiem refers to
the ways in which organisations use the systenrawige information
for day-to-day decisions about salary.

N
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u:i 3.8 Possible Answers to SAEs

Question one;

Organisations establish performance managemerdgnsgsb meet three
broad purposes. These purposes, according to Naé @011), are
strategic, administrative, and developmental. 8giat purpose means
effective performance management helps the org@msachieve its
business objectives. It does this by helping tk Bmployees’ behaviour
with the organisation s goals. Performance managersgrts with
defining what the organisation expects from eacplegee. It measures
each employee s performance to identify where tleogectations are
and are not being met. This enables the organis&tidake corrective
action, such as training, incentives, or disciplinBerformance
management can achieve its strategic purpose dmnuwneasurements
are truly linked to the organisation s goals ancemwhhe goals and
feedback about performance are communicated tocreed.

Question 2

The overall aim of performance management is teelbgvthe capacity
of people to meet and exceed expectations and ha\e their full
potential to the benefit of themselves and the misgdion. Performance
management provides the basis for self-developinenimportantly, it
is also about ensuring that the support and guelgrepple need to
develop and improve is readily available (Armstro2909). Another
aim of performance management is to establish &a-péyformance
culture in which individuals and teams take respulity for the
continuous improvement of business processes anthda own skills
and contributions within a framework provided bieefive leadership.
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UNIT 4 WHY PERFORMANCE MEASUREMENT
Unit Structure

4.1 Introduction
4.2  Learning Outcomes
4.3 Performance Measurement
4.3.1 Why Performance Measurement
4.3.2 Goals and Benefit of PerforoeaMeasurement
4.4  Summary
4.5 References/Further Reading/Web Resources
4.6 Possible Answers to Self-Assessment Exercise(s)

@ 4.1 Introduction

Performance measurement is a fundamental buildinckof any total
guality organisation. Historically, organisationavie always measured
performance in some way through the financial perénce, be this
success by profit or failure through liquidation.erfdrmance
measurement is a precursor to effective and infdrmm@anagement.
Performance measurement is crucial to agencies paticy, delivery,
monitoring and/or sector oversight roles. It enaldgencies and sectors
to chart the progress they are making in improwgputs, outcomes
and value-for-money, and to take corrective actiorequired. Several
years after managing for outcomes was introduced, reearly twenty
years after the output management regime was ppiaire, significant
progress has been made in measuring results. Naas$h information
gaps still exist in many areas, and different agenare at very different
stages of developing an integrated performance umeaent capability.
The question however still remains, why measurdopmiance? This
unit intends to provide valid information that witlelp answer this
guestion.

@

By the end of this unit, you will be able to:
. explain why performance should be measured
. discuss the Goals and Benefits of Performance Measent.

4.2 Learning Outcomes
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4.3 Performance Measurement
4.3.1 Why Measure Performance

Despite the effort required in establishing, mamitay, and reporting

measures, performance measurement has severatalcritangible

benefits. First, without some form of standard dehievement, there is
no rational basis for decision-making. Performanoeasurement
provides an achievement standard for business ggeseand can help
identify areas that are succeeding or failing. fFemore, things that are
not measured usually fall by the wayside and aredome (or done
well), so it is critical to include key businessopesses in the
performance measurement system. More importarithn iorganisation

measures the wrong thing, it will reinforce the mgdoehaviour, which
will ultimately detract from its ability to achievés mission. It is

important not only to measure performance, but eggort performance
outcomes and reward desired performance.

Hatry (1999) offers one of the few enumerated liststhe uses of
performance information. He suggests that publimagars can use
such information to perform ten different; tasks:respond to elected
officials' and the public's demands for accounighilmake budget
requests; do internal budgeting; trigger in-deptkan@inations of
performance problems and possible corrections; vatg contract;
evaluate; support strategic planning; communicatéeb with the public
to build public trust; and improve. Hatry (1999)te® that improving
programs is the fundamental purpose of performameasurement, and
all but two of these ten uses, improving accoutitgband increasing
communications with the public, are intended to engkrogram
improvements that lead to improved outcomes. RoBefin (2003),
identified some purposes on why performance shbeltheasured:

Purpose 1. To Evaluate:How Well Are Organisation Performing?
Evaluation is the usual reason for measuring perdoice. Indeed, many
of the scholars and practitioners who are attergptndevelop systems
of performance measurement have come from the félghrogram

evaluation. Often, no reason is given for measunoregformance;

instead, the evaluation purpose is simply assurRedple rarely state
that their only (or dominant) rationale for measgrperformance is to
evaluate performance, let alone acknowledge theesy fme other

purposes. It is simply there between the lines ahynperformance
audits, budget documents, articles, speeches, @dsbPeople measure
the performance of an organisation or a progrartheg (or others) can
evaluate it. Performance measurement of prograputaiand outcomes
provides important, if not vital, information onrcent program status
and how much progress is being made toward impbpgram goals.
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It provides needed information as to whether proisl@re worsening or
improving, even if it cannot tell us why or how thgroblem
improvement (or worsening) came about.

Purpose 2. To Budget:On what programs, people, or projects should
government spend the public money? Performance urerasnt can
help public officials to make budget allocations the macro level,
however, the apportionment of tax monies is a jpalitdecision made
by political officials. Citizens delegate to elattefficials and their
immediate subordinates the responsibility for diegdvhich purposes
of government action are primary and which ones saeondary or
tertiary. Thus, political priorities, not organigatal performance, drive
macro budgetary choices. Performance budgetingonmeance-based
budgeting, and results-oriented budgeting are sarhehe names
commonly given to the use of performance measurabhd budgetary
process. But like so many other phrases in the opednce
measurement business, they can mean different sthingdifferent
people in different contexts. For example, perfaroeabudgeting may
simply mean including historical data on performanno the annual
budget request. Or it may mean that budgets avetsted not around
line-item expenditures (with performance purposetagyets left either
secondary or implicit), but around general perfamoea purposes or
specific performance targets (with line-item allboas left to the
managers of the units charged with achieving tipesposes or targets).
Or it may mean rewarding units that do well comgdate some
performance targets with extra funds and punishings that fail to
achieve their targets with budget cuts. For imprgvperformance,
however, budgets are crude tools. Using budgetemgments to reward
well-performing agencies and budgetary decremerds punish
underperforming ones is not a strategy that willoeatically fix (or
even motivate) poor performers. Nevertheless, tim@nagers can use
performance data to inform their resource-allocatiecisions. Once
elected officials have established macro politigalorities, those
responsible for more micro decisions may seek wegh their limited
allocation of resources in the most cost-effectivgts and activities.
And when making such micro budgetary choices, pulblanagers may
find performance measures helpful.

Purpose 3. To Motivate: How can Managers motivate heir
employees to do the things necessary to improve pemance?

Public managers may use performance measures to leaw to

perform better. Or, if they already understand whétkes to improve
performance, they may use the measures to motsuate behaviour.
And for this motivational purpose, performance nue@s have proven
to be very useful. The basic concept is that eistablg performance
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goals, particularly stretch goals, grabs peoplétendon. Then the
measurement of progress toward the goals providesulufeedback,
concentrating their efforts on reaching these targe his book The
Great Ideas of Management, Duncan (1989) of theveysity of
Alabama reports on the startling conclusion of aedle into the impact
of goal setting on performance. He observed thabther motivational
technique known to date can come close to duptigatiat record. To
implement this motivational strategy, an organ@ats management
needs to give its people a significant goal to ewhdiand then use
performance measures, including interim targetsfdous people's
thinking and work, to provide a periodic sense otamplishment.
Moreover, performance targets may also encouragmtigity in
evolving better ways to achieve the goal (Behn }9¢fus, measures
that motivate improved performance may also modivaarning.

Purpose 4. To Celebrate: All organisations need tcommemorate
their accomplishments.

Such rituals tie employees together, give themnaesef their individual
and collective relevance, and motivate future ¢$fam the organisation.
Moreover, by achieving specific goals, employeesn ga sense of
personal accomplishment and self-worth (Locke &hlaat 1984). Such
celebrations need not be limited to one big pastynark the end of the
fiscal year or the completion of a significant @ Small milestones
along the way, as well as unusual achievements wrahticipated
victories, provide an opportunity for impromptu emiations that call
attention to these accomplishments and to the gmpt who made
them happen. And such celebrations can help tosfatiention on the
next challenge.

Like all of the other purposes for measuring perfance, with the sole
and important exception of improvement, celebrai®mmot an end in
itself. Rather, celebration is important becausmativates, promotes,
and recruits. Celebration helps to improve perforoea because it
motivates people to improve further in the nextryemarter, or month.
Celebration helps to improve performance becaubsrigs attention to
the agency, and thus promotes its competence. Wisdgtomotion and
attention may even generate increased flexibilitsond overhead
organisations) and resources (from the guardiatisedbudget).

Moreover, this promotion and attention might attragother resource:
dedicated people who want to work for a successfganisation that is
achieving important public purposes. Celebrationy neaven attract
potential collaborators from other organisatiorst thave not received as
much attention, and thus seek to enhance their ®ense of
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accomplishment by shifting some of their energies the high
performing collaboration (Behn 1991).

Celebration also may be combined with learning.hBathan hold a
party to acknowledge success and recognise itsibotdrs, an informal

seminar or formal presentation can realise the spuomposes. Asking
those who produced the unanticipated achievememtwsual victory to

explain how they pulled it off celebrates theirumniph; but it also

provides others with an opportunity to learn howytimight achieve a
similar success (Behn 1991). Sitill, the links frameasurement to
celebration, and to improvement is the most inditeecause it has to
work through one of the other links, either motivai budgeting,

learning, or promotion. In the end, any reason foeasuring

performance is valid only to the extent that itgseto achieve the most
basic purpose: to improve performance.

Purpose 5. To Learn: Performance measures contaimfiormation
that can be used not only to evaluate, but also tearn.

Indeed, learning is more than evaluation. The dlyeof evaluation is

to determine what is working and what isn't. Thgeotive of learning is

to determine why. To learn from performance measutewever,

managers need some mechanism to extract informé&bom the data.

We may all believe that the data speak for theneselVhis, however, is
only because we each have buried in our brain saoneonscious

mechanism that has already made an implicit conweisf the abstract
data into meaningful information. The data speaky adhrough an

interpreter that convenes the collection of digit® analogue lessons,
that decodes the otherwise inscrutable numbers provides a

persuasive explanation. And often, different peoplee different

interpreters, which explains how they can draw wdifferent lessons
from the same data.

Moreover, if managers have too many performancesares, they may
be unable to learn anything. In many organisatidrezause of the
proliferation of performance measures, there isano@nfusion or 'noise’
than useful data. From performance measures, pudinagers may
learn what is not working. If so, they can stopndpit and reallocate
money and people from this nonperforming activitymore effective
undertakings (designed to achieve the identicalquoite different
purposes). Or they may learn what is working. If 8tey can shift
existing resources (or new resources that beconadable) to this
proven activity. Learning can help with the budggtiof both money
and employees.
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Furthermore, learning can help more directly wiile improving. The
performance measures can reveal not only whethesrganisation is
performing well or poorly, but also why: what isntobuting to the
organisation’s excellent, fair, or poor performanaad what might be
done to improve the components that are perforrfaity or poorly? In
seeking to learn from performance measures, pulblianagers
frequently confront the black box enigma of sosigience research. The
data and the performance measures can reveal thatganisation is
performing well or poorly, but they don't necedyareveal why. The
performance measures can describe what is comingf dae black box
of a public organisation, as well as what is goingbut they don't
necessarily reveal what is happening inside.

Purpose 6. To Improve: Performance measurement isoh an end in
itself but must be used by managers to make improwveents (NAPA,
1994).

Performance data should be part of a continuoutbeek loop that is
used to report on program value and accomplishraedtidentify areas
where performance is weak so that steps can ben takgromote

improvements. Similarly, Hatry (1999) argues thhaeé ttundamental

purpose of performance information is to make progimprovements.
But how? What exactly is the connection betweemtleasurement and
the improvement? Who has to do what to converintbasurement into
an improvement? Or does this just happen autonig’céhe answer is
no. Measurement alone does not bring about perfocenanprovement
(NAPA, 1994).

For example, if the measurement produces someirgarsomeone then
must convert that learning into an improvement. Some has to
intervene consciously and actively. But can anghgly competent

individual pull this off? Or does it require a sagiltated appreciation of
the strategies and pitfalls of converting measurdrmo improvement?
To improve, an organisation needs the capacitydtipiaand adapt the
lessons from its learning. Learning from performanmeasures,
however, is tricky. It isn't obvious what lessonamagers should draw
about which factors are contributing to the goodpoor performance,
let alone how they might modify such factors totéesmprovements.
Improvement requires attention to the feedback, ah#ity to check

whether the lessons postulated from the learninvg baen implemented
in a way that actually changes organisational bielaso that it results
in the better outputs and outcomes that the legrrngmomised.

Improvement is active, operational learning.

The challenge of learning from the performance messs is both
intellectual and operational. Managers who wiskige measurement to
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improve the performance of their organisations fage challenges:
first, they have the intellectual challenge of figlg out how to learn
which changes in plans, or procedures, or personright produce
improvements. Then, they confront the operatiohallenge of figuring
out how to implement the indicated changes. Theesaavariety of
standard mechanisms for using performance measussluate. There
exist some such mechanisms to control and budget.

For the purposes of learning and improving, howgewsch new
combination of policy objectives, political enviment, budgetary
resources, programmatic structure, operational agparegulatory
constraints, and performance measures demands @ op&n-ended,
gualitative analysis. For performance learning apdrformance
improvement, there is no ,cookbook. How does theasneement of
performance beget improvement? Measurement canuemdke
performance in a variety of ways, most of which heedly direct or
apparent. There exist a variety of feedback lotpsygh not all of them
may be obvious, and the obvious ones may not fomas expected or
desired. Consequently, to measure an organisamf®rmance in a
way that can actually help improve its performartbe, organisation s
management needs to think seriously not only alvdudt it should
measure, but also about how it might deploy anyhsmeasurements.
Indeed, without at least some tentative theory &abbaw the
measurements can be employed to foster improvemergdifficult to
think about what should be measured.

Self-Assessment Exercises 1

1 Explain why performance should be measured?
2 Discuss the Goals and Benefits of Performance
Measurement?

4.3.2 Goals and Benefits of Performance Measurement

According to Behn (2003), the following are the lgoand benefits of
performance measurement: Performance measurematgemsy are
beginning to be used in budget formulation and uss® allocation,
employee motivation, performance contracting, imprg government
services and improving communications between ez and
government.

The current focus on performance measurement atleakls of
government and in nonprofit organisations reflesitzen demands for
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evidence of program effectiveness that have beedensound the
world.

Performance measurement may be done annually teowappublic
accountability and policy decision making, or danere frequently to
improve management and program effectiveness.

Performance measures are needed for setting goalsobjectives,

planning program activities to accomplish these Igoallocating

resources to these programs, monitoring and evauahe results to
determine if they are making progress in achievirggestablished goals
and objectives, and modifying program plans to anbgerformance.

To recognise good performance and to identify afeagmprovement;
to use indicator values for higher-performing jditsions as
improvement targets by jurisdictions that fall shafrthe top marks;

To compare performance among a subset of jurisaistbelieved to be
similar in some way (for example, in size, serveivery practice,
geography, etc.).

Informing strategy and policy development. Perfanceameasurement
is used to inform overall strategic planning anccion-setting as well
as the ongoing development and implementation dity@nd plans.

Evidence gained about the difference an organisatiade through the
services it provided, and the interventions chosam be used to make
informed, targeted changes to policies and plans.

Informing capability and service development. Penfance measures
are used to identify areas where capabilities ardices need to be
developed to enhance core outcomes. For instaoce,agency should
use performance measurement information to inforrorkferce
planning, recruitment, HR development and orgamisat planning,
which all contribute to enhancing the design, d=lvand impact of
core services. Reporting achievements. Performam@asurement
should also be used by agencies to report cohgrantd concisely on
their achievements. If you follow the performanceasurement process
your agency will be able to produce clear, cohepamformance stories
around the ministerial priorities it is aiming tolaeve.

These stories can clearly explain how your agersypliogressing
towards achieving its outcomes. In order to stirteulearning and
contribute to strategy formulation, performance sueament systems
focus attention on strategic priorities, createibiisy within the

organisation to ensure coordination, inspire actiand enhance
communication considered essential to learningaf¥itand Mavrinac
1995). By providing and measuring information ottical uncertainties,
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top managers help focus organisational attentioth efforts toward

those uncertainties. The discussions, debategnapians, ideas and
tests throughout the organisation foster learnimat ncourages the
gradual emergence of new strategies and tacticse khan just being a
diagnostic system, performance measurement alsoes@&pms an

interactive device (Simons, 1990).

Performance measurement contributes to strateggnuiation and

implementation by revealing the links between gosisategy, lag and
lead indicators (Kaplan and Norton 1992, 1996) autbsequently
communicates and operationalises strategic pesritiNanni et al.

1992). The role of performance measurement evoli@s a simple

component of the planning and control cycle toratependent process
that assumes a monitoring function. This functiortas measuring

movement in a strategic direction instead of dis¢ainom a goal, which
is different from the planning and control cycleafii et al. 1992).

A stakeholder approach defines the contribution pafrformance

measurement according to three roles: coordinatinanitoring and

diagnosis (Atkinson et al. 1997). The coordinatiode refers to the
decision makers attention that must be focusedrganisations primary
and secondary objectives. The monitoring aspeass®ciated with the
measurement and reporting of performance in meettageholders’

requirements. Lastly, the assessment of the caube-affect

relationships between process performance, orgamsah learning and
organisational performance refers to the diagnodis. Other goals of
performance measurement, according to Gaille (20k6)ude; To

increase the productivity of individuals and teaM#ien there are clear
goals available, it becomes easier for individuatsl teams to strive
toward them. This is because there are specifidatas and guidelines
which are used to measure success.

To identify under-performing individuals and team&Vith a
performance measurement process in place, it becqmssible to
easily identify under-performing individuals andates because their
output can be directly compared to the output bkt using the same
chart. To improve communication: With accurate @erfance
measurement metrics in place, managers/supervaustheir direct
reports have fewer places for miscommunication. reveetric is
specifically outlined, with detailed instructionsat can lead people to
success, so that there is no confusion as to vettdit gerson should do.

To provide the opportunity to recognise top perfersa Many top
performers go unrecognised because their outpatvésaged into an
entire team’s performance. By establishing indigliked metrics, it
becomes possible to find and recognise the topopeers on a team.
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This creates more chances for an organisationdp ke best people. To
provide a clear chain of command: In a performanoeasurement

scenario, everyone has their own role to play. Thaye their own

duties to perform. This eliminates the confusioniolkhcan occur

sometimes within a team when some people feelthky should be in

charge and assume part of a leadership role. Eaxdomp and team have
a defined space.

19

Managers must do more than simply set objectiveseyT must
consistently monitor operations to ensure feagybiland provide
guidance to get failing operations back on trackol$ for this kind of
management include budgeting, determining effectmanagement
strategies, finding areas that need improvement] datermining
potential areas for collaboration. Measuring perfance is a vital part
of assessing the value of employee and managememntities.
Performance measurement provides useful insights cemducting
annual reviews of managers and employees and asimlgortant for
understanding how a company is performing companeth its
competitors. This requires two types of measuremémdividual
(employee) evaluations and organisation evaluations

4.4 Summary

In this unit, the reasons for measuring performamneee discussed. It
was observed that despite the effort required inabdéishing,

maintaining, and reporting measures, performancasarement has
several critical, tangible benefits. First, withaame form of standard
for achievement, there is no rational basis for islec-making.

Performance measurement provides an achievemendasth for

business processes and can help identify areasathasucceeding or
failing. The goals and benefits of performance mesmsent were also
extensively discussed. Performance measurememnsysire beginning
to be used in budget formulation and resource atios, employee
motivation, performance contracting, improving goweent services
and improving communications between citizens amkegiment.
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m 4.6 Possible Answers to SAEs

Answer 1. Despite the effort required in establishing, neiming, and
reporting measures, performance measurement hasrakeeritical,
tangible benefits. First, without some form of stard for achievement,
there is no rational basis for decision-making. féterance
measurement provides an achievement standard 8indss processes
and can help identify areas that are succeedirfgilorg. Furthermore,
things that are not measured usually fall by thgsicke and are not done
(or done well), so it is critical to include keydwmess processes in the
performance measurement system. More importarithn iorganisation
measures the wrong thing, it will reinforce the mgdoehaviour, which
will ultimately detract from its ability to achieves mission.

Answer 2. According to Behn (2003), the following are thealyoand
benefits of performance measurement. Performancasumement
systems are beginning to be used in budget formuland resource
allocation, employee motivation, performance cactiing, improving
government services and improving communicationsvéen citizens
and government.

The current focus on performance measurement atleakls of
government and in nonprofit organisations reflesitzen demands for
evidence of program effectiveness that have beedensound the
world. Performance measurement may be done anntmliynprove
public accountability and policy decision makingr done more
frequently to improve management and program e¥lecess.
Performance measures are needed for setting goalsobjectives,
planning program activities to accomplish these Igoallocating
resources to these programs, monitoring and evauahe results to
determine if they are making progress in achievirggestablished goals
and objectives, and modifying program plans to anbgerformance.
To recognise good performance and to identify afeagmprovement;
to use indicator values for higher-performing jditsions as
improvement targets by jurisdictions that fall shafrthe top marks;

To compare performance among a subset of jurististbelieved to be
similar in some way (for example, in size, servigivery practice,
geography, etc.).
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UNIT 5 PERFORMANCE MEASUREMENT METHOD
Unit Structure

5.1 Introduction
5.2  Learning Outcomes
5.3 The Graphic Rating Scale
5.3.1 Management by Objectives
5.3.2 Forced Ranking
5.3.3 Performance Appraisals
5.3.4 Productivity Tests
5.3.5 360-Degree Feedback
5.3.6 Self-Evaluation
5.3.7 Balanced Scorecard
2.4 Summary
2.5 References/Further Reading/Web Resources
2.6  Possible Answers to Self-Assessment Exercise(s)

/ =
@ 5.1 Introduction

Performance management is an integral part of tbekplace as it
provides a platform for supervisors and managersdasure employee
performance and determine whether employees aretinge¢he
company's expectations. The method of performaneasaorement
varies according to the work environment, type wdibess and, to some
extent, the employee's occupation. Employee pedooa
measurements can determine an employee's compmensatployment
status or opportunities for advancement. For tmeasons, performance
management programs must consist of methods tredileerfair and
accurate assessments of employee performance. $ost awith
measuring employee performance, employers firabéish performance
standards. Performance standards define whatestéde employees to
meet or exceed the company's performance expetwatio

@ 5.2 Learning Outcomes

By the end of this unit, you will be able to:
discuss Graphic Rating Scales
explain Management by Objectives
expatiate Performance Appraisals
enumerate Productivity Tests
describe 360-Degree Feedback
elaborate Self-Evaluation

explain Balanced Scorecard.
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5.3 The Graphic Rating Scale

Graphic rating scales are ideal for production+tted work
environments, as well as for other workplaces thave at a fast pace,
such as those found in the food and beverage industrating scale
consists of a list of job duties, performance séadd and a scale usually
from 1 to 5 for rating employee performance. Thigtmed for
measuring employee performance requires prepardtisinlike other
methods; however, it can be completed relativelickly, which is a
plus for supervisors who manage large departmentsompeting
assignments in an environment that leaves littheetifor workforce
management duties (Gluck, 2017).

5.3.1 Management by Objectives

Management by objectives, or MBOs, are useful feagasuring the
performance of employees in supervisory or managgyositions.
MBOs start with identifying employee goals, andnirghat point the
employee and her manager list the resources negdesachieve those
goals. The next section of MBOs consists of theslines for achieving
each goal. Throughout the evaluation period, the@leyee and her
manager meet periodically -- quarterly is best e- discuss the
employee's progress and to reset goals for whiehethployee needs
additional time or resources to complete. The eyg#s performance is
measured by how many of her goals she accomplishiddn the
designated time frame (Gluck, 2017).

A typical appraisal or evaluation measures perforcean areas such as
the employee s technical skills, or skill set, ipgrsonal
communication, motivation and productivity. Somepéoyees are also
evaluated according to what percentages of thesisgthey attained
during the year--this is generally where ManagentgnObjectives are
best utilized. MBOs identify goals and professienatsponsible for
leading a workgroup. In addition, MBOs track pragetoward
completion of each objective, and ensures the eyeploobjectives
correlate to the organisation’s objective. The keyestablishing solid
MBOs is employee involvement in creating goals ahpectives. When
you have employee input in developing goals andr@gppate action
plans, the results of MBOs may be a better measemeof performance
because there is employee ownership of those gmadsobjectives
(Mayhew, 2017).
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5.3.2 The Forced Ranking

Forced ranking earned a bad name from the timentiethod became
popular during the reign of GE's former CEO, Jaclklah. Welch
advocated supervisors and managers ranking empgloyde three
groups (Mayhew, 2017). The top performers comprseghly 20
percent of the workforce, average performers 7@grerand the lowest-
performing employees make up about 10 percenteoibrkforce.

Forced ranking measures employees' achievementsagwse of their
peers, instead of comparing the employee's cumegaluation period
against the employee's own past performance. Rsrrédason, forced
ranking lends itself to creating a very competitiverk environment.

5.3.3 The Performance Appraisals

An employee performance appraisal is one of thetroosiprehensive
and common ways to measure how well your compangr& force is
performing. Managers and supervisors can utiliseplethora of
performance appraisal methods and forms duringnamua employee
evaluation.

Regardless of the type of performance appraisal yompany uses,
your goal is to improve managers; and employeersepéon of the
value and importance of measuring performance, rdeop to the
Balanced Scorecard Institute (Mayhew, 2017).

Self-Assessment Exercises 1

1. What is Performance Appraisal?
2. What is Graphic Rating Scale?

5.3.4 Productivity Test

If an organisation is primarily concerned with measg productivity of
front-line workers, it may be wise to use produityitests to determine
if the employees are meeting therganisation s expectations.
Productivity tests are common in factories and potidn facilities
where the work can be literally measured in quemitié terms. An
organisation’s quality assurance procedures cap lel measuring
employee performance qualitatively, although a samymof W.
Edwards Deming s management philosophy cautionsitabelying
solely on quality assurance measurements. Accortbnghe Project
Management Hut s interpretation, the author of Deps 14 Points and
Quality Project Leadership writes, Deming is renimgd management
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that the need for inspection will decrease if gyajproblems are
prevented in the first place (Mayhew, 2017).

5.3.5 360-Degree Feedback

The practice of using 360-degree feedback is hklpfumeasuring

management s effectiveness. For 360-degree feedbdiek useful to an
organisation, the human resources manager andngaspecialist need
to develop training modules for employees, supersiand managers
on how to provide objective feedback and input rémgag colleagues.
Obtaining 360-degree feedback skillfully requiresedul consideration
of all feedback, regardless of the source. It's angnt to provide

training because employees without performance gemant

experience may not understand the critical elenuén360-feedback:

objectivity (Mayhew, 2017). In an "HR Magazine" ial¢ from June

2002, authors Bruce Pfau and Ira Kay explainedttiapremise behind
360-degree feedback is logical: the people who woost closely with

an employee see that person s behaviour in setindscircumstances
that a supervisor may not. With that in mind, 3@@nede feedback can
be extremely useful in measuring manager s perfocmalevels,

particularly in areas concerning employee feedlzukleadership skills
(Mayhew, 2017). With 360-degree feedback perforreamppraisals,
managers receive anonymous feedback from indivedwath whom

they interact frequently in the course of daily @tiens. These can
include internal and external customers, superiatisect reports,

subordinates, vendors and sales people (Gluck, )20A7 human

resources representative or outside consultantstravaluators in the
proper interpretation of multiple-choice survey sgiens and written

responses. Evaluators are chosen at random fromahihee groups to
avoid skewed results. Managers often trust theoresgs from 360
feedback appraisals because of their confidengéillre. This makes the
responders feel free to give honest answers witfeart of retribution

(Gluck, 2017).

5.3.6 Self-Evaluation

Self-evaluation tools allow the employee to ratendelf against the
same or similar criteria used by his supervisorte®fthis involves

gualitative and quantitative criteria. This mettoah raise the credibility
level of the process in the view of the employespeeially when the
employee s self-assessment score lines up closily twat of the

supervisor. When the scores are somewhat at oddowe another, this
tool offers discussion processes whereby theseerdiites can be
discussed in a safe, constructive manner (Glucky R0
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5.3.7 Balanced Scorecard

This approach combines quantifiable informatiorchsas sales quotas
and budgetary requirements, with performance stasdparticular to

the position. It utilises key performance indicatar KPIs, to track how
well the employee has reached short- and long-tals. These take
into account the employee s career growth and adberto best
practices as set forth by the individual organdsati The balanced
scorecard approach to performance

19

5.4 Summary

Performance measurement is an integral part ofwbekplace as it
provides a platform for supervisors and managersdasure employee
performance and determine whether employees aretinge¢he
organisation's expectations. The method of perfaoceaneasurement
varies according to the work environment, type wdibess and, to some
extent, the employee's occupation. Employee pedooa
measurements can determine an employee's commensatployment
status or opportunities for advancement. For tmeasons, performance
management programs must consist of methods tredileerfair and
accurate assessments of employee performance. $ost awith
measuring employee performance, employers firabéish performance
standards. Performance standards define whatestéde employees to
meet or exceed the company's performance expetwatio

In this unit, efforts were made to discuss the ousi methods of
performance measurement. It was observed that gemglomeasure
employee job performance through a variety of toansl processes.
Some use more than one, but smaller businesses dftose one tool
that works best for them and use it consistentllgese systems of
measurement, called performance appraisals, musé @cross as fair
and just for employees to consider them credibl@sg implementing
these tools should choose tools that offer thedsglevel of objectivity
possible. Of course, removing all or most subjatstiis difficult, but
some tools lend themselves to objectivity bettantbthers.
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m 2.6 Possible Answers to SAEs

Answers to SAEs 1

An employee performance appraisal is one of thetroosiprehensive
and common ways to measure how well your compangr& force is
performing. Managers and supervisors can utiliseplethora of
performance appraisal methods and forms duringnamua employee
evaluation.

Regardless of the type of performance appraisal ymmpany uses,
your goal is to improve managers; and employeeisqmion of the
value and importance of measuring performance, rdeop to the
Balanced Scorecard Institute

Answers to SAEs 2

Graphic rating scales are ideal for production+tted work
environments, as well as for other workplaces thave at a fast pace,
such as those found in the food and beverage industrating scale
consists of a list of job duties, performance séadd and a scale usually
from 1 to 5 for rating employee performance. Thigetmed for
measuring employee performance requires prepardtisinlike other
methods; however, it can be completed relativelickly, which is a
plus for supervisors who manage large departmentsompeting
assignments in an environment that leaves littheetifor workforce
management duties.
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MODULE 2 THE CONTEXT OF PERFORMANCE
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Unit 1 Context of Performance Management
Unit 2 Underpinning Theories of Performance Mamaget
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Unit 4 Performance Appraisal
Unit 5 Performance Management Process
UNIT 1 CONTEXT OF PERFORMANCE
MANAGEMENT

Unit Structure
1.1  Introduction
1.2  Learning Outcomes
1.3 The Organisational Culture
1.3.1 Organisational Culture
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1.3.3 The Internal Environment
1.3.4 Technology and Working Practices
1.3.5 The External Environment
1.4 Summary
1.5 References/Further Reading/Web Resources
1.6 Possible Answers to Self-Assessment Exercise(s)

o~
@ 1.1 Introduction

Performance management is a method of influencaimgbiour within a
context in directions that will meet the needsha stakeholders in the
organisation. The context of performance managemientany
organisational setting includes the organisatiandture, the employee
relations climate, the people involved and therimdé environment in
terms of the organisation s structure, its size asdechnology and
working practices.

@ 1.2 Learning Outcomes

By the end of this unit, you will be able to:
o discuss organisational culture
. state employee relations climate
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. describe the people involved
o explain the internal & external environment.

1.3 The Organisational Culture

Organisational culture is the pattern of sharedefs®elnorms and values
in an organisation that shape the way people attraaract and strongly
influence the ways in which things get done. Frdma performance
management viewpoint, one of the most important ifestations of

organisational culture is management style. Thisrseto the ways in
which managers behave in managing people and hew éxercise

authority and use their power. If the prevailingnagement style in a
command-and-control type structure is autocratireative, task

orientated, distant and tough, then a ,caring dratisg philosophy of

performance management is not likely to work, ewenwas felt to be

desirable, which is unlikely (Armstrong, 2009).

Alternatively, a non-directive, participative anohsiderate style is more
likely to support a ,partnership approach to perfance management,
with an emphasis on involvement, empowerment andeoship. It is
vital to take account of cultural considerationsewhdeveloping and
implementing performance management. The aim meigb lachieve a
high degree of fit between the performance managepmcesses and
the corporate culture when the latter is embeddedl @ppropriate.
However, performance management is one of theuim&nts that can be
used in a cultural change programme where the fasusen high
performance, engagement, commitment and involvenmstrong,
2009).

Self-Assessment Exercises 1

1. What is Organisational Culture?
2. Discuss the External Environment?

1.3.1 The Employees Relation Climate

The employee relations climate of an organisatieprasents the
perceptions of employees and their representathbesit the ways in
which relationships between management and empdagreemaintained.
It refers to the ways in which formal or informahployee relations are
conducted and how the various parties (managerglogees and trade
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unions or staff associations) behave when intergatvith one another
(Armstrong, 2009).

The climate can be good, bad or indifferent acewydio perceptions
about the extent to which:

. The parties trust one another.

. Management treats employees fairly and with ictaration.

. Management is open and honest about its acéodsntentions.

. Harmonious relationships exist; managementdreatployees as
stakeholders.

. Employees are committed to the interests obtiganisation.

. What management does is consistent with whsatyis it will do.

Clearly, a good climate will be conducive to theida and operation of
effective performance management processes as dsnghese are
developed jointly by the stakeholders and take actof the interests of
all involved (Armstrong, 2009). An improved empleyelations climate
may also result from pursuing the development amglementation of
performance management in accordance with theatthimciples.

1.3.2 Internal Environment

The internal environment, according to Armstron@0@), consists of the
people involved, an organisation’s structure, ire @nd its technology
and working practices.

People Involved

The development and application of performance mament can be
driven from the top, possibly forming part of a nséormational
programme incorporating cultural changes. There beaoo much top-
down control and change may go in the wrong dioectbut if there is an
enlightened approach that appreciates the neeavtdve stakeholders,
then top management leadership will get things deme& convey the
message that performance management is important.

Performance management processes will vary in daoge with the
composition of the workforce. For example, a firmpmoying mainly
knowledge workers is likely to adopt a differentpegach from a
manufacturing firm. Within the organisation, appbes may vary
between different groups of employees.

Structure

A hierarchical or functional structure with wellfded layers of

authority is more likely to support a directiveptdown approach to
setting objectives and reviewing performance. Atdla process-based
structure will encourage more flexible participati@pproaches with an
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emphasis on teamwork and the management of penfmenhy self-
directed teams. A structure in which responsibiatyd authority are
devolved close to the scenes of action will propdbkter a flexible
approach to performance management. A highly cksgchorganisation
may attempt to impose a monolithic performance rgangent system,
and fail.

Size

Research carried out by Beaver and Harris (19989 performance
management in small firms came to the conclusian tie performance
management systems of large firms simply cannadaéed down to fit
the smaller enterprise that often exhibits a rdljicafferent management
process and operation. They described the managgrmess in small
firms as likely to be characterised by the highdygonalised preferences,
prejudices and attitudes of the firm s entreprerc@uowner, who will
probably work close to the operating process.

1.3.3 Technology and Working Practices

There is no conclusive evidence that advanced tdoby and working

practices are correlated with sophisticated apresdo performance
management. But it is reasonable to assume thiattbanhnology firms or
sophisticated organisations are more likely to irate in this field.

Another aspect of work practices is the extent tactv the work is

computer or machine controlled, or routine. Compsiéel performance
monitoring (CPM) provides an entirely different imed of measuring
performance that is related directly to outputs/andrrors (Armstrong,
2009).

As Bates and Holton (1995) noted as a result df tiesearch, this can
have detrimental effects: CPM can transform a lu|jéss performance-
orientated supervisory style into one that is ntmrercive and production
orientated. However, research conducted by Eadé&gq) found that
employees trusted feedback from a computer morefdedback from a
supervisor. He claimed that CPM could have a greatgact on
performance because of higher self-efficacy (iee, individual s self-
belief that he or she will be able to accomplistiaia tasks). Bureaucratic
methods of working may also affect the design ameration of
performance management.

Organisations that function as bureaucracies, aptely or
inappropriately, are more likely to have a formedisperformance
management system. The system will probably beaéntontrolled by
HR and the emphasis will be on the annual appraiaalied out in
accordance with strictly defined rules. The ap@iaisay be a top-down
judgemental affair, often referring to personaligits. Performance and
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potential will be rated (Armstrong, 2009). Orgatimas that work

flexibly with an emphasis on horizontal processesteamwork are more
likely to have a less formal process of performame@magement, leaving
more scope for managers and teams to manage theripoocesses in
accordance with agreed principles (Armstrong, 2009)

1.3.4 The External Environment

If the external competitive, business, economicpwidical environment
is turbulent which it usually is organisations h&wdearn to respond and
adapt rapidly. This will influence the ways in whibusiness strategies
and plans are developed and the sort of goals pemgl expected to
achieve.

Performance management has to operate flexibiyniea with the constant
changes in demands and expectations to which ganmation is subject.
A business that operates in a fairly steady statéam as its external
environment is concerned (rare, but they do exist) adopt more
structured and orderly performance management mgs{@&rmstrong,

2009). Self-Assessment Exercise The internal enuent in the context
of performance management consists of some faddigsuss in detail.

19

1.4 Summary

In this unit, we discussed the context of perforoeamanagement. This
context, as discussed in this unit include the misgdional culture, the
employee relations climate, the people involved dhd internal
environment in terms of the organisation s strgtuts size and its
technology and working practices.

It was ascertained that the context of performaneaagement in any
organisational setting includes the organisatiangdture, the employee
relations climate, the people involved and thermdé environment in
terms of the organisation s structure, its size asdechnology and
working practices.

N

Federal Republic of Nigeria (1999). The 1999 Cdustin Abuja,
Government Printer.
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m 1.6 Possible Answers to SAEs

Answers to SAEs 1

Organisational culture is the pattern of sharedefselnorms and values
in an organisation that shape the way people attrdaract and strongly
influence the ways in which things get done. Frdma performance
management viewpoint, one of the most important ifestations of
organisational culture is management style.

This refers to the ways in which managers behaweanaging people
and how they exercise authority and use their poWehe prevailing

management style in a command-and-control typetsire is autocratic,
directive, task orientated, distant and tough, thegaring and sharing
philosophy of performance management is not litelyork, even if it

was felt to be desirable, which is unlikely (Arnestg, 2009).

Answers to SAEs 2

External competitive, business, economic and ipalitenvironment is

turbulent which it usually is organisations havddarn to respond and
adapt rapidly. This will influence the ways in whibusiness strategies
and plans are developed and the sort of goals pemgl expected to
achieve.

Performance management has to operate flexibiyniea with the constant
changes in demands and expectations to which ganmation is subject.
A business that operates in a fairly steady statéam as its external
environment is concerned (rare, but they do exist) adopt more
structured and orderly performance management mgs{@&rmstrong,

2009). Self-Assessment Exercise The internal enuent in the context
of performance management consists of some faddigsuss in detail.
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UNIT 2 UNDERPINNING THEORIES OF
PERFORMANCE MANAGEMENT

Unit Structure
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2.3.1 Goal Theory
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2.3.3 Expectancy Theory

2.4  Summary

2.5 References/Further Reading/Web Resources

2.6 Possible Answers to Self-Assessment Exercise(s)

| 2.1 Introduction

Performance management research is multidiscipliiaeing informed
by a varied group of complementary disciplines amdresponding
theories. Strategic Management, Operations Managemiduman
Resources Management, Organisational Behaviour,orrrdtion
Systems, Marketing, Management Accounting and ©bnare all
contributing to the field of performance managemebiie to this
multidisciplinary nature of performance manageméme, theories that
inform it are varied. This unit will x-ray the vats theories of
performance management.

@ 2.2 Learning Outcomes

By the end of this unit, you will be able to:

. discuss the goal setting theory as it relates tdopmance
management

. explain systems theory and its relationship to gremnce
management

o deliberate on expectancy theory as it informs perémce
management.
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Underpinning Theories of Performance Managemén

Attention direction (or focus), effort regulatioe.§., meeting deadlines),
persistence (or determination) and goal-attainnstnategies and action
plans have a positive impact on the task performarfcan individual
employee. Locke & L atham (2002), summarised thestmimportant
findings of the goal setting theory in empiricaldies: The more difficult
the goal, the greater the achievement. Goal dlfficahallenges the
individual employee under the assumption that timepleyee is
committed to the goal and possesses the abilitkaodledge to achieve
it. The more specific or explicit the goal, the m@recisely performance
is regulated. This finding suggests that high gs@cificity can be
achieved mainly through quantification. It is imfaott to be as specific
as possible about the goals for an employee. Thistive employee can
focus. The goal-setting effects are stronger fosyetsks than for
complex tasks. Vague goals, such as ,do your bbsyjld be avoided.

Self-Assessment Exercises 1

1. What is goal setting theory?
2.  Discuss system theory?

2.3.1 Goal Setting Theory

One of the explicatory theories upon which perfamoeamanagement is
based is Goal setting theory. This theory underpires emphasis in
performance management on setting objectives dgaimkich
performance can be measured and managed. Goalgstitiory (Locke
and Latham, 1990) is a theory of motivation to ekphuman action in
specific work situations. A goal is ,what an indlual is trying to
accomplish; it is the object or aim of an actiow¢ke et al., 1981). This
theory was formulated inductively based on empiiresearch conducted
over nearly four decades. Its roots are basedeprégmise that conscious
goals affect action (where goals are consideredktject or aim or an
action) (Locke & Latham, 2002). While goal settitngory is generally
analysed at individual level, its principles arensidered relevant at
organisational level, too. Locke & Latham (2002)rtther argues that
goal-setting is effective for any task where pedyaee control over their
performance. Research in this field currently esgdagoal setting theory
at both individual and organisational level. In amgational context,
personal empirical observations highlight that ¢oals of individuals,
teams and the entity as a whole can be in confctal conflict can
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motivate incompatible actions and this has the rgak to impact
performance.

Thus, alignment between individual goals and grgapls is important
for maximising performance. This links goals sefttheory to principal
agent theory, also called agency theory. Performageals have a
motivational impact in organisations (Kreitner dt, 2002). Goals
motivate the individual employee (Locke and Latha®90) by:
Directing one’s attention; Regulating one’s effolticreasing one’s
persistence Encouraging the development of goailrattent strategies or
action plans Attention direction (or focus), effoegulation (e.g. meeting
deadlines), persistence (or determination) and-gttainment strategies
and action plans have a positive impact on the pesformance of an
individual employee.

Locke & L atham (2002), summarised the most importat findings of
the goal setting theory in empirical studies:

The more difficult the goal, the greater the achiaent. Goal difficulty
challenges the individual employee under the assompthat the
employee is committed to the goal and possessesaltilgéy and
knowledge to achieve it. The more specific or ecipthe goal, the more
precisely performance is regulated. This findinggests that high goal
specificity can be achieved mainly through quacdifion. It is important
to be as specific as possible about the goalsrfeenaployee. This way
the employee can focus. The goal-setting effeatsséonger for easy
tasks than for complex tasks.

Vague goals such as ,do your best, should be avoided. Goasdre
both specific and difficult lead to the highestfpemance. This finding
suggests an interaction effect between specifiaityl difficulty, as
summarised in finding (1) and finding (2) above oftrer way of putting
it is that other combinations

specific goals that are easyroad goals that are difficult and broad goals
that are easy — show lower performance than a catibn of specific
and difficult goals. Commitment to goals is mostical when goals are
specific and difficult. Locke & Latham (2002) exjpla that when goals
are easy and vague, it is not difficult to get catmment, because it does
not require much dedication to reach easy goat$,vague goals can be
easily redefined to accommodate low performancghldommitment to
goals is attained when (a) the individual is cowenh that the goal is
important and (b) the individual is convinced tkie goal is attainable.
The front-line manager or direct supervisor cary plaimportant role in
convincing employees of the goal relevance forititevidual and the
organisation. The other aspect of this findingeet the notion that a
goal can be extremely difficult as long as the wdlial employee
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perceives it as possible to achieve.

Goal-setting is most effectivewhen there is feedback showing progress
in relation to the goal. It helps when employees given feedback on
their performance, in particular feedback on immguheir performance

in the direction of the ultimate goals. This isoaisiown as knowledge of
score.

Goals stimulate planning Task or goal-relevant plans can be the result
of experience or training. These plans can havesdipe effect on the
task performance of an individual employee as sstggein the scheme
by Locke and Latham (1990).

A practical application of the goal-setting themyffered by Kreitner et
al., (2002) and called SMART. SMART is an acronyar §pecific,
measurable, attainable, results-oriented and tinretho

SMART: Goals should be ...

Specific: goals should be formulated in precisenggrvagueness should
be avoided. Measurable: goals should be measuaaldl@a measurement
device can be very helpful in doing so. Attainabyeals should be
realistic, challenging and attainable in the petiogys of those who are
submitted to it. Impossible goals should be avoidedause these cause
decreasing employee motivation. Results-orienteglgbals should be in
line with the corporate goals, with a focus on debsiend results in line
with the business strategy. Time-bound: goals shbellinked to specific
target dates for completion; so-called deadlines.

2.3.2System Theory

Systems theory as formulated by Miller and Rice6{)9states that
organisations should be treated as open systersahaform inputs into
outputs within the environments (external and ma&#rupon which they
are dependent. Systems theory is the basis ohfhe-process— output—
outcome model of managing performance, which assetige entire
contribution that an individual makes within thestgyn in carrying out
his or her allotted tasks, not just the outputpuis — the skills and
knowledge that an individual brings to a job — tibge with process —
which is how people actually perform their jobsre measured to assess
development and learning needs. Outcomes measarsctile of the
individual's contribution to overall team, departmeand corporate
performance, and are central to performance managem

This method of managing performance is importanabee all the factors
that influence performance, including the systemnh #we context, can be
taken into account when assessing it. Individuatfgoeance is
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influenced by systems factors as well as persotofagCardy and
Dobbins, 1994). These will include the support tigst from the
organisation and other factors outside the cordfahdividuals. Jones
(1995) proposes that the aim should be to manageexi not
performance and goes on to explain that in thisatgo, the role of
management focuses on clear, coherent support rfgplogees by
providing information about organisation goals,otgges, technology,
structure, and policy, thus creating a context thas$ multiplicative
impact on the employees, their individual attrilsuigompetency to
perform), and their work effort (willingness to fmm).

In short, managing context is entirely about hejpeople understand; it
is about turning on the lights. It was emphasisge@®bming (1986) that
differences in performance are largely due to systevariations.
Gladwell (2008) also argues that success isn’'t @iiign down to the
individual, but to his or her context. Coens andkiles (2002) made the
following comments on the impact of systems. Anaoiigational system
is composed of the people who do the work but farenthan that. It also
includes the organisation s methods, structurep@up materials,
equipment, customers, work culture, internal angreal environments
(such as markets, the community, governments),tla@dnteraction of
these components. Each part of the system hawitparpose but at the
same time is dependent on the other parts.

Because of the interdependency of the parts, ingmawnt strategies
aimed at the parts, such as appraisal, do littleating to improve the
system... Individual performance is mostly determibgdhe system in
which the work is done rather than by the indivitkimitiative, abilities
and efforts... Because of these effects and the laMd ybenefit of
improving the parts, it makes little sense to des@ganisational
improvement systems around appraisal while therégreg power of
improving the system is ignored... The myopic focus individual
improvement equates to a religious dogma that isifiested through the
rituals and rites of ranking and rating. Howeveoe@s and Jenkins also
stated that: ‘We do not advocate abandoning a#ltesgies aimed at
individual improvement, personal development andl gattainment.
When combined with serious efforts toward improvthg system and
work environment, such initiatives can significgntl bolster
organisational transformation.

Because of the interdependency of the parts, ingmawnt strategies
aimed at the parts, such as appraisal, do littleating to improve the
system... Individual performance is mostly determibgdhe system in
which the work is done rather than by the indivitkimitiative, abilities
and efforts... Because of these effects and the laMd ybenefit of
improving the parts, it makes little sense to des@ganisational
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improvement systems around appraisal while therégreg power of
improving the system is ignored...

The myopic focus on individual improvement equatiesa religious
dogma that is manifested through the rituals atek rof ranking and
rating. However, Coens and Jenkins also stated\Watdo not advocate
abandoning all strategies aimed at individual improent, personal
development and goal attainment. When combined setiious efforts
toward improving the system and work environmenthsinitiatives can
significantly bolster organisational transformation

2.3.3 Expectancy Theory

Another key motivation theory underpinning perfomo@a management
deals with the importance of expectations. Expeastaheory, as first
developed by Vroom (1964), is a process theoryatfvation. It has held
a major position in the study of work motivatiordamas served as a rich
source for theoretical innovations in various damai such as
organisational behavior and compensation. Expegtdreory identifies
three factors, which play an interactive role intivetion. The first of
these factors, effort & performance (E&P) expecyammncerns the
individual's perception that effort is positivelyomelated with
performance.

The higher this E&P expectancy is, the more mogiddhe individual will
be to exert effort. To be more precise, Vroom ()9défines E&P
expectancy as the subjective probability that amaor effort (E) will
lead to an outcome or performance (P). The seaxtdrfis performance
& outcome (P&O) expectancy, also referred to adgrumsentality. It
concerns a person s expectation that his remuaenatclosely tied to his
level of performance. This factor also has a pesigffect on motivation
to exert effort. The third factor is called valenaad is a measure of the
degree to which an individual values a particudavard.

Again, the higher this factor is, the more motidatiee individual will be.
In another perspective, although similar to thevabdefinition, Vroom's
theory believes that behavior results from constichoices among
alternatives whose purpose it is to maximise pleaand minimise pain.
The key elements to this theory are referred toEagectancy (E),
Instrumentality (I), and Valence (V). Critical tbet understanding of the
theory is the understanding that each of theserfacepresents a belief.
The Expectancy Theory of Victor Vroom deals with timation and
management. Vroom's theory assumes that behavisultse from
conscious choices among alternatives whose punpasdo maximise
pleasure and minimise pain. Together with Edward/leaand Lyman
Porter, Vroom suggested that the relationship betvweeople's behavior
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at work and their goals was not as simple as wasifnagined by other
scientists. Vroom realised that an employee's paidace is based on
individual factors such as personality, skills, Whedge, experience and
abilities.

The expectancy theory by Vroom (1964), says thdividuals have
different sets of goals and can be motivated iy thelieve that:

There is a positive correlation between efforts guelformance,
Favorable performance will result in a desirabigare, The reward will
satisfy an important need, The desire to satisfynied is strong enough
to make the effort worthwhile Vroom's Expectancyedty (1964) is
based upon the following three beliefs:

1. Valence: this refers to the emotional orientatipeople hold with
respect to outcomes [rewards]. The depth of thetvednan
employee for extrinsic [money, promotion, time dfgnefits] or
intrinsic [satisfaction] rewards. Management mustaver what
the employees’ value so as to meet them.

2. Expectancy: Employees have different expectatand levels of
confidence about what they are capable of doingndgament
must discover what resources, training, or supenvismployees
need.

3. Instrumentality: The perception of employeesetlier they will
actually get what they desire even if it has bessmpsed by a
manager. Management must ensure that promisesvafds are
fulfilled and that employees are aware of that.ofmosuggests that
an employee's beliefs about Expectancy, Instruniigntand
Valence interact psychologically to create a mainreal force
such that the employee acts in ways that bringspieaand avoid
pain. This force can be 'calculated' via the follogvformula:
Motivation = Valance x Expectancy (Instrumentality)his
formula can be used to indicate and predict suaingshas job
satisfaction, one's occupational choice, the liiaad of staying in
a job, and the effort one might expend at work (/ng 1964).

Vroom's theory suggests that the individual wilhsmler the outcomes
associated with various levels of performance (framentire spectrum
of performance possibilities), and elect to purthieslevel that generates
the greatest reward for him or her. Expectancysdfe the strength of a
person's belief about whether or not a particutdr performance is
attainable. Assuming all other things are equal.employee will be
motivated to try a task, if he or she believes thaan be done. This
expectancy of performance may be thought of in seaiprobabilities
ranging from zero (a case of "l can't do it!") t® X"lI have no doubt
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whatsoever that | can do this job!") A number aftéas according to
Vroom (1964), can contribute to an employee's etgmey perceptions:
the level of confidence in the skills required fbe task the amount of
support that may be expected from superiors andrdutates the quality
of the materials and equipment the availabilitypeftinent information.

Also, expectancy theory thus points at three imsémts that employers
should use in combination to increase an employeeosvation: (i)
increasing the subjective expectations that greetfart will lead to
higher levels of performance (E) (ii) strengthenihg perceived link
between performance and rewards (I) and (iii) anguthat employees
value the rewards given for high performance (V).

These three factors are called the VIE factors. ehgphasise their
interactive role in generating motivation, expectatheory is typically
summarised by means of the following equation: M=, where MF

refers to motivational force. Unlike the econontiedry of performance
measurement and rewards, however, expectancy theoit cast in a
rigorous formal analytical model (Vroom, 1964).

Expectancy theory supports performance managementegses
designed to provide for intrinsic motivation by piding opportunities
for growth and scope to use and develop abilities.

An expectancy-based motivational model for indiadyperformance
improvement was devised by DeNisi and Pritchard@20It is based on
the belief that people allocate energy to actiamsaiway that will
maximise their anticipated need satisfaction.

19

2.4 Summary

In this unit, theories that inform performance ngeraent were
discussed. Although there are other motivationabties that support
performance management, these ones were chooseanseeof their
relevance to performance management. The unit seclthe goal
setting theory, systems theory and expectancy yheor

The main theory informing individual performancemagement is Locke
& Latham's (2002) goal-setting theory, one of thesineffective
motivational theories. It was formulated inductiwélased on empirical
research conducted over nearly four decades. dts @re based on the
premise that conscious goals affect action (wheed¢sgare considered the
object or aim or an action). Other theories thgipsut performance
management are systems theory, expectancy theory, e
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u:i 2.6 Possible Answers to SAEs

Answers to SAEs 1

This theory underpins the emphasis in performanemagement on
setting objectives against which performance canmeasured and
managed. Goal-setting theory (Locke and LathamQ1@9a theory of

motivation to explain human action in specific waituations. A goal is

what an individual is trying to accomplish; it iset object or aim of an
action (Locke et al., 1981). This theory was forated inductively based
on empirical research conducted over nearly fowades. Its roots are
based on the premise that conscious goals afféohaevhere goals are
considered the object or aim or an action) (LocKeagham, 2002). While

goal setting theory is generally analysed at irttliai level, its principles
are considered relevant at organisational level, tocke & Latham

(2002), further argues that goal-setting is effectior any task where
people have control over their performance.

Answers to SAEs 2

Systems theory as formulated by Miller and Rice6{)9states that
organisations should be treated as open systersahaform inputs into
outputs within the environments (external and ma&#rupon which they
are dependent. Systems theory is the basis ohfhe-process— output—
outcome model of managing performance, which assetize entire
contribution that an individual makes within thestgyn in carrying out
his or her allotted tasks, not just the outputpuis — the skills and
knowledge that an individual brings to a job — tibge with process —
which is how people actually perform their jobsre measured to assess
development and learning needs. Outcomes measarsctile of the
individual’s contribution to overall team, departmeand corporate
performance, and are central to performance managem
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UNIT 3 CONCERNS OF PERFORMANCE
MANAGEMENT

Unit Structure

3.1 Introduction

3.2  Learning Outcomes

3.3 Concerns of Performance Management
3.3.1 Concern with Outputs, Outcomesecss and Inputs,

Planning, Measurement and Continuous Improvements

3.3.2 Concern with Continuous Develepm Communication
3.3.3 What Planning is all About
3.3.4 Planning Problem in the Orgainsa

3.4  Summary

3.5 References/Further Reading/Web Resources

3.6  Possible Answers to Self-Assessment Exercise(s)

@ 3.1 Introduction

Performance management focuses on future perfornplanining and
improvement rather than on retrospective perforraaappraisal. It
functions as a continuous and evolutionary progesghich performance
improves over time; and provides the basis for lemgand frequent
dialogues between managers and individuals abodbrpegance and
development needs. It is mainly concerned withviddial performance
but it can also be applied to teams. Performanaeagement have the
following major concerns; concern with outputs,caumes, process and
inputs, concern with continuous development and roanication,
concern with measurement and review, concern fake$iolders, etc.
These concerns will be further discussed in this un

@ 3.2 Learning Outcomes

By the end of this unit, you will be able to:

. explain the concern of performance management wittputs,
outcomes
. discuss the concern of performance managementoaiitinuous

development and communication.
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Concerns of Performance Management

Planning is closely related to the activities tbamstitute the bedrock
of resource management and control in the Orgaomsa®lanning is
not only central to the traditional functions ofrfsemance management
but occupies primary position in management. Banping is directed
towards finding effective ways of harnessing add#aresources; making
rational decisions and choices; and achievemempals Planning is
essential for all management activities especagiyelopment activities.
Planning at the local government level is assodiatéh many problems
including lack of funds and inadequate trainingafff.

Self-Assessment Exercises 1

1. What is output in the Organisation?

2. What are the problems associated with planmrtge
Organisation?

3.3.1 Concern with Outputs, Outcomes, Process andguts,
Planning, Measurement and Continuous Improvements

Performance management is concerned with outphasagthievement of
results) and outcomes (the impact made on perfacg)amut it is also

concerned with the processes required to achiewsethresults
(competencies) and the inputs in terms of capaslitknowledge, skill

and competence) expected from the teams and indiMdinvolved

(Armstrong, 2006). Concern with planning: Perform@amanagement is
concerned with planning ahead to achieve futureess: This means
defining expectations expressed as objectives antusiness plans.
Concern with measurement and review: If you cam@asure it, you can’t
manage it.

Performance management is concerned with the merasuat of results
and with reviewing progress towards achieving dibjes as a basis for
action (Armstrong, 2006). Concern with continuouspiovement:
Concern with continuous improvement is based on lbkef that
continually striving to reach higher and highemslards in every part of
the organisation will provide a series of increna¢giains that will build
superior performance.

This means clarifying what organisational, team amdividual
effectiveness look like and taking steps to enthaiethose defined levels
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of effectiveness are achieved. As Armstrong andli®l§t994) wrote,

this involves: Establishing a culture in which mgess, individuals and
groups take responsibility for the continuous inyamment of business
processes and of their own skills, competenciescanttibution.

3.3.2 Concern with Continuous Development, Commuaoation,
Stakeholders and Fairness

Concern with continuous development. Performanc@agement is
concerned with creating a culture in which orgatiogel and individual
learning and development is a continuous procégsovides means for
the integration of learning and work so that evag/dearns from the
successes and challenges inherent in their dagyadtivities. Concern
for communication.

Performance management is concerned with commumncdthis is done
by creating a climate in which a continuing dialeduetween managers
and the members of their teams takes place to elefipectations and
share information on the organisation’s missiolues and objectives.
This establishes mutual understanding of what ibecachieved and a
framework for managing and developing people taisnghat it will be
achieved (Armstrong and Murlis, 1998).

Concern for stakeholders: Performance managemestniserned with
satisfying the needs and expectations of all tgamisation s stakeholders
— owners, management, employees, customers, sigpalid the general
public. In particular, employees are treated asngss in the enterprise
whose interests are respected, whose opinion®aghsand listened to,
and who are encouraged to contribute to the fortiom@f objectives and
plans for their team and for themselves.

Performance management should respect the neeslividuals and

teams as well as those of the organisation, resognthat they will not
necessarily coincide. Concern for fairness andsparency: Four ethical
principles that should govern the operation of therformance

management process have been suggested by Armg{g00§). These
are: — respect for the individual;, — mutual respeqtrocedural fairness;
— transparency of decision making.

3.3.3 What Planning is all About?

In trying to understand planning as a concept, re¢\epproaches are
possible. One way is simply to enumerate the wardgt forms of

planning. This approach could more appropriately, described as a
classification of planning. Accordingly, there dae wartime planning,
town and country planning, anti-cyclical planninglevelopment
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planning, national planning and regional plann#ugother classification,

is determined by the duration of plans. Here, aredistinguish between
long-term or tactical planning, and of course mediange planning.

This approach is useful as it may only tell us whas been done (the
product), not how planning is done (the process}. Must bear this in

mind as we approach planning from a second angle.

The second approach regards planning as a techri@uenaking
decisions that guide future action for the achieseimof desired
objectives. In that event, planning becomes te@tmicd, rational in the
sense that it ensures that the right decisionssabdequent actions are
undertaken. Usually, the techniques are often giaéine, mathematical,
or statistical. Subjects and models such as ecommmeput-output
models, simulation techniques, operations reseagame theory and
computation techniques facilitate planning. Plagnis, therefore, the
technique of provoking the occurrence of certairsultsby means of
deliberate intervention in the economic process arndntation in
accordance with a plan. This second approachaappe deal-more
with the processes of planning as opposed to tite peoduct.
Therefore, it may serve our purpose better.

A third approach is what for lack of a more appraier term, one would
like to call a common sense or dictionary approsaxidefining planning.
Although, majority of existing definitions come werdhis category, their
major weakness lies in not establishing planning gechnique and as a
process. They do not, therefore, hold much operatizalue.

Planning, therefore, is "the determination of amghin advance of
action." It is the process of preparing a set afsiens action in the future,
directed at achieving goals by preferable meansd AnMeccaet al,
"planning is a process that is continual and dyeanthat is based on
present information.” Planning could also be "aeymtised method of
thinking ahead about what is to be achieved, hawernwand by whom."
For Irving Swerdlow: Planning is a major part of the process of
determining how much and what is produced by the economic system. It
is the exercise of total government... and it determines societal
transformation... It is no exaggeration to assert that in economic
planning, political and social decisons are often morerelevant than
economic decisions. However, since the end always justify the means, at
the ultimate, economic decisions prevail over other decisions.

A more operational and practical definition is tl&tGriffin and Enos.
According to them: Economically, planning is the economic
constitution... in which the goals of an economy are spelt out. Just as a
constitution defines the organs of government by which democracy or
theocracy or dictatorship is to be served, so plans define the means by
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which economic welfare is to be improved. Further, Griffin and Enos
define planning as purposeful human activity and d®veloping
countries specifically as "the construction andatisation of economic,
social and political programmes in the underdevedogountries.”

The above definition outlines the elements of tbastruction process
as involving:

| Situation analysis;

O Determination of aims and goals and involvementredévant
people;

O Enumeration of available resources;

| Consideration of alternative ways of the resourediBsation,
data collection and selection of preferred alteweat Plan
implementation;

O Consistency checks to ensure that goals can bewachiwith the
resources; and

| Periodic revisions to allow for unexpected everts,ough
monitoring .and evaluation.

The authorisation of the plan, on the other hasdthe process of
concretising and formalising the plan without whtble plan is no more
than a wish. This process involves:

O Transforming plans into programmes or projects;
O Designating prerogatives and responsibilities sgtof specific

targets;
O Provision of financial and human resources; and
O Establishment of communication networks to

conveyinformation and commands.

The above definition by Griffin and Enos gives u# just what has been
done (product) but also the steps involved in taamng (the process).
Waterston, on the other hand, has defined plantésgan organised
attempt to select the best available alternatiwveghieve specific goals."
He further characterised planning as the:

rational application of human knowledge to theprocess of reaching
decisions which are to serve as thebasis of human action... The central
core of the meaning remains the establishment of relationship between
means and endswith the object of achieving thelatter by the most efficient
use of the former.

Finally, planning can be defined as "deciding wkatdo, that is,
establishing goals or objectives and stating thessto be taken to achieve
them," Thus planning bridges where we are, wherevaust to go, those

75



MPA 855 PERFORMANCE MEASUREMENT AND MANAGEMENT

involved, when to get to the various stages, asduees needed to get
there.

Planning Process and Techniques

For this section however, we find most useful Hellaguaribe's
description of the planning process. He begins &fjnthg planning as
"the technique of provoking the occurrence of éert@sults by means
of deliberate intervention in the economic processd orientation in
accordance with a plan." Hereafter, the procegsarining is outlined
by Jaguaribe in rather illuminating details as ¢stirgy of the following

stages:

a) Plan preparation or formulation

This stage consists of three (3) elements.

The study and analysis of the environment of plagniFor effective
planning, feasibility studies should be carried dot know the
circumstances of that environment (prevailing ctads) such elements
as the size, shape and human composition. Unfareseeumstances
such as natural disasters should also be carefullgied including
external relations. Lastly, studies of availablsoegces needed to carry
out the programme should also be made. Expertarcayse the technical
elements of the situation in a rational way, whlile prevailing opinion
in the community should determine the less techmncters.

At the pre-planning phase, that is, when the planisenvolved in
situation analysis, the unforeseen circumstancesh sas natural
disasters, external relations are carefully studigidies of available
resources needed to carry out the programme sheutdade. While the
planner can analyse the technical elements ofithati®n in a rational
way, the prevailing opinion in the community shoble sourced and
incorporated in the planning: exercise. It is intpot that adequate
consultation be made with intended beneficiaried ather relevant
stakeholders. Their buying-in and becoming part en&nof the project
or programme can enhance proper formulation andeimgntation. It is
usually advisable to employ local labour around Itheation of major
projects.

b) The choice of plan objectives

An objective represents an image of a future stbadfairs towards which
actions are directed. In choosing objectives, tiereeed to consider the
means at the disposal of the society or organisatia the relationship
between gods and the means available when choasiogng objectives
for there are never means enough to attain allathjectives. The
objectives should be well thought of and clarifiekhcompatible
objectives must be reconciled made intrinsicallyjdvhecause failure to
do so makes it difficult to formulate policies apcbgramme, which are
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appropriate for the plan's implementation.

The choice of plan objectives can be done in twgswairstly, where the
choice "regarded as a technical corollary of diagof the situation, it
can be entrusted to those experts who undertoskdignosis.” The
second option is to entrust the choice to the Isadiesuch a community,
or the community exercises the choice either thinatgylegislature or by
plebiscite.

C) The selection of means

The means enable the achievement of chosen olgeciihe means can
also be "thought of as consisting of certain plalsiquantities of
resources and the manner in which they can be gmgbldhe means are
comprised of the inputs and their relationshiphtecal and institutional
between the inputs and outputs.” The procesdaxftsen from alternative
means is divided into three:

O The identification of available alternatives cotesig with the
chosen objective;

O The weighing of the alternatives; and

) The choice of the best and most suitable of them.

(i)  Plan or programme execution

In this stage, the decision made towards achiedefned objectives is
put into action. This stage consists of two elermemamely:
Establishment of required Legal and Administrative Mechanisms: After
the choice of objectives and the means for achgthem, there is need
for proper assessment of the existing institutiang to restructure them
to meet theplan's demands, or to establish new wmere none ever
existed.

Operation of the institutions: The establishment or restructuring of
institutions would not in itself guarantee propemplementation, hence
there is need to make these institutions functitmyatquipping them
with the human, material and financial resource=ied.

The project must be ranked with other projects ceting for resources
and found to scale the hurdle. Once a project hhasqu these tests and
has funds properly allocated, approved and relefaset then it is ready
for implementation. It is a common complaint in Biigz that plans are
usually well formulated but they fail to achieveeithgoals due to poor
implementation. In order to properly embark on pobjmplementation,
the following preconditions must be met:

O The project officers must ensure that there iseddeproject to be
executed and not just a project idea or concept.
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| If there is an identified project with a feasihjilgtudy, the project
must be further appraised or the appraisal studwlicated
depending on how long ago the study was conducted.

Jaguaribes model of the planning process ends with stage twave, it
is therefore considered rather incomplete. A thstdge is that of
evaluation of plan implementation. It is proposkdttthis be added for-
completeness

(i)  Monitoring and Evaluation of Plan Implementation
Monitoring is a very important aspect of projegbiementation.
Before embarking on project monitoring, there miista clear
perception of:

O The objective of the exercise and what the resudtald beused
for;

| The kind of information and data to be sought figemerated;

O How to analyse, store and retrieve such data anttitioue
series there from as necessary;

O Those to be involved in the exercise;

| Timing of visits;

O Alerting those whose projects will be monitored gndviding
advance questionnaire for completion, as necessary;

O Logistic support "such as transportation, fundgoatmodation,
report preparation, etc.

Monitoring must not be regarded as a causal exeraidhereby one
simply goes to a project site, looks at it and meguo the restaurant for
refreshment. It requires careful planning and etienuo be effective and
meaningful. Monitoring may be done by project cdtais who monitor
and sign certificates of performance, as well asfioate of completion.
Such certificates provide the basis for paymentnikbring can also be
done by local government officials other than tieehnical staff.
Monitoring may be undertaken to enable performareréficates to be
raised to support payment vouchers; to keep caoiiaon their toes; to
check on the quality of work done; to suggest ntidesn solutions to
problems encountered during execution; and to ensuhat
implementation is on track in terms of structueehiical quality and
timeliness.

Lack of proper arrangement for project executioierieads to project
failure. At times also, plan/budget indiscipline aneng Implementation
of projects not included in the plan or the budgkile neglecting or
abandoning those in the plan/budget leads to projederfunding. The
National Assembly and the anti- corruption Act, lewer, frown on this
appropriately:
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Plan evaluation involves essentially three (3) s@pmeasures

Devising procedures to collect, monitor, and measwtual performance
against predetermined standards. Action to identafyd analyse
significant deviations from the standards; and rtigkithe necessary
remedial action indicated by the controlprocedufégre are also three
instruments for exercising effective plan evaluatiand control:

First is auditing - this is employed for the purpasf monitoring and
recording actual performance against the plan targe

Second is budgeting - employed for short-term,inguaind, formalised
controls. The budget in turn serves two other fionst It providesthe
objectives, targets and plans of the organisatomfounity in
quantitative, primarily financial terms and mongactual performances
against predetermined standards. Third is inforomaéind coordination.
These serve the purpose of evaluating performaagasst plans to
decide what corrective measures, if any, need taken.

3.3.4 Problems Associated with Planning in an Orgasation

Some common problems associated with planning etCiganisation
level are as follows:

(& In some cases, the individuals who are the beaefs ' and end-
users of projects do not contribute to problem idieation. In
addition, sufficient need assessment is not ddieed@lanning is
embarked upon. The consequence is that energy stedvan
programmes that are not related to the peoplelsiggms and on
programmes that cannot be sustained;

(b) Necessary data for planning are largely lacking the
Organisation. These include baseline data, ethpbgra
information, demographic profile, etc. Absencensuifficient data
affectplanning;

(c) Planning is a continuous process. Indeed, it rums icycle,
therefore, requires trained hands. The situatiorthenground is
that there are few planning officers in the orgatia. And even
the ones available are not properly trained;

(d) The general lack of financial resources, unpredittg of fund
flow, especially for the highly unviable Organisais are
problems both for planning at the Organisation.

The Ayida Review Panel on the Civil Service Reforid®95) on
Planning Structure for Civil Service is a sourcavofry on the certainty
of the very existence of the Department of PlannRgsearch and
Statistics (DPRS). The report recognised the relezaof the DPRS
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functions and the need for a data bank for theg®mprocessing, retrieval
and dissemination of data.

The civil service, which is the primary instrumenft government to
implement its policies and programmes, is stilideht structurally and
in terms of certain competencies. Because of tiserad®e of appropriate
competencies and inadequacy in planning, as notédebDoom Philips
Study Team in 1985, policies could not be trandlat#o projects and
implemented fully. Thus, one of the major recomnagimhs of the Study
Team on the structure, staffing and operationshef Migerian Civil
Service (1985) was the creation of the departméptamning, research
and statistics.

One need not deny the fact that the DPRS has ot &lele to operate
as designed. Indeed, a study carried out in 1998etermine the degree
of implementation of the Civil Service Reforms ititad the
establishment and operationalisation of the ceil/ice, DPRS as one of
the major areas in which very little implementatioad been done. A
decade after the study, information available @npghrformance of the
department did not suggest appreciable realisatibrthe designers'
expectations. Most of the functions assigned to dapartment have
largely remained daydreams as it has failed toyaaut either sectoral or
internal research; it has not been able to offehanse management
consultancy services to the government; and hassnoteeded in
developing a database, nor develops modern manageniermation
system. The limited success or unimpressive pedooa could be due
to some problems the department faced even attinoeffhe department
had been poorly staffed, thus the competenciesirezijto operate the
divisions, branches and sections of the departmae lacking.

The limited support the department enjoyed from ttpe leadership of
each tier of government frustrated all efforts éaige appropriate staff
training and working tools/facilities for the staff the department. Until
recently, many of the qualified first degree? hoddm Economics and
allied fields who have the capacity of working ivetDPRS considered it
irrational to take up civil service job especiatyOrganisation level when
the banks and other financial institutions wereiffg them salaries that
were multiples of those of their civil servant ctenparts. With the

collapse of several banks and the associated obtments, newly

gualified graduates are finding it reasonable tore® for civil service

job. It is, therefore, expected that the shortajeompetent graduates
interested in and capable of conducting researctildrabate somewhat
in the foreseeable future. Another major featurehef contemporary
Nigerian research environment is the relatively pwality of graduates
of many universities. This could be due to the latthe latest teaching
materials. Nigerian academics are not encouragedrite textbooks
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based on local knowledge and research becausepuoidihers are not
interested in such texts due to low effective deindar them. On the

other hand, owing to the massive exchange rateedigion and the

pervasive low purchasing power of the people, Vfery students can

afford imported textbooks and learned journalsaitgoked to Internet.

The abysmally low level of funding of the univels#t and research
institutes over the last two decades made it dilifitor them to provide

these facilities for graduate students-. For th@esaeason,' research
grants are not only small in size but have driednugeveral institutions.

Consequently, research outputs of Nigerian acadeanefar below their

potential (Aiyedun, 2002)

19

3.4 Summary

This unit discussed the various concerns of perdmite management.
These include concern with outputs, outcomes, m®and inputs,

concern with continuous development and commumigatoncern with

measurement and review, concern for stakeholderssecn for fairness
and transparency.

In this unit we saw the principal aims of Organisaias follows:

- To make appropriate services and development #esvi

responsive to organisation wishes and inrest by
developing or delegating them to both local anermational
bodies

- To mobilise human and material resources througe th
involvement of members of the public in their Origation, etc.

We also analysed the processes and techniquearofipy as follows:
- To study and analyse the environment of planning

- To make a choice of plan objectives

- To select means, and

- Programme execution

Performance management is concerned with outphasagthievement of
results) and outcomes (the impact made on perfacg)amut it is also
concerned with the processes required to achiewsethresults
(competencies) and the inputs in terms of capaslitknowledge, skill
and competence) expected from the teams and ingilgdnvolved.
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m 3.6 Possible Answers to SAEs

These are the answers to the SAEs within the confemange the
answers according to the SAEs. For example

Answers to SAEs 1

Is concerned with outputs (the achievement of tesahd outcomes (the
impact made on performance). But it is also cone@mith the processes
required to achieve these results (competencieb)taninputs in terms
of capabilities (knowledge, skill and competencgpexted from the
teams and individuals involved

Answers to SAEs 2

Some common problems associated with planning etQiganization
level are as follows:

In some cases, the individuals who are the bemaeis ' and end-users
of projects do not contribute to problem identifioa. In addition,
sufficient need assessment is not donebefore jpignsembarked upon.
The consequence is that energy is wasted on progeanthat are not
related to the people's problems and on programimascannot be
sustained;

Necessary data for planning are largely lackintp@tOrganization.

These include baseline data, ethnographic infoonatdemographic
profile, etc. Absence or insufficient data affdatming;

Planning is a continuous process. Indeed, it rana cycle, therefore,
requires trained hands. The situation on the grasardat there are few
planning officers in the Organisation. And even tmes available are
not properly trained;

The general lack of financial resources, unpredititg of fund flow,

especially for the highly unviable Organisations problems both for
planning at the Organisation.
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UNIT 4 PERFORMANCE APPRAISAL
Unit Structure

4.1 Introduction
4.2  Learning Outcomes
4.3 Performance Appraisal
4.3.1 The Context of Performance Appraisal
4.3.2 Reasons for Appraisal
4.3.3 Common Appraisal Methods
4.3.4 Appraisal Forms
4.3.5 Who Should Do the Appraising?
4.3.6 The Appraisal Interview
4.3.7 Performance Feedback
4.3.8 Glitches in Appraising Performance
4.3.9 How to Avoid Appraisal Problems
4.4  Summary
4.5 References/Further Reading/Web Resources
4.6 Possible Answers to Self-Assessment Exercise(s)

@ 4.1 Introduction

Performance appraisal is a formal assessment ofdgixemployees are
performing their jobs. Put differently, albeit peaesing the same meaning,
performance appraisal is the process of determinavg well employees
do their job compared with a set of standards amdneunicating that
information to those employees. Virtually all compes have some
formal or informal means of appraising their emgley performance.
This unit will consider the concept and contexpefformance appraisal.

The desirability for prudent and judicious managetrsd public funds
cannot be overemphasised. Public funds are pubigt in the hand of
organisation officers, as such; they should beciefiitly utilised and
properly accounted for. This is what has giverrthbito the issue of
financial management and accountability, the varipwvisions for
ensuring efficient and effective financial managatendaccountability
at the organisation level.

@ 4.2 Learning Outcomes

By the end of this unit, you will be able to:

. discuss the context of Performance Appraisal
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state reasons for appraisal

list common appraisal methods

draft appraisal form

conduct appraisal interview

describe glitches in appraising performance
explain how to avoid appraisal problems.

4.3 Performance Appraisal
4.3.1 The Context of Performance Appraisal

Performance Appraisal may also be defined as awgepure that
involves

(&)  Setting work standards;

(b)  Assessing the employees' standards; and

(c)  Providing feedback to the employee with thm @f motivating
that person to eliminate performance deficiencrgs @ontinue to
perform about par.

Employee performance should be evaluated reguflarignany reasons.
One reason is that performance appraisal may bessary for validating
selection devices or assessing the impact of trgimrogrammes. A
second reason is administrative -- to aid in maldegisions about pay
rises, promotion and training. Still another reasoto provide feedback
to employees, to help them improve their presernfopeance and plan
future careers (Griffin, 1997). With these reasonsind, we will in this
chapter assess performance appraisal and the preblesociated with it,
with special reference to Nigeria.

The three basic activities or functions which a ag@r must accomplish
could simply be stated as follows:

A manager must plan
A manager must execute
A manager must review.

Clearly, the least understood of the major manageérunctions, staff
performance review or appraisal is almost the nmogbrtant because, in
carrying out this function, a manager either seites opportunity to
construct a management organisation soundly coadeand carried out
along practical social and motivational principtes failing this, creates
for himself a workforce with a sagging morale. Aalistic appraisal
scheme is one means of helping an organisatiomaindual managers
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within it to identify the performance levels of gp#e and the areas that
need improving (Gbeja, 1992).

Employee performance appraisal is carried out wighpractical context;
which is essentially the day-to-day business ofeahterprise. What is
being assessed in the first instance is the emeleygerformance in
carrying out the general duties of his or her ralgether with any specific
targets that have been set. Also, appraisal magbe to assess a person's
suitability for promotion, either generally or withspecific job in mind.

In the appraisal situation, individuals are entitte ask what aspects of
their job are being assessed and against whati@rigen individual will
also want to know how the process of appraisal véllcarried out, and
what opportunities they themselves will have totdbate to it.

In most cases, the employee's immediate managductathe appraisal,
but for some management posts the appraisal majyvmthe manager's
own staff and colleagues, where so-called 3600aaggiris employed. A
basic model of appraisal is as shown in Figure Riclv sets out the
cyclical nature of the process around the emplsyegpected work
outputs and the criteria, or standards, againsthwtiie assessment will
be made (Cole, 2002). The 3600 Performance Appraisislultisource
Assessment is the latest attempt to improve pedona appraisal (PA).
Increasingly, it has found favour with a growingwmher of organisations.
Unlike traditional performance appraisals, whicpitglly come from
superiors to subordinates, 3600 appraisal usebdk&drom “all round"
the appraisee. Superiors, subordinates, peergyroast(and perhaps a
self-appraisal as well) provide input for the pemiance appraisal
process. Such feedback can obviously be used &dévelopment of
managers, leaders and others.

Indeed, it is most often intended to serve a dgmabnt role. But in some
organisations, it is being used as inputs for eatrlg performance in
order to determine compensation adjustments ahdr atore traditional
administrative performance process purposes (OllyRei993). In
practice, it is a good measure of rational thoughti emotional
intelligence involved in seeing the system intoiorat The key targets to
be achieved need to be discussed between emplogleaanager, so that
the former is genuinely able to commit to the ciradje.

Possible mentoring or
Specific objective
Further training

Or targets
Assessment of
Discussion with
Performance
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Superior

Actual performance

Performance criteria

Against criteria

Agreed

The criteria to be used are frequently a sourcgisfontent, sometimes
for both parties. The criteria need to be achieagdvell as measurable,
and contingency considerations taken into accaurtie case of totally
unexpected events affecting the employee's perfocma

The criteria employed should be such as to enceutiag employee to
rise to the challenge, and be neither irrelevanoner-enthusiastic, both
of which can be de-motivating. The criteria are @incertain to contain
some element of timing, and here again the needefults has to be
balanced against what is reasonably possible imemdime frame. Any
systematic approach to performance appraisal withroence with the
completion of an appropriate appraisal form.

This preparatory stage will be followed by an imtew, in which the

manager discusses progress with the member of $tadf result of the
interview is some form of agreed action, eithettmystaff member alone,
or jointly with his or her manager. The action gaflg materialises in

the shape of a job improvement plan, promotionrottzer job or to a
salary increase, for example. The expression pwdnce appraisal
usually relates to the assessment of staff or maregerformance, and
not to that of manual workers.

There are two main categories of appraisal:

Informal formal. Informal appraisal is the continuing assessment of an
individual's performance by his manager in the radroourse of work.
This kind of assessment is of an ad hoc natureasaasi much determined
by intuitive feelings as by factual evidence ofules It is a natural by-
product of the day-to-day relationship between rganand subordinate.
Formal appraisal is altogether more rational argkdy than informal
appraisal. In this chapter, when we refer to penoice appraisal we
mean formal appraisal, that is, an assessment pfogee performance
in some systematic and planned way.

Self-Assessment Exercise

1. Who should do the Appraising?
2. What are the reasons we o Appraisal?
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4.3.2 Reasons for Appraisal

There are several reasons why appraisals areca@auidgn organisations.
These may be summarised as follows:

i. To identify an individual’s current level of job germance

i To identify employee strengths and weaknesses

i To enable employees to improve their performance

V. To provide a basis for rewarding employees in m@ato their
contribution to organisation goals

V. To motivate individuals

Vi. To identify training and development needs

vii.  To identify potential performance

vii.  To provide information for succession planning

The most likely reason for the adoption of stafpigisal is to staff
attention to present performance in the job in ordeeward people fairly
and to identify those with potential for promotiontransfer. Writers such
as Drucker (1954) feel that to appraise a subotdiaad his performance
is part of the manager's job. Indeed, unless he theeappraising himself,
he cannot adequately discharge his responsibibty dssisting and
teaching his subordinates. Drucker s view as aevisahat managers are
responsible for achieving results. These resuksditained from the
management of human, material and financial ressuyrall of which
should be monitored.

Monitoring means setting standards, measuring pedace and taking
appropriate action. In respect of people, this ientaking action to
improve performance by means of training and deraknt. Other
writers such as McGregor (1960) are critical ofnfaf appraisals.
McGregor writes that appraisal programmes are desigiot only to
provide more systematic control of the behaviowsulifordinates, but also
to control the behaviour of superiors. He thus sees as promoting the
cause of Theory X, that is, a management styleghstimes that people
are unreliable, unable to take responsibility amerefore require close
supervision and control. Whenever the argument isremabout
practicalities than managerial philosophy, the mssue is not whether
performance appraisal, in itself, is justified bwuhether it is fair and
accurate. McBeath & Rands (1976), in discussingrgaldministration,
comment that equitable salary relationships dependsound job
classification, periodic salary surveys of competitlevels, employee
appraisal and effective salary planning. For thappraisal is part of an
important personnel activity in salary planning aahinistration.

They are keen to acknowledge, however, that ilesrty essential to
make some attempt at an accurate measurement fofrpance if the
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appraisal is to be taken seriously into accounta dactor which will
influence salaries. If we accept that staff perfamce appraisal is a
legitimate activity in an organisation, what are thfficulties concerning
both accuracy and fairness? Briefly, they boil ddan

The construction of the appraisal documents

The style in which the appraisal is approached

The culture of the organisation.

Taking the last point first, the ,culture, or valagstem, of the
organisation will act as the major determinant othbthe appraisal
scheme adopted and the way it is introduced. Fame¥e, if the culture
is one that favours the control and measurememeaple, then it is likely
that a system will be imposed on participants, that it will at least
contain some measurable criteria against whichdgeg performance. In
another situation, where openness and participatierencouraged, any
system will be discussed first with those involvedth the result that
appraisals are more likely to be joint problem-sajvaffairs than a
,calling to account by a superior (Cole, 2002).

4.3.3 Common Appraisal Methods

Two basic categories of appraisal methods commamdged in
organisations are objective methods and judgmeme#hods.

Objective measures of performance include actual aput (that is,
number of units produced), scrappage rate, dollar @lume of sales,
and number of claims processedObjective performance measures may
be contaminated by "opportunity bias" if some pesshave a better
chance to perform than others. For example, a saegssentative selling
pure water in Maiduguri has a greater opportutignta colleague selling
the same product in Jos. Fortunately, adjustingpaviormance figures
for the effect of opportunity and thereby arrivisifigures that accurately
represent each individual's performance is oftessibbe. Another type of
objective measure, the special performance test, nisethod in which
each employee is assessed under standardisedigcosdithis kind of
appraisal also eliminates opportunity bias. Pertoroe tests measure
ability, but they do not measure the extent to Whooe is motivated to
use that ability on a daily basis. (For exampleigh -ability person may
be a lazy performer except when being tested).i8pgerformance tests
must therefore be supplemented by other appraistiiods to provide a
complete picture of performance.

Judgmental methods, including ranking and rating tehniques, are

the most common ways to measure performanc®anking compares
employees directly with each other and orders tfremm best to worst.
Ranking has a number of drawbacks. It is difficidt large groups
because the persons in the middle of the distobuthay be hard to
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distinguish from one another accurately. Compasson people in
different work groups are also difficult. For exdm@an employee ranked
third in a weak group may be more valuable thaaraployee ranked first
in a weak group. Another criticism of ranking isttthe manager-must
rank people on the basis of overall performandbdoabh each person
may have both strengths and weaknesses.

Furthermore, ranking does not provide useful infation for feedback.

To be told that one is ranked third is not neadyhelpful as to be told
that the quality of one's work is outstanding,qtsntity is satisfactory,

one's punctuality could use improvement, and omaperwork is

seriously deficient (Griffin, 1997). Rating diffefi®m ranking in that it

compares each employee with a fixed standard rdktieer with other

employees. A rating scale provides the standardh Beale consists of a
performance dimension to be rated (punctuality @engeniality, and

accuracy) followed by a scale on which to make #tieg. In constructing

graphic rating scales, performance dimensions d@hatrelevant to job
performance must be selected. In particular, theulksl focus on job

behaviour and results rather than on personadftstor attitudes.

The Behaviourally Anchored Rating Scale: (BARS) is sophisticated
and useful rating method for evaluating performance Supervisors
construct rating scales with associated behavicamahors. They first
identify relevant performance dimensions and thenegate anchors --
specific, observable behaviour typical of eachqrenince level.

For example, the scales developed for the jobddartment manager in
a chain of specialty stores will include "handlioagstomer complaints,”
"planning special promotion,” *“following company quedures,"”
"supervising sales personnel,” and "diagnosing saobving special
problems.” BARS can be effective because it reguih@t management
take proper care in constructing the scales apmbitides useful anchors
for supervisors to use in evaluating people. Howevés costly because
outside expertise is usually needed and becaukessuast be developed
for each job within the organisation. A recent aan on BARS is the
behavioural observation scale (or BOS). Like BARB)S uses
behavioural anchors but also addresses frequendaifs which that
behaviour is observed.

4.3.4 Appraisal Forms

There are various ways in which appraisal formshmadevised. The key
elements, however, are the following: the focushefappraisal, i.e., the
job or the person the performance criteria selecdterl performance
ratings used. Where the appraisal focuses on thehe appraisal form
is more likely to ask the appraiser to look forsgs in achieving job
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targets or objectives than to comment on the jatdrs! personal
attitudes. Where the focus is on the person rdther on the job, the
reverse is true, i.e., the appraiser is expectegii® an account of the
jobholder s qualities and attitudes rather thami®br her relative success
in achieving results. Thus, the focus of the agalawill determine the
nature of the criteria against which individualfpemance will be judged
as well as of the ratings or measures to be uskd. appraisal form
reproduced below is used in the civil service igétia. The form has
been specifically adapted and adopted for usesitUtiiversity of Nigeria,
Nsukka.

Figure 2: An Appraisal Form

University of Nigeria, Nsukka

Annual Appraisal Sheet --------------
Senior Administrative and Technical Staff
Section A

(To be completed by Appraisee)
1 Name
(Surname) (First) (Middle)
2 Date of Birth
(Day) (Month) (Year)
3. Faculty Department
4. Qualifications: (Degrees, Diplomas, Certificasend
Memberships)
S/No. Qualifications Class Awarding Body Date

5. Previous Employment History Before UNN

Employer Post Held Last Income Date Left Reason for
Per Annum leaving

6.  Career within this University
Faculty/Department Date
1st Appointment Post Grade
level From To
Promoted/
Harmonised/
Regraded to

7 Present Salary P.A.

8. Course Attended During Period of Report
S/No. Title of Course Organising Body Period
From To

9. Acting appointment held during period of repwith dates
Post Acted for From To
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10 Present Job
State below in order of importance the main dupesformed
during the period of report

a.
b.
11 Details of Professional Publications/Inventions

12 Service on University Committees
S/No. Name of Committee Period Status
From To

13. Service on Relevant Outside Bodies (with rel¢details)

15 | hereby certify that the information above asrect

(Signature of

Appraisee)

Date:

Section B

(To be completed by Appraisee’s Immediate Supervis@€onsultation
with the Head of Department as necessary)

16 Do you and the person reported upon agree golthgescription and
the order of importance? If not please explain./Mes

17 Assessment of Performance
How effective is he/she in the performance ofdbges set out in 107?

18 Rating of Aspect of Performance
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Such aspect of performance is described in ternmitstanding 3 or 7
through very poor 1 or %2 to O.

Rating 7 or ¥z should be given if any of these trelyresent the position,
and the person giving that rating should substaniian

writing, indicating specific grounds on which thase based. If you feel
an aspect of performance not in the list calls dpecial comments
mention it at the end.

a. Additional relevant Possesses No additionalificetions additional
and/or 3% 0 relevant professional qualifications.

Qualifications

b. Written expression always cogent ambiguous @ad well-set 3%2 0
clumsy and out obscure.

c. Oral expression Puts his points finds it diffido across 3%z 0 express
himself convincingly and concisely.

d. Re-uprightly under reliable even pressure undemal circumstances.

e. Accuracy including accurate in the use getsused numerical ability
of interpretation of 7 0 with figures ideas & figs:

f. Acceptance of seeks and accepts avoids resplitysdd all 3%2 0
responsibility, will times pass it on when possible

g. Drive and determination whole-hearted lacks iappibn tasks; 3% 0
determination, determined to carry easily hauleddsk through to end
minor setbacks.

h. Relationship with sensitive to ignores or ble#tcolleagues people’s
feelings; 3% 0 other people’s tactful and feelingaderstanding of
intolerant: does personal problems, not earn résg@ens great respect.
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i. Foresight anticipates grapples with problems 3¥#dO problems after
develops solutions they arise in advance.

j. Penetration Gets straight to the Seldom seesaba problem 3% 0
below the surface of problems.

k. Judgement- His decisions or poor perceptionroppsals are 3% 0
relative merits or consistently sound feasibilitymost situations.

. Initiative and originality- Has ability to thindepends usually and set
for himself 7 0 on instruction from others/

m. Punctuality/regularity at Regularly and No rej#or work punctual
at work 7 0 regularity and punctuality/

n. Relationship with public- Exceptionally Tactleasd & students
effective in dealing 7 0 cannot deal with peopleabfpublic/students’

types.

0. Supervisory ability- Organises and inefficiemuse inspires staff to 7
0 of staff, engenders give of their best low marale

p. Devotion and application- Dedication to the defit in the to work job
and evidence 7 0 job of proficiency and applicatomork.

g. Output and quality of Sets a great deal sloppgutput; work done
within a set 7 0 maintains of time frame; consigielow maintains very
standards of work.

High standard; Sources of work is virtually const@mplaint error proof
liability under Performs Easily thrown off pressutempetently, 7 O
balance; not

Administrative Responsibility outside the officerisrmal duty schedule
(r) Service in University Committee

(s) Membership of relevant outside bodies ---

(t) University Representation in outside bodies
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Total score (current year) 72.5/85 or 85.29%

Total score (previous appraisal year)

Total score since last promotion
19 Overall Performances

a. Outstanding Exceptionally 1 80% and above
promote 2 yrs.

(Exceptional case)

b. Very Good More generally effective 2 70% 3 fase
but not positively promote

outstanding

c. Good Generally effective 3 60% over 3 yrs
promote

d. Fair Performs duties 4 50% - 59%

moderately well and Normal increment

without serious

shortcoming

e. Unsatisfactory Definitely ineffective 5 40% -%9
warning

f. Poor withhold increment 6 Below 40%

withhold increment

g.Very poor, terminate appointment7
20%
(Name of Immediate Supervisor)

Date:

One point per year per committee subject to a maxinof five points.
Service in committee should include the entireiseriife in the
University. Officers for whom serving in the Unigdly committee is
mandatorily relevant shall be awarded 2 points wWithdenominator
remaining constant at 84. Moreover, any officer wéerves in a
committee in an appropriate capacity shall earngmist per committee
per year for a minimum of 5 points. In the lattase, the denominator
shall then increase by one each year to matchtivtadditional
point(s) earned.

21. | certify that | have seen the contents of teort and that my
supervisor had discussed them with me. | havéaltmving comment
to add:

Grade:

Signature of officer reported on

Job Title: Date:

Section C

(To be completed by the Head of Department or énihme of Head of
Department after due consultation with the immediapervisor).

95



MPA 855 PERFORMANCE MEASUREMENT AND MANAGEMENT

22 Recommendation of Head of Department,
(Tick whichever is applicable)

1. Promotion

2. Normal Increment

3. Warning

4. Withhold Increment

5. Terminate Appointment

23 Reason for Recommendation

Signature of Head of Department
Date:

4.3.5 Who should Do the Appraising?

Who should actually rate an employee's performar8m/ral options

exist. Appraisal by the Immediate Supervisor: Suger's ratings are

still the heart of most appraisal systems. Get#irsyipervisor's appraisal
is relatively easy and also makes a great deaéw$es The supervisor
should be - and usually is - in the best positmwliserve and evaluate
his or her subordinate's performance and is rediplen®r that person's

performance.

Using Peer Appraisals: The appraisal of an employeby his or her
peers can be effective in predicting future manageemt successk-rom

a study of military officers, for example, we knolat peer ratings were
quite accurate in predicting which officers woukl fromoted and which
would not (Downey, Medland and Yates, 1976). Inthao study that
involved more than 200 industrial managers, peinga were similarly
useful in predicting who would be promoted (Krékf75). One potential
problem is logrolling. Here, all the peers simp#t tpgether to rate each
other high. With more firms using self-managingnteapeers of team
appraisals are becoming more popular.

At Digital Equipment Corporation, for example, an eanployee due for
an appraisal chooses an appraisal chairperson eagkar; This person
then selects one supervisor and three other peersvaluate the
employee's work (Norman and Zawacki, 1991). Ra@gnmittees:
Many employers use rating committees to evaluatpl@ymes. These
committees are usually composed of the employesisnediate
supervisor and three or four other supervisors.

Using multiple raters can be advantageousWhile there may be a
discrepancy in the ratings made by individual suisers, the composite
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ratings tend to be more reliable, fair, and valitby and Blashfield
1978). Several raters can help cancel out probl&a$ias and the halo
effect on the part of individual raters. Furthereowhen there are
differences in raters' ratings, they usually steomfthe fact that raters at
different levels often observe different facet@anfemployee's

Performance; the appraisal ought to reflect these ifferences
(Borman, 1974).Even when a committee is not used, it is common to
have the appraisal reviewed by the manager imnedgiabove the one
who makes the appraisal. This was found to be atangractice in 16 of
18 companies surveyed by Teel (1980). Self-ratigaployees’ self-
ratings of performance are also sometimes usedllysa conjunction
with supervisor's ratings). The basic problem tithse is that employees
usually rate themselves higher than they are tayesipervisors or peers
(Thornton 1980). In one study, for example, it icasnd that when asked
to rate their own job performances, 40% of the @yg®s in jobs of all
types placed themselves in the top 10% ("one dbést’), while virtually
all remaining employees rated themselves eithéhéntop 25% (“well
above average”), or at least in the top 50% ("alaoserage”). Usually no
more than 1 % or 2% will place themselves in aWwelverage category
and then almost invariably in the top below avergegory. Supervisors
requesting self-appraisals should know that thelf-appraisals might
accentuate appraiser-appraisee difference andfyigpdsitions (Myer,
1980). Furthermore, even if self-appraisals arefaohally requested,
each employee will enter the performance reviewtmgevith his or her
own self appraisal in mind, and this will usuallg bigher than the
supervisor's rating.

Appraisal by Subordinates: More firms today let sulmrdinates
anonymously evaluate their supervisors' performancea process
many call upward feedback (London and Wohler, 1990hen
conducted throughout the firm, the process helpsmanagers diagnose
management styles, identify "people” problems, #aik corrective
action within individual managers as required. Ssghordinate ratings
are especially valuable when used for developmendtter than
evaluative purposes. Managers who receive feediagk subordinates
who identify themselves view the upward appraisadbcpss more
positively than do managers who receive anonymeedtfack. However,
subordinates (not surprisingly) are more comfodafiVing anonymous
responses and those who have to identify themseééres to provide
inflated ratings (Nowack, 1993).

4.3.6 The Appraisal Interview

An appraisal typically culminates in an appraisdkrview. This is an
interview in which the supervisor and subordinaeiew the appraisal
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and make plans to remedy deficiencies and reinfstremgths. There are
three basic types of appraisal interviews, eachh wiis objectives
(Greenberg, 1991).

Appraisal Interview Type
Appraisal interview Objectives

1. Performance is satisfactory — 2. Satisfactenot promotable
1. Make development plans employee is promotable

2. Maintain performance 2. Maintain performance

3. Unsatisfactory — correctable 3. Plan correction

If the employee is unsatisfactory and the situatinonorrectable, there is
usually no need for any appraisal interview becatlse person's
performance is not correctable anyway. The pergmus performance is
either tolerated for now, or he or she dismissed.

Satisfactory - Promotable Here the person's performnce is
satisfactory and there is a promotion aheadThis is the easiest of the
three appraisal interviews. Your objective is tecdiss the person's career
plans and to develop a specific action plan for #dgeicational and
professional development the person needs to movibet next job.
Satisfactory —

Not Promotable-This interview is for employees whasperformance
is satisfactory but for whom promotion is not posdile. Perhaps there
is no more room in the company. Some employeealacchappy where
they are and don't want a promotion. Your objedtieee is not to improve
or develop the person but to maintain satisfacp@sgformance. This is
not easy. The best option is usually to find inoeys that are important
to the person and enough to maintain satisfacterjopmance. These
might include extra time off, a small bonus, adutial authority to handle
a slightly enlarged job, and reinforcement, perhipghe form of an
occasional "Well done!"

Unsatisfactory -CorrectableWhen the person's performance is
unsatisfactory but correctable, the interview otiecis to lay out an
action plan for correcting the unsatisfactory perfance.

How to Prepare for the Appraisal Interview

There are three things to do in preparation foirttexview (Block, 1981).
First, assemble the data. Study the person's jstriggion; compare the
employee's previous appraisals. Next, prepare in@oyee. Give your
employees at least a week's notice to review therk, read over their
job descriptions, analyse problems, and gatherr thaestions and
comments. Finally, choose the time and place. Bintutually agreeable
time for the interview and allow enough time foe thntire interview.
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Interview with lower-level personnel like clericalvorkers and
maintenance staff should take no more than an héppraising
management employees often takes two or three h@®&ssure the
interview is done in a private place where you wbe' interrupted by
phone calls or visitors.

How to Conduct the Interview

There are four things to keep in mind here (Bld&g1)

1 Be direct and specific.Talk in terms of objective work data. Use
examples such as absence, tardiness, quality sedospection reports,
scrap or waste, orders processed, productivityrdscanaterials used or
consumed, timeliness of tasks or projects, comtraleduction of costs,
numbers of errors, costs compared to budgets, mas8d comments,
product returns, order processing time, inventewgl and accuracy, and
accident reports.

2 Don't get personal Don't say "You're too slow in producing those
reports.” Instead, try to compare the person'sopadnce to standard
("These reports should normally be done within derys"). Similarly,
don't compare the person's performance to thatttedrqgpeople ("He's
quicker than you are").

3 Encourage the person to talkStop and listen to what the person is
saying; ask open-ended questions such as "Whavwaohynk we can do
to improve the situation?" Use a command such a&sdi& or "Tell me
more". Restate the person's last point as a questich as, "You don't
think you can get the job done?"

4 Don't tiptoe around. Don't get personal, but do make sure the person
leaves knowing specifically what he or she is doiigiht and doing
wrong. Give specific examples; make sure the pewsaterstands; and
get agreement before he or she leaves on how thiiligse improved,
and by when. Develop an action plan showing stedseapected results.

How to Handle a Defensive Subordinate

Defences are a very important and familiar aspécuo lives. When a
person is accused of poor performance, the fiesttien will sometimes
be denial. By denying the fault the person avoiagig to question his
or her own competence. Others react to criticisnth vanger and
aggression. This helps them let off steam and postp confronting the
immediate problem until they are to cope with itill ®thers react to
criticism by retreating into a shell. In any eventderstanding and
dealing with defensiveness is an important appralgh. The following
are suggested for managers:

1. Recognise that defensive behaviour is normal

2 Never attack a person's defence®on't try to "explain someone to
themselves" by saying things like "You know the reason you're using
that excuse is that you can't bear to be blamedrgthing.” Instead try
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to concentrate on the act itself ("Sales are dowrather than on the
person ("You're not selling enough").

3 Postpone action Sometimes it is best to do nothing at all. People
frequently react to sudden threats by instinctivelging behind their
"masks." But, given sufficient time, a more ratibremaction takes over.

4 Recognise your own limitationsDon't expect to be able to solve every
problem that comes up, especially the human onese Mnportantly,
remember that a supervisor should not try to beyalmlogist. Offering
your people understanding is one thing; trying tealdwith deep
psychological problems is another matter entirely.

How to Criticise a Subordinate when criticism is rejuired

It should be done in a manner that lets the persamtain his or her
dignity and sense of worth. Specifically, criticisshould be done in
private and should be done constructively. Proegamples of critical
incidents and specific suggestions of what coulddree and why. Avoid
once-a-year “critical broadsides" by giving feedban a daily basis so
that at the formal review there are no surprises/ax say the person is
"always" wrong (since no one is ever "always™ wgan right). Finally,
criticism should be objective and free of any peeddiases on your part.

4.3.7 Performance Feedback

The last step in most performance appraisal sysiegiging feedback to
subordinates about their performance. This is Wgd@ne in a private
meeting between the person being evaluated andrhier boss. The
discussion should generally be focused on the fabis assessed level of
performance, how and why that assessment was raadéow it can be
improved in the future. Feedback interviews are eady to conduct.
Many managers are uncomfortable with the task,@albeif feedback is
negative and subordinates are disappointed by thlegthear. Properly
training managers, however, can help them conduate neffective
feedback interviews. As we mentioned earlier irs thhapter, recent
innovation in performance appraisal used in mamggoisations today is
called "360 degree™ feedback: managers are ewmluby everyone
around them -- their boss, their peers, and thdwoslinates. Such a
complete and thorough approach provides people avitir richer array
of information about their performance than doesraventional appraisal
given just by the boss. Of course, such a systemtakes considerable
time and must be handled in such a way that it cédreed fear and
mistrust in the workplace.
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4.3.8 Glitches in Appraising Performance

Few of the things a manager does are fraught witinenperil than
appraising subordinates' performance, Employeageireral tend to be
overly optimistic about what their ratings will kend also know that their
raises, career progress, and peace of mind mayhigle on how they
are rated. This alone should make it somewhat cdiffi to rate
performance; even more problematic, however, ame rlamerous
structural problems that can cast serious doulpdsirhow fair the whole
process is. Five main problems can undermine aggdrtnols. They are
unclear standards, halo effect, central tendeeayehcy or strictness, and
bias (Dessler, 2001).

Unclear Standards Although the graphic rating scaleseems objective

it would probably result in unfair appraisals besmathe traits and degrees
of merit are open to interpretation. For exampliéfeent supervisors
would probably define "good" performance, "fair"'creativity." There
are several ways to rectify this problem. The besf is to develop and
include descriptive phrases that define each thaform could specify
what is meant by "outstanding,” "superior,” andddbquality of work.
This specificity results in appraisals that are enoonsistent and more
easily explained.

Halo Effect the halo effect means that your rating of a subordinate on
one trait (relationship with "colleagues") biaske way you rate that
person on other traits (such as "quantity of warRhis problem often
occurs with employees who are especially friendby (nfriendly)
towards the supervisor. For example, an unfrieediployee will often

be rated unsatisfactory for all traits rather thast to the trait
"relationship with colleagues” Being aware of {tvisblem is a major step
towards avoiding it. Supervisory training can addieviate the problem
(Teel, 1980).

Central Tendency

Many supervisors have a central tendency whemdilln rating scales.
For example, if the rating ranges from 1 to 7, ttezyd to avoid the highs
(6 and 7) and lows (1 and 2) and rate most of {heiple between 3 and
5. If you use a graphic rating scale, this certtatiency could mean that
all employees are simply rated "average." Suchietish can distort the
evaluations, making them less useful for promotsatary, or counselling
purposes. Ranking employees instead of using engraating scale can
avoid this central tendency problem because allleyeps must be
ranked and thus cannot all be rated average.

Leniency or Strictness Some supervisordend to rate all their
subordinates consistently high (or low), just asnsoinstructors are
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notoriously high graders and others are not. Thigtsess/leniency
problem is especially serious with graphic ratinglss since supervisors
are not necessarily required to avoid giving atlittemployees high (or
low) ratings. On the other hand, when you must suthordinates, you
are forced to distinguish between high and low greners. Thus,
strictness/leniency is not a problem with the raglor forced distribution
approach. In fact, if a graphic rating scale mestibed, it may be a good
idea to assume a distribution of performancesat; #ay, only about 10%
of your people should be rated "excellent,” 20%adtjoand so forth. In
other words, try to get a spread (unless, of cowyse are sure all your
people really fall into just one or two categories)

Bias Individual differences among ratees in terms focharacteristics
like age race, and sex can affect their ratings, oftetecppart from each
ratee's actual performance (Cascio, 1978). In dueys for instance,
researchers found a systematic tendency to evablade ratees (over 60
years of age) lower on "performance capacity" apoténtial for
development” than younger employees (Resen ande@el®76). The
ratee's race and sex can also affect the persdimg.rHowever, here the
bias is not necessarily consistently against mimesrior women, as it
seems to be in the case of older workers, in ardystvomen were often
rated significantly higher than were high-performmen. Similarly, low-
performing blacks were often rated significantigter than were low-
performing whites (Bigoness, 1976) An employee'sevimus
performance can also affect the evaluation of hisher current
performance (Murphy, Balzer Luckhart and Eisenni&85). The actual
error can take several forms. Sometimes the ratey systematically
overestimate improvement by a poor worker or dedbya good worker,
for instance. In some situations -- especially wibe change in
behaviour is more gradual -- the rater may simpyibsensitive to
improvement or decline. In any case, it is impadrtavhen rating
performance to do so objectively. Try to block the influence of factors
such as previous performance, age, or race.

4.3.9 How to Avoid Appraisal Problems

There are at least three ways to minimise the itnpleapppraisal problems
such as bias and central tendency. First be sube tamiliar with the
problems as just discussed. Understanding the gmoldan help you
avoid it. Second, choose the right appraisal téath method has its own
advantages and disadvantages. For example, thengamiethod avoids
central tendency but can cause ill feelings whepleyees' performances
are in fact all "high." Third, training supervisdcseliminate rating errors
such as halo, leniency, and central tendency cmthem avoid these
problems (Borman, 1975).
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In a typical training programme, raters are showwidgotape of jobs
being performed and are asked to rate the worlaiés made by each
participant are then placed on a flip chart andvélagous errors (such as
leniency and halo) are explained. For exampletrdiaee rated all criteria
(such as quality and quantity) about the sametrttieer might explain
that halo error had occurred. Typically, the traigiges the correct rating
and then illustrates the rating errors which théigaants made (Borman,
1979).

According to one study, computer-assisted appraiaaling improved
managers' ability to conduct performance apprdisaussions with their
subordinates (Davis and Mount, 1984). Rater tnging no panacea for
reducing rating errors or improving appraisal aecyr In practice,
several factors, including the extent to which Eaied to performance
ratings, union pressure, employee turnover, tinmstaints, and the need
to justify ratings may be more important than tiragn This means that
improving appraisal accuracy calls for not jusinirag but also reducing
outside factors such as union pressure and timstreonts (Warnke and
Billings, 1979).

19

This unit discussed the concept and context of eyee performance
appraisal. It x-rayed the context of performancprajsal, reasons for
appraisal, common appraisal methods, appraisalsionino should do the
appraising, the appraisal interview, performancadif@ck, glitches in
appraising performance and how to avoid appraissdlpms. Employee
performance appraisal is an important means by lwbiganisations
improve their chances of attaining their key operstl goals.

4.4 Summary

Employees who know what and how much is expectedeosh are likely
to be more effective than those who are uncleauatieir role. The
process of appraisal itself is an important waym@nagers and their team
members to work together on the issues that readliger. If the process
encourages a joint problem-solving approach, inctithe other team
members may be involved, it can contribute to imhigls maturing in
experience and obtaining greater job satisfactldowever, although
performance appraisal is a way of focusing emple@yemntion on the key
priorities of their work, the exercise is alwaysemsitive one as it touches
on people's personalities attitudes, strengthshodcomings. If handled
well, performance appraisal can make a positiverifmrtion to the way
employees feel about their work and the prospecébieving success
in it. On the other hand, it can generate negaifexts if poorly handled.

103



MPA 855 PERFORMANCE MEASUREMENT AND MANAGEMENT

This is why the training of supervisors and othey gerformers involved
in appraising employee performance can never be@wphasised.
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m 4.6 Possible Answers to SAEsS

These are the answers to the SAEs within the confemange the
answers in accordance with the way the SAEs apgpdhe content. For
example

Answers to SAEs 1

There are several reasons why appraisals areca@auign organisations.
These may be summarised as follows:

To identify an individual s current level of jobri@mance

To identify employee strengths and weaknesses

To enable employees to improve their performance

To provide a basis for rewarding employees in i@hatto their
contribution to organisation goals

To motivate individuals

To identify training and development needs

To identify potential performance

To provide information for succession planning

Answers to SAEs 2

Who should actually rate an employee's performar8m/ral options

exist. Appraisal by the Immediate Supervisor: Suger's ratings are

still the heart of most appraisal systems. Get#irsyipervisor's appraisal
is relatively easy and also makes a great deatw$es The supervisor
should be - and usually is - in the best positmwliserve and evaluate
his or her subordinate's performance and is redplen®r that person's

performance.

Using Peer Appraisals: The appraisal of an empldyeleis or her peers
can be effective in predicting future managementess. From a study
of military officers, for example, we know that peatings were quite

accurate in predicting which officers would be poied and which

would not (Downey, Medland and Yates, 1976). Inthao study that

involved more than 200 industrial managers, peingsa were similarly

useful in predicting who would be promoted (Krékf75). One potential
problem is logrolling. Here, all the peers simpét tpgether to rate each
other high. With more firms using self-managingnteapeers of team
appraisals are becoming more popular.
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UNIT 5 PERFORMANCE MANAGEMENT CYCLE
Unit Structure

5.1 Introduction
5.2  Learning Outcomes
5.3 Performance Management Cycle
Performance and Development Planning
5.3.1 Performance and Development Pianni
5.3.2 Performance Measures
5.3.3 Performance and Development Agergm
5.3.4 Managing Performance throughoetYbkar
5.3.5 Formal Performance Reviews
5.3.6 Analysing and Assessing Performearec Summary
5.4  Summary
5.5 References/Further Reading/Web Resources
5.6 Possible Answers to Self-Assessment Exercise(s)

@ 5.1 Introduction

Performance management is a continuous and flexpbbeess that
involves managers and those whom they manage aipgrtners within
a framework that sets out how they can best wagkttter to achieve the
required results. It is based on the principle ahagement by contract
and agreement rather than management by commankliés on
consensus and cooperation rather than controleocmm. A performance
management system operates as a continuous angrseliing cycle.
The performance management cycle closely resembles

the cycle for continuous improvement.

@ 5.2 Learning Outcomes

By the end of this unit, you will be able to:

conduct Performance and Development Planning
define Performance Measures

explain Performance and Development Agreement
describe how to manage performance throughouy ¢iae
conduct Formal Performance Reviews

analyse and assess Performance Formally.
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5.3 Performance Management Cycle

Discussions take place between the manager anddhedual on what
the latter needs to do to achieve the agreed gaase, standards, improve
performance, develop the required competenciesvemele appropriate,
behave differently. It also establishes prioritiethe key aspects of the
job to which attention has to be given. The aintoisensure that the
meaning of the objectives, performance standardscampetencies as
they apply to everyday work is understood. They #re basis for
converting aims into action. The framework for peniance
management is provided by the performance agreemdmch is the
outcome of performance and development planning.agreement is the
basis for managing performance throughout the weal for guiding
improvement and development activities. It is uasd reference point
when reviewing performance and the achievementpfrovement and
development plans (Armstrong, 2009).

A performance management system operates as awgoans and self-
renewing cycle as shown

in Figure below

Figure 4.1 The performance management cycle

Plan

Monito Act

Review
Source: Armstrong, M. (2009). Armstrong’s HandbadkPerformance

Management: An Evidence Based Guide to DeliverilghiPerformance
(4th ed.). London and Philadelphia: Kogan.

109



MPA 855 PERFORMANCE MEASUREMENT AND MANAGEMENT

The performance management cycle closely resenthkescycle for
continuous improvement defined by William Demin@8&®6). This is not
a coincidence. Performance management is all alwoumtinuous
improvement. The performance management sequeheeséquence of
processes carried out in this cycle and the likelicomes are illustrated
in Figure 2.

CoMporate mESon
il siraiegic gl

!

Business and
departmental plans
and goals

Compctoncy Porformance and
roquincmicnts development planning "—| Performance measures

Performance and
dewalopment
Fpresment

]

Comzatency e Performance
= devebopries o : -
evidence 1= Dprent an evidence

support

!

Managing
performance
throughout the year
th FCUEn ConCimeous
manitoring and
frardhark

|

Farmal review,
feadback and point
analysk and
aTTACTMENT

|

Raong Fmancial reward

Source: Armstrong, M. (2009). Armstrong’s HandbadkPerformance
Management: An Evidence Based Guide to DeliverilghiPerformance
(4th ed.). London and Philadelphia: Kogan PagehWithis sequence,
the key performance management activities are pwdoce and
development planning, defining performance measupesicluding

performance agreements, managing performance thooghe year and
reviewing and analysing and assessing performarroeally. These are
described below in sequence as they take plac&anperformance
management cycle.

However, in practice, although interconnected, ttieyot take place in
strict succession during the year and often oveRapexample, although
performance review and performance planning anetiiitkd as separate
activities they may take place at the same timeewdew of past
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performance referenced to a role profile will lelkctly to plans for the
future, also linked to a role profile. A formal fEmance review may
take place at an annual or twice-yearly meetingibig a continuous
process in that the methods used in a formal rewiewting are also used
in informal reviews during the year (Armstrong, 200Performance
management processes are largely concerned wéhaations between
the parties involved but they also relate to wimativiiduals do about
monitoring and improving their performance, measyiand monitoring
performance, and documenting the outcomes of padnce
management plans and reviews (Armstrong, 2009).

Self-Assessment Exercises 1

1. What are the characteristics of Output and Outcome
Measurement?

2. What is Performance and Development Planning

5.3.1 Performance and Development Planning

The performance planning part of the performanceagament sequence
involves the agreement between the manager anmdhadual of how
the latter is expected to perform in terms of ressahd behaviours. The
expected results will be defined within the framewof a role profile as
described below and in the form of goals or objadias covered. These
objectives may have been cascaded down from tategic objectives of
the organisation to achieve alignment, but in pcadhis may be difficult
to achieve (Armstrong, 2009). In addition, sucaadgria for each area
of performance and methods of measuring performagaenst these
objectives will be agreed. These should be pre@seadvocated by
Furnham (2004). According to him, organisations usthodefine
performance with a focus on valued outcomes. Thegefperformance
dimensions should be functions combined with agpetwvalue such as
quantity, quality, timeliness, cost effectivenessed for supervision or
interpersonal impact. Discussions take place betweemanager and the
individual on what the latter needs to do to achithe agreed goals, raise
standards, improve performance, develop the redgmenpetencies and,
where appropriate, behave differently. It also legthes priorities — the
key aspects of the job to which attention has tgiven. The aim is to
ensure that the meaning of the objectives, perfoomastandards and
competencies as they apply to everyday work is tstoled. They are the
basis for converting aims into action. The framduwfor performance
management is provided by the performance agreemdmth is the
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outcome of performance and development planning.agmeement is the
basis for managing performance throughout the weal for guiding
improvement and development activities. It is uasda reference point
when reviewing performance and the achievementpfrovement and
development plans (Armstrong, 2009).

Role profile definiton an aspect of performance planning in
performance management cycle is called role prdé@nition. It defines

a role in terms of the key results expected, wblatmolders are expected
to know and be able to do, and how they are exgdotbehave in terms
of behavioural competencies and upholding the asg#ion s core
values. Role profiles need to be updated every éirfeemal performance
agreement is developed, and provide headings wwitieh goals can be
set (Armstrong, 2009).

Defining key result areas-Another aspect is defining key result areas.
To define key result areas, in the words of Armregr{2009), individuals
should be asked by their manager to answer qusssiach as:

» What do you think are the most important thinga f1ave to do?

* What do you believe you are expected to achieveach of these areas?
» How will you — or anyone else — know whether ot you have achieved
them? The answers to these questions may needdortsel out — they
can often result in a mass of jumbled informatioat thas to be analysed
so that the various activities can be distinguishied refined to seven or
eight key areas. This process requires some skiich needs to be
developed by training followed by practice. It is area in which HR
specialists can usefully coach and follow-up oma-to-one basis after
an initial training session.

Defining what people need to knowand be able to do- To define what
people need to know and be able to do, Armstro@@9Psuggested three
guestions that need to be answered:

To perform this role effectively, what has the rbtdder to be able to do

with regard to each of the key result areas?

. What knowledge and skills in terms of qualifioat, technical and
procedural knowledge, problem solving, planning and
communication skills etc. do role holders needaiwycout the role
effectively?

. How will anyone know when the role has beeniedrout well?

Understanding behavioural competencies, the usualparoach to
including behavioural competencies in the performance ageaeis to
use a competency framework developed for the osg#on. The
manager and the individual can then discuss thdidatpns of the
framework at the planning stage. According to

112



MPA 855 MODULE 2

Armstrong (2009), the following is an example ofcampetency
framework:

. Personal drive — demonstrate the drive to a&hieacting
confidently with decisiveness and resilience.
. Business awareness — identify and explore basiopportunities,

understand the business concerns and prioritigseajrganisation
and constantly to seek methods of ensuring thabtbanisation
becomes more business-like.

. Teamwork — work cooperatively and flexibly witther members
of the team with a full understanding of the raebe played as a
team member.

. Communication — communicate clearly and persahgiorally or
in writing.
. Customer focus — exercise unceasing care iningokfter the

interests of external and internal customers tam@nghat their
wants, needs and expectations are met or exceeded.

. Developing others — foster the development ofnimers of his or
her team, providing feedback, support, encouragéenzem
coaching.

. Flexibility — adapt to and work effectively infiérent situations
and carry out a variety of tasks.

. Leadership — guide, encourage and motivate iddals and teams
to achieve a desired result.

. Planning — decide on courses of action, ensuhagthe resources

required to implement the action will be availabtel scheduling
the programme of work required to achieve a defined
end-result.

. Problem solving — analyse situations, diagnasélpms, identify
the key issues, establish and evaluate alternaetiveses of action
and produce a logical, practical and acceptabldisal.

Core values

Increasingly, performance management is being hgextganisations to
encourage people ,to live the values. These vatas include such
concerns as quality, continuous improvement, custorservice,
innovation, care and consideration for people, mmmental issues and
equal opportunities. Discussions held when theoperdnce agreement is
being reached can define what these values medar @&s individual
behaviour is concerned (Armstrong, 2009).

5.3.2 Performance Measures

Performance is measured at organisational levelt andividual level.

Individual performance can be measured by referenkey performance
indicators (KPIs) and metrics. KPIs define the hessar outcomes that
are identified as being crucial to the achievenwdriiigh performance.
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Strictly speaking, metrics are measurements usinge@ic system, but
the term is used generally for any form of meagArenstrong, 2009). It
can be argued that what gets measured is ofteniwleay to measure.
And in some jobs what is meaningful is not meaderamd what is
measurable is not meaningful. It was asserted binken (1970) that the
greater the emphasis on measurement and quarndificitie more likely
the subtle, non-measurable elements of the tasbegacrificed. Quality
of performance frequently, therefore, loses out goantification.
Measuring performance is relatively easy for that® are responsible
for achieving quantified targets, for example sales more difficult in
the case of knowledge workers, such as scienBsisthis difficulty is
alleviated if a distinction is made between the tiwons of results —
outputs and outcomes (Armstrong, 2009).

Outputs and outcomes

An output is a result that can be measured quablyfj while an outcome
is a visible effect that is the result of efforttbrannot necessarily be
measured in quantified terms. There are comporierdf jobs that are
difficult to measure quantifiably as outputs. But mbs produce
outcomes even if they are not quantified. It isdifiere often necessary to
measure performance by reference to what outcomes lbeen attained
in comparison with what outcomes were expected flamdutcomes may
be expressed in qualitative terms as a standdel/er of competence to
be attained. That is why it is important when agrgeobjectives to
answer the question: ,How will we know that thisjediive has been
achieved? The answer needs to be expressed iorthe Because such
and such will have happened. The ,such and sudhowitlefined either
as outputs in such forms as meeting or exceediggaatified target,
completing a project or task satisfactorily (what,satisfactory having
been defined), or as outcomes in such forms ashirgpcan agreed
standard of performance or delivering an agreecellef service
(Armstrong, 2009).

Classification of output and outcome measures
Output measures or metrics, according to Armsti@099), include:

. Financial measures — income, shareholder vadded value,
rates of return, costs;

. Units produced or processed, throughput; levelake-up of a
service;

. Sales, new accounts;

. Time measures — speed of response or turnar@aohikvements

compared with timetables, amount of backlog, timentarket,
delivery times.

Outcome measures include:

. Attainment of a standard (quality, level of Seevetc.);
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. Changes in behaviour;

. Completion of work/project;

. Acquisition and effective use of additional krledge and skills;

. Reaction — judgment by others (colleagues, maleand external
customers).

Inputs — Competency and Upholding Core Values

However, when assessing performance, it is alsessacy to consider
inputs in the shape of the degree of knowledge saldl attained and
behaviour that is demonstrably in line with thensi@ds set out in
competency frameworks and statements of core vaRisker (2003)
emphasizes that it is important to encourage behbavisuch as the

following:

. builds effective working relationships with othg

. takes the initiative to address problems;

. seeks knowledge related to emerging issues;

. shares know-how and information with co-workers;
. responds effectively to customer concerns.

5.3.3 The Performance and Development Agreement

The performance agreement records the outcome dbrpence
planning and also records how performance will lEasnred and the
evidence that will be used to establish levelsarhpetency.

It is important that these measures and evidergu@rements should be
identified and fully agreed at this stage becatlmssy will be used by
individuals as well as managers to monitor and destrate
achievements. The development agreement can takeotim of a
personal development plan that sets out what rneduks|learned and how
that learning should be achieved (Armstrong, 208@nstrong (2009),
performance agreements define:
. Role requirements; these are set out in the foirthe key result
areas of the role; what the role holder is expedtedchieve
(outputs and outcomes).

. Objectives in the form of targets and standaifdserformance.

. Performance measures and indicators to assesxtint to which
objectives and standards of performance have befeaved.

. Knowledge, skill and competency: definitionsadfat role holders

have to know and be able to do (competences) ahdwthey are
expected to behave in particular aspects of thaifte r
(competencies).

These definitions may be generic, having been peepfr occupations
or job families on an organisation or function-wiol@sis. Role-specific
profiles should, however, be agreed that expresat widividual role
holders are expected to know and do.
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. Corporate core values or requirements; the padace agreement
may also refer to the core values of the orgamisafdr quality,
customer service, team working, employee developrard the
like those individuals are expected to uphold imygag out their
work. Certain general operational requirements raéo be
specified in such areas as health and safety, barggeontrol, cost
reduction and security.

. A performance development plan: a work plan gpegcifies what
needs to be done to develop and where necessamovmp
performance.

. A personal development plan that specifies whdividuals need
to do with support from their manager to develogirtknowledge
and skills.

. Process details: how and when performance willdviewed and
a revised performance agreement concluded.

5.3.4 Managing Performance throughout the Year

Perhaps one of the most important features of pegoce management
is that it is a continuous process that reflectsmad good management
practices of setting direction, monitoring and messy performance,
and taking action accordingly. Performance managermsigould not be
imposed on managers as something ,special they toade. It should
instead be treated as a natural function thatadtdgnanagers carry out
(Armstrong, 2009). The main activities that takegel during the course
of managing performance throughout the year argighreg feedback,
updating objectives, and continuous learning on jtte or through
coaching as discussed below. Another requirementdeal with under-
performers. Managing performance throughout ther yeaeans
continually monitoring outcomes against plans ansueng that
corrective action is taken when necessary. It we®l individuals
monitoring and managing their own performance, andnagers
providing feedback, support and guidance as negeggamstrong,
2009). Performance management should be regarded ms$egral part
of the continuing process of management. This, raaog to Armstrong
(2009), is based on a philosophy that emphasises:

. The achievement of sustained improvements ifopeance;

. The continuous development of skills and cajtsdst

That the organisation is a ,learning organisatiorthe sense that it is
constantly developing and applying the learningngdifrom experience
and the analysis of the factors that have produugth levels of

performance. Managers and individuals should tloeeefoe ready,

willing and able to work together and define andcdss how to meet
development and improvement needs as they aristarAs practicable,
learning and work should be integrated. This mehasencouragement
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should be given to all managers and employees don lédrom the
successes, challenges and problems inherent in dagito-day work.
This process of monitoring performance is carried oy reference to
agreed objectives, success criteria and performameasures, and to
work, development and improvement plans (Armstr@@§9). Managers
accommodate the need for regular dialogue and &xdin performance
in their everyday contacts with their individuadwe members. This is in
addition to the established pattern of briefingd sgam or project review
meetings.

5.3.5 Formal Performance Reviews

Although performance management is a continuousgs® it is still
useful to have a formal review once or twice yeaflyis provides a focal
point for the consideration of key performance deglelopment issues.
The performance review meeting is the means thromgich the five
primary performance management elements of agreemeasurement,
feedback, positive reinforcement and dialogue caput to good use. It
leads to the completion of the performance managerogcle by
informing performance and development agreemehiavblves some
form of assessment (Armstrong, 2009).

5.3.6 Analysing and Assessing Performance

Performance management is concerned with analysith assessing
performance in achieving objectives and implementitevelopment
plans. Such assessment provides the basis fordeldind discussions
on areas for further development or improvemente Emalysis of
performance will be concerned with hard measuresadfievement
against objectives and softer assessments of tievloeir of people as it
has affected the results they achieved. It will lessed on factual
information so that the process can be describegeddence-based
performance management (Armstrong, 2009). Many hat all
performance management schemes include some fornatiog that is
usually carried out during or after a performaneeiew meeting. The
rating indicates the quality of performance or cetepcy achieved or
displayed by an employee by selecting the levekoscale that most
closely corresponds with the view of the assessorhow well the
individual has been doing. A rating scale is supdad® assist in making
judgments and it enables those judgments to beg@ased to inform
performance or contingent pay decisions, or simpiyroduce an instant
summary for the record of how well or not so welhneone is doing
(Armstrong, 2009).
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The Ethical Dimension

Performance management should operate in accordéticagreed and
understood ethical principles. These have beenei@fy Winstanley and
Stuart-Smith (1996) as follows: Respect for theiimthal — people
should be treated as ,ends in themselves and noglynas ,means to
other ends.

. Mutual respect — the parties involved in perfance management
should respect each other’'s needs and preoccupation
. Procedural fairness — the procedures incorpdrat@erformance

management should be operated fairly in accordawite the
principles of procedural justice.

. Transparency — people affected by decisions gimgrfrom
performance management processes should have ploetwpity
to scrutinise the basis upon which decisions weaiden

Procedural justice requires that performance manegédecisions are
made in accordance with principles that safeguamhdss, accuracy,

consistency, transparency and freedom from bias paoperly consider

the views and needs of employees. Folger, Konoesid/ Cropanzano

(1992) set out the benefits of procedurally justgenance management
based on the components of due process. Theyddtmlch systems ,due
process performance management and argued thatdhet bring about

gross reallocations of power between managersmaptbgees, but rather
require only that manager be open to employeesitiapd responsive to
justifiable questions and concerns about performasiandards and
judgments.

According to Taylor et al (1998) procedurally jpsrformance systems
may also increase managers own positive outcomegani3ational

researchers such as Taylor et al (1995) have gathreeistrong body of
evidence showing that employees care a great deait dhe justice of

performance management practices and staffing. Wik generally has
found that the more just or fair employees consgimh systems to be,
the more satisfied and accepting they are of thelt@nt outcomes, even
when those outcomes are less than desirable. Teeg#t of these
findings has led some researchers such as FolgeCiapanzano (1998)
to propose that the provision of fair proceduresaisnore powerful

foundation for the management of employees thahdsprovision of

financial rewards.
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5.4 Summary

This unit examined the performance management cgclé within the
sequence, which is embodied in the cycle, the disitussed some key
performance management activities; performance dadelopment
planning, defining performance measures, concludpegformance
agreements, managing performance throughout the ayeh reviewing
and analysing and assessing performance formally.

The performance management cycle closely resenthkescycle for

continuous improvement. This is not a coinciden&erformance
management is all about continuous improvementdisussed earlier,
performance management cycle connotes the perfagnaranagement
sequence. It is the sequence of processes carmieth gerformance
management cycle and their likely outcomes. Withis sequence, the
key performance management activities are perfocmarand

development planning, defining performance measupescluding

performance agreements, managing performance thooighe year and
reviewing and analysing and assessing performaoeafly.

N

Armstrong, M. (2009). Armstrong’s Handbook of Penfi@ance
Management: An Evidence-Based Guide to DeliverinighH
Performance (4th ed.). London and Philadelphia:dtogage.

5.5 References/Further Reading/Web Resources

Deming, W E (1986). Out of the Crisis. Cambridgei:NWlassachusetts
Institute of Technology Centre for Advanced Enghirege Studies.

Folger, R and Cropanzano, R (1998). Organisatidusiice and Human
Resource Management. Thousand Oaks, CA: Sage.

Folger, R, Konovsky, M A and Cropanzano, R (1992)Due Process
Metaphor for Performance Appraisal in Research. In:
Organisational Behavior. B M Staw and L L Cummin@&ds.).
Greenwich, CTJAI Press.

Furnham, A (2004). Performance Management Systdfsppean
Business Journal, 16 (2), 83-94.

Levinson, H (1970). Management by whose objectivétitvard
Business Review, 125-134

119



MPA 855 PERFORMANCE MEASUREMENT AND MANAGEMENT

Risher, H (2003). Re-focusing Performance Managénien High
Performance, Compensation & Benefits Review, 20-30

Taylor, M S, Masterson, S S, Renard, M K and Trd€yB (1998).
Managers reactions to procedurally just performamasagement
systems, Academy of Management Journal, 41 (5); 588

Taylor, M S, Tracy, K B, Renard, M K, Harrison, Jakd Carroll, S J
(1995). Due Process in Performance Appraisal: A sRua
Experiment in Procedural Justice, Administrative ieSce
Quarterly, 40, 495-523.

Winstanley, D and Stuart-Smith, K (1996). Policipgrformance: The

Ethics of Performance Management, Personnel Re\2&Mb),
66-84

120



MPA 855 MODULE 2

m 5.6 Possible Answers to SAEs

These are the answers to the SAEs within the confamange the
answers according to the SAEs. For example
Answers to SAEs 1

The performance planning part of the performanceagament sequence
involves the agreement between the manager anthdhadual of how
the latter is expected to perform in terms of rssahd behaviours. The
expected results will be defined within the framekvof a role profile as
described below and in the form of goals or obyestias covered. These
objectives may have been cascaded down from taegic objectives of
the organisation to achieve alignment, but in pcadhis may be difficult
to achieve (Armstrong, 2009). In addition, sucaageria for each area
of performance and methods of measuring performagaenst these
objectives will be agreed. These should be preaseadvocated by
Furnham (2004).

Answers to SAEs 2

Output measures or metrics, according to Armsti@099), include:

. Financial measures —income, shareholder vatlged value, rates
of return, costs;

. Units produced or processed, throughput; levelake-up of a
service;

. Sales, new accounts;

. Time measures — speed of response or turnar@ashigvements

compared with timetables, amount of backlog, timerarket,
delivery times.
Outcome measures include:

. Attainment of a standard (quality, level of seevetc.);

. Changes in behaviour;

. Completion of work/project;

. Acquisition and effective use of additional krledge and skills;

. Reaction — judgment by others (colleagues, iraleand external
customers).

Inputs — Competency and Upholding Core Values

However, when assessing performance, it is alsessaecy to consider
inputs in the shape of the degree of knowledge skild attained and
behaviour that is demonstrably in line with thengt@ards set out in
competency frameworks and statements of core values
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MODULE 3
Unit 1 Performance Management Process
Unit 2 Performance Management Approach

UNIT 1 PERFORMANCE MANAGEMENT PROCESS
Unit Structure

1.1  Introduction
1.2  Learning Outcomes
1.3 Planning Phase
1.3.1 Coaching Phase
1.3.2 Reviewing Phase
1.4 Summary
1.5 References/Further Reading/Web Resources
1.6 Possible Answers to Self-Assessment Exercise(s)

—
@ 1.1 Introduction

Performance management is a communication processwlich
managers and employees work together to plan, oroaitd review an
employee s work objectives and overall contributorthe organisation.
More than just an annual performance review, parésrce management
is the continuous process of setting objectivesgssing progress and
providing ongoing coaching and feedback to ensoaé ¢mployees are
meeting their objectives and career goals. Perfoomamanagement
encompasses a series of steps with some embeddstdeoints. This
part of the unit illustrates each step in the pemnce management
process.

@ 1.2 Learning Outcomes

By the end of this unit, you will be able to:

. discuss the planning phase of performance manadenuess
o deliberate coaching phase of performance managemecess
. explain the reviewing phase of performance managéprecess.
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1.3 Planning Phase

The planning phase, according to Human Capital idameent (2014), is
a collaborative effort involving both managers andpéyees during
which they will: Review the employee’s job desdoptto determine if it
reflects the work that the employee is currentlyndoldentify and review
the links between the employee s job descriptiospoh her work plan,
and the organisation s goals, objectives and gitapdéan. Develop a work
plan that outlines the tasks or deliverables tcdrapleted, the expected
results and the measures or standards that wiludeel to evaluate
performance. Identify critical areas that will besyk performance
objectives for the year. The choice of areas maydtermined by the
organisation s strategic plan, by the employee srele¢o improve
outcomes in a certain part of his or her job orbyeed to emphasise a
particular aspect of the job. Identify training etlives that will help the
employee grow his or her skills, knowledge and cetapcies related to
the work.

Identify career development objectivieattcan be part of longer-term
career planning. Often, the most difficult parttbé planning phase is
developing clear and appropriate language to dmscperformance
objectives and measures or indicators of succagser@isors need to
ensure that the performance objectives are a gepesentation of the
full range of duties carried out by the employespeeially everyday tasks
that take time, but are often not identified assdigant accomplishments.
The objectives and indicators need to be S.M.A.RHuman Capital
Management, 2014).

123



MPA 855 PERFORMANCE MEASUREMENT AND MANAGEMENT

Figure 1: SMART Goals

[T S

Clearly specify the task to be done, when it must be completed, who is to
accomplish it, and how much is to be accomplished.

P M

Use multiple measures if possible, for example, quantity, quality, time
frame and cost. Ask questions such as: How much? How many? How
will I know when it is accomplished?

[ A

Ensure there is a reasonable path to achievement and an excellent
chance that objectives will be accomplished.

(OEESIE R

Goals should be aligned with the organization’s overall mission or
strategy. Goals measure outcomes, not activities.

[T 1

Set a clear time frame for achieving performance objectives/goals. In
mosl cases, ubjeclives musl be completed by the end of the perflormance
review period.

Process: It is not merely evaluation. Oklahomaidefbf Management
and Enterprise Services. Set Performance Standeardther important
part of the planning phase is setting performanaedards. While goals
tell employees what they have to do, performaraedsirds tell them how
well they have to do it. Human Capital Manageme®tLé) listed some
principles of writing good standards that can bedueffectively to

evaluate employee performance: Quality: addressesaell the work is

performed and/or how accurate or how effective fihal product is.

Quiality refers to accuracy, appearance, usefulmesffectiveness.

Quantity: addresses how much work is produced. aatjity measure can
be expressed as an error rate, such as numberaenpege of errors
allowed per unit of work or as a general resulb¢éoachieved. When a
quality or quantity standard is set, the critewat Exceeds Standards
should be high enough to be challenging, but nohigh that it is

unattainable. Timeliness: addresses how quicklyembr by what date
the work must be produced. Timeliness standardsuldghbe set
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realistically. Cost-effectiveness: addresses dolkavings to the
organisation or working within a budget. Cost-efifeeness standards
may include such aspects of performance as maingaor reducing unit
costs, reducing the time it takes to produce a ymbar service or
reducing waste. Manner: addresses the way or styehich a task is
performed or produced.

Self-Assessment Exercises 1

—

1. Explain Reviewing Phase in performance Managemer
System?
2. Discuss Coaching Phase in Performance ManagemsterSy

1.3.1 Coaching Phase

Performance management includes coaching employ@eaddress
concerns and issues related to performance sotlbeg is a positive
contribution to the organisation. Monitoring dagt&y performance does
not mean watching over every aspect of how empkbyesTy out
assigned activities and tasks. Managers should migro-manage
employees, but rather focus their attention onltesichieved, as well as
individual behaviors and team dynamics affectirgwlork environment.

During this phase, according to Human Capital Managnt (2014), the
employee and supervisor should meet regularly $3e8s progress made
toward meeting performance objectives Identify ieasrthat may prevent
an employee from accomplishing performance objestiand what can
be done to overcome them Share feedback on progetds/e to the
goals ldentify changes in the work plan that maydxgiired as a result
of a shift in organisation priorities or when anpdayee is required to
take on new responsibilities

Determine if any extra support is required fromith@nagers or others to
assist the employee in achieving his or her objestiProvide Feedback
The first assignment under the coaching procegsogiding feedback.

Feedback is specific information provided to the plyee that

communicates how the employee s behavior is afifgdtie workplace.

Feedback can be factual (based on observationhefemployees

behavior and its resulting consequences) or emaltimased on how
other people react to the employee s behaviorgllgeboth types of

feedback should be shared with the employee inedbi@gck meeting

(Human Capital Management, 2014).
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Feedback Forms Positive feedback involves tellingemployee about
good performance. Make this type of feedback timsjyecific, and
frequent as recognition for effective performarsca powerful motivator.
Constructive feedback alerts an employee to areasneed of
improvement. Feedback should be descriptive, @éetadnd focused on
the action, not the person. The main purpose el people understand
where they stand in relation to the expected perémce and behaviors.

1.3.2 Reviewing Phase

The performance assessment or appraisal meetiag ¢pportunity to
review, summarise and highlight the employee sgperdnce over the
course of the review period. Self-assessment taradard part of most
performance appraisals. By using the performanae phd assessment
form as a guide, employees can evaluate their pegoce in preparation
for the appraisal meeting.

This process can help identify gaps between thelmme's self-
perceptions and the manager s views and facibtate-depth discussion
of performance issues (Human Capital Managemeiy 20

Managers review their performance management nate$ other

documentation generated throughout the year inrdodaore effectively

assess the employee s performance. Only issudsabapreviously been
discussed with the employee should be part of tksessment
documentation and meeting. This helps ensure managddress
performance issues a s they arise and assuremphleyee there will be
no surprises during the performance assessmening€¢guman Capital

Management, 2014).

Summarise the work accomplished relative to thelsgsat at the
beginning of the performance period. This includasturing key results,
accomplishments and shortfalls for each objecid@ument challenges
encountered during the year and identify areas tfaining and/or
development. Identify and discuss any unforeseerriébs to the
achievement of the objectives.

Avoid Rater Bias

The first task under the reviewing process is mgilans to avoid rater
bias. When a person evaluates someone else, ngs evaluation reflects
not only the person being assessed but also ther lilt-in biases.
Managers should be aware of their possible evalndiiases so they can
work to eliminate them from the assessment procgésme common
biases, according to Human Capital Management (2@ielude: Halo:
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A tendency to form a generalised positive imprassib an employee,

e.g., rating the employee highly on all criteri¢hex than independently
rating each item. Horns: The tendency to form amral negative

impression of an employee that results in artifigiow ratings. This is

the opposite of the halo effect bias. Central tecge

A tendency to use only the mid-point of the ratiecple. Leniency
bias/Strictness bias: A tendency to be more leroerstricter than one’s
peers when evaluating employees, or to be moreréor strict with one
employee when compared to another. Same-as-mendeney to rate
employees who are perceived to be similar to tier rmore favorably
than employees who appear dissimilar. IMPORTANThi$ tendency is
based on grounds for discrimination under humahntsidegislation (for
example race, gender, nationality), it is a vi@atof human rights, and it
is illegal. To ensure evaluations are effective, fibllowing, according to
Human Capital Management (2014), might be consijeeéve specific
examples to support the ratings. Be realistic apast accomplishments
and future goals.

Avoid references to age, race, ethnicity, gendedisability. Avoid
implied promises. Consider the performance durimg éntire review
period and not just the performance during thefeagtmonths. Avoid the
use of other people s names during performancewsyiuse job titles
and organisational names. Ensure each employeesiadds the criteria
on which he or she is being evaluated. Reevaluatdsgwith each
employee a few months prior to the final evaluatiModify goals as
necessary to reflect shifting priorities or respbitities.

Keep notes on the performance of employees thraughe year; save
emails or other correspondence that document gobdaperformance.
Keep notes on when activities were completed anthercircumstances
of absences or disciplinary actions. Allow emplsyé¢e evaluate their
own performance.

Treat a performance review meeting as a focusethéss meeting, and
keep all conversations confidential.

Show respect to each employee by preparing fopénermance review.
Schedule meetings at least a week in advanceraedhat is convenient
for the employee.

Conduct performance reviews in a private officeconference room.
Have all documentation completed and provide a ¢oplie employee.
Do not wait until the meeting to inform an employgfeunsatisfactory
performance.
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There should be no surprise issues raised durmgeting. Maintain a
professional approach when completing your evalmadiocumentation.
Remember this document can be used as evidencewragce hearings
and other legal proceedings.

Do not include humorous anecdotes, personal infoomajudgmental
statements or offensive or discriminatory language.

Include all pertinent information. Do not omit imfoation because it is
uncomfortable to discuss or potentially contentidGsep control of the
meeting.

Do not enter into a debate with an employee. Astipervisor, you make
the decisions about the ratings, and if you havenbfair in your
assessment, you must stand by your rating.

Provide a copy of the evaluation to each employe® o the meeting,

allowing time to review your ratings/comments. Beglie meeting by
providing a recap of the employee s overall perimoe in a positive and
supportive manner. Next, explain that the remairadg¢he meeting will

focus on accomplishments, areas of concern anthgdtiture goals.

Encourage employees to share their thoughts angestigns. Be open-
minded and look for opportunities for improvement.

19

14 Summary

This unit has been able to discuss the varioupaEnce management
processes. Performance management is a communigatoxess by
which managers and employees work together to pfaonitor and
review an employee s work objectives and overafiti@oution to the
organisation. The processes discussed in thisimeclitde the planning
phase, coaching phase and reviewing phase.

As stated previously, performance management kasety of purposes,
one of which is documentation should there be allelgallenge related
to performance. To ensure that a performance manegtgprocess is fair
and defensible: Base each evaluation on well varjtté descriptions and
job-related activities. Collaborate with employeeghen setting
objectives. Develop observable measures for theabksted
objectives/goals and behaviors.

Ensure employees keep a copy of the initial PMPunmmnt which

includes the expectations set at the beginning hef performance
management cycle. Provide employees with ongoingitmang and
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feedback on performance. Provide support (traintogching, etc.) and
adequate time for improvement when performance lpnob are
identified. Work to reduce biases and errors iresssients. Ensure the
performance assessment form accurately documentirmpance.
Periodically review the performance managementge®do ensure it is
applied consistently and fairly.
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m 1.6 Possble Answersto SAEs

Question one;

Performance management includes coaching employ@eaddress

concerns and issues related to performance sotlibeg is a positive
contribution to the organisation. Monitoring dagt&y performance does
not mean watching over every aspect of how empbyesTy out

assigned activities and tasks. Managers should migro-manage

employees, but rather focus their attention onltesichieved, as well as
individual behaviors and team dynamics affectirgwlork environment.

Question 2

The performance assessment or appraisal meetiag ¢pportunity to
review, summarise and highlight the employee sgper&nce over the
course of the review period. Self-assessment taradard part of most
performance appraisals. By using the performanae phd assessment
form as a guide, employees can evaluate their peéoce in preparation
for the appraisal meeting. This process can halptity gaps between the
employee s self-perceptions and the manager s \aaddacilitate an in-
depth discussion of performance issues (Human &alianagement,
2014).
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UNIT 2 PERFORMANCE MANAGEMENT

APPROACHES
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.
@ 2.1 Introduction

There exist several approaches that determine bogo tperformance

evaluation, each of which has its own strengthsveeaknesses. In order
to achieve its strategic business goals, an orgamiiscan choose to adopt

a particular approach or blend many of these agphesmfor the sake of
implementing an effective performance managemesiesy. This system
needs to evaluate both the performance resultefisas/the behaviours

that the employee has demonstrated to achievedaaisation s business

goals. The approaches that are discussed in this inciude the

comparative approach, the behavioural approachiesuits approach, the

attribute approach, and the quality approach.

@

2.2 Learning Outcomes

By the end of this unit, you will be able to:

discuss Comparative Approach
describe Behavioural Approach
explain Results Approach
identify Attribute Approach
analyse Quality Approach.
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Performance M anagement Approaches

2.3.1 The Comparative Approach

This approach involves comparing and ranking anividdal's
performance with respect to others in a given gradugtraightforward
technique would be to simply rank employees fromttiyhest performer
to the lowest performer. Another technique, cakedced Distribution
system, involves ranking employees in category gsdike for example
a group of top performers constituting 10% of thepkyees, another
group of average performers constituting 40%, asotroup of good
performers constituting 30%, and finally a group lofv performers
constituting 10%. A major advantage of the forcedrdbution system is
that it aligns employee performance and compensatioth the
organisation s performance by ensuring top perfsnage rewarded,
given proper training, and developed for higher aggmrial positions
while poor performers are given chances for impnoset or dismissed if
their performance is not getting better. Their dssal will consequently
allow the recruitment of a new talent into the argation.

A major disadvantage of the forced disttion system is that it yields
inappropriate results when for example all memioérs workgroup are
top performers, yet only 10% need to be in thiegaty. The system
ranks employees based on certain categorisaties rather than on their
performance and employees with higher rankings @dhén receive
better incentive pay than those with lower rankingsaddition, it might
not be easy to categorise employees especially Wieeranking criteria
is not clearly defined within the organisation’s Kigstem. Finally, the
forced distribution system might cause negativeeregssions on an
employee s self-confidence and might be considiéegrhl and unethical
if not communicated clearly across the organisatimother technique
worth mentioning here is the Paired Comparison welnerthe rater
compares a performer with every other performex group and assigns
a score of 1 for the higher performer. The finafp@nance score would
then be the summation of the winning points froincamparisons. Yet
this technique becomes tedious for large groupghesater would need
to make 36 comparisons for a group of 9 employeetsocomparisons
for a group of 10 employees.
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Self-Assessment Exercises 1

1. Explain the attribute approach?
2. Discuss the behavioral approach?

2.3.2 TheAttribute Approach

This performance management approach evaluatesrpenfs against a
predefined set of traits or characteristics sucheasnwork, problem

solving, judgment, creativity, etc. One of the mosinmon techniques
for this approach is the Graphic Rating Scale wihilefines a numbered
rating scale (from 1 to 5 points for example). Ewaluator would then

select the rating that he believes the performerdeenonstrated for each
characteristic or performance dimension.

Another technique which improves on the GraphicirRa6cale is the

Mixed-standard Scale. The idea is to define a spedormance levels
(for example High, Medium, Low) and then preparstaiement that
describes the qualities or behavior required toeseheach performance
level for a given characteristic or performance elsion. The evaluator
would then go through each statement and determihether the

performer is above (+), equal (0), or below (-) skeement. A predefined
legend scoring key would then be utilised to calteithe final score for
each performance dimension.

2.3.3 TheBehavioral Approach

This approach includes several techniques thaheeind shape the right
behaviors of employees for an effective performaite first technique,
Behaviorally Anchored Rating Scale (BARS), defitehaviors, which
serve as guides for the rater, associated witherifit levels of
performance for a given performance dimensionait. tFor each of these
performance dimensions, the evaluator would rate gbrformer by
associating him with the behavioral level that ffits performance.

A major disadvantage of this technique is that ganatend to remember
only behaviors that closely relate to those defiiredhe performance
scale which leads to biased rating. Another teammigBehavioral

Observation Scale (BOS), is a variation of BARSwiWro more features.

First, it includes a larger number of behaviorptovide a more specific
and accurate description of the employee behaworah effective

performance. Second, the rater would need to hatéréquency that this
behavior is seen to be exhibited by the perforiiee.overall score would
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then be the average of all these frequency ratidgeajor drawback of
this technique is the big load of information abeutployee behaviors
that needs to be remembered and processed by mamragecially when
they are responsible for rating a considerable rermbemployees.

Another technique is the use of Competency Modéischv provide
descriptions of competencies that are common fiaricular occupation
or organisation. By definition, competencies représthe skills and
abilities required to perform a certain job. Teaawmoss the entire
organisation should work together to come up wilistaof competencies
for each job and a weighting given for each competdor performance
evaluation. These models also need to be peridgicaliewed to make
sure they stay relevant to the organisation s goals

2.3.4 The Results Approach

This approach focuses on removing the subjectivitym the
measurement process by evaluating objectives basedemployee
performance results. It's more like a black andte/lanswer (you either
meet or you do not meet the given objective). 8giatgoals should be
established by the top management team (TMT) wihnieh feed to more
specific goals down the organisational hierarchy.

Managers and their subordinates should particifzgjether to come up
with a set of SMART goals that would link back tetstrategic goals.
Two techniques use the objective system: the BalhScorecard and the
Productivity Measurement and Evaluation System NHS). The
balanced scorecard consists of four perspectives pirformance
management including financial, customer, intemabperations, and
learning and growth.

The financial perspective centers around increasiaghareholder value,
the customer perspective focuses on creating vafu@istomers in terms
of service and quality improvement, the internald aoperations
perspective defines the business processes thdt veosure customer
satisfaction, and the learning and growth perspectchieves the
organisation’s vision and focuses on innovation arghtinuous
improvement. Employees across the organisation toeedderstand and
be aware of these perspectives which define tlagesfic objectives and
how they are translated down and mapped into bssineit and
employee objectives.

Though it is time consuming to develop, the ProMigStem is effective
in motivating employees towards increasing produtgti and in
measuring and feeding back productivity informatidh primarily
consists of four steps; the first step involvesitdging the organisational
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objectives or products to be achieved, the secotep Provides
measurements of how well these objectives or prisdae made, the
third step evaluates how effective these measurenaea in terms of their
level of evaluation, and the fourth and final siegds back to employees
their level of performance on each of these measen¢s. An overall
productivity score is finally computed as a sumarabf the performance
scores on all the measurements.

2.3.5 The Quality Approach

The aim of this approach is to improve customestaittion by reducing
production defects and by achieving continuous iserimprovement.
The quality philosophy advocates that employee khowt be held
accountable for results that are not completelyeuatigeir control (which
are polluted or affected by environmental or systeonditions);
otherwise, this would result in employee demotmatand would inflict
the continuous improvement process.

Thus, the quality ideology considers both persahsystem factors in its
performance measurement system. Besides, quatipopents articulate
that regular feedback is needed from managersprmgss (internal and
external), and peers on the personal characterisfithe employee as
well as on the quality of his work activities inder to resolve
performance issues. Hence the quality approach @aenlike a

combination of the results and attribute approadoesperformance
evaluation.

The quality approach also recommends the use a@elkgrocess in order
to continuously improve business processes ancdomds. Kaizen, the
Japanese word of improvement, is one of the priesippplied in Lean
manufacturing and Total Quality Management (TQMJ &nfocuses on
applying Deming s iterative Plan-Do-Check-Act (PDC#ethod to
achieve continuous improvement. Finally, therepdeatiful of statistical
process control techniques that can be used totifileand resolve
problems. These include cause-and-effect (Fishbonelshikawa)
diagrams, Pareto charts, control charts, processdhalysis, histograms,
and scatter grams.
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9,

24 Summary

This unit discussed the various performance appemcThe approaches
that were discussed in this unit include the comafpae approach, the

behavioural approach, the results approach, thibwee approach, and

the quality approach. In order to achieve its st business goals, an
organisation can choose to adopt a particular @mbror blend many of

these approaches for the sake of implementingfaotefe performance

management system.

These approaches are very crucial for the perfocemananagement
process to be effective, since it constitutes therce of any needed
change to the organisation. The approaches helprdoess to satisfy a
strategic purpose by linking employee objectivesriganisational goals
through defining and measuring employee charatiezithat would help
in implementing the organisation s strategies.

N
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Management: Frameworks for General Managers. DaniA:
Wiley.
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m 2.8 Possble Answersto SAEs

Question 1

This performance management approach evaluatesrpenfs against a
predefined set of traits or characteristics sucheasnwork, problem

solving, judgment, creativity, etc. One of the mosinmon techniques
for this approach is the Graphic Rating Scale wiiefines a numbered
rating scale (from 1 to 5 points for example). Bwaluator would then

select the rating that he believes the performerdeanonstrated for each
characteristic or performance dimension.

Question 2

This approach includes several techniques thaheeind shape the right
behaviors of employees for an effective performaite first technique,
Behaviorally Anchored Rating Scale (BARS), defitehaviors, which
serve as guides for the rater, associated witherifit levels of
performance for a given performance dimensionait. tFor each of these
performance dimensions, the evaluator would rate gbrformer by
associating him with the behavioral level that fits performance.

A major disadvantage of this technique is that ganatend to remember
only behaviors that closely relate to those defiiredhe performance
scale which leads to biased rating. Another teammigBehavioral

Observation Scale (BOS), is a variation of BARSwiWro more features.
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