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         At www.howto.co.uk you can engage in conversation with our authors – all of whom have ‘been there and done that’ in their specialist fields. You can get access to special offers and additional content but most importantly you will be able to engage with, and become a part of, a wide and growing community of people just like yourself.
         
 
         At www.howto.co.uk you’ll be able to talk and share tips with people who have similar interests and are facing similar challenges in their lives. People who, just like you, have the desire to change their lives for the better – be it through moving to a new country, starting a new business, growing their own vegetables, or writing a novel.
         
 
         At www.howto.co.uk you’ll find the support and encouragement you need to help make your aspirations a reality.
         
 
         You can go direct to www.setting-up-and-running-effective-staff-appraisals.co.uk which is part of the main How To site.
 
         How To Books strives to present authentic, inspiring, practical information in their books. Now, when you buy a title from How To Books, you get even more than just words on a page.
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            Preface

         
 
         
            This is the seventh edition of a book first published in 1992. This edition has been updated to take into account continuing changes in appraisal procedures and ideas. The book has evolved significantly since its early editions, which focused almost entirely on procedures. The new edition revolves around the idea that it is very difficult to separate appraisal procedures from the general structure and philosophy of the organisation. It is argued that an open organisation is the most effective way to run an organisation, and that the appraisal system can help generate and maintain openness within the organisation. In the end, openness benefits both the employer and the employee.
 
            One entirely new chapter has been included, relating to narrative approaches. This is included to provide the reader with both a method of approaching appraisal and, particularly, a means of understanding organisational structure, and how the structure is perceived by employees. Organisations always have public narratives that are developed through the media and advertising, but there are also the narratives held by customers, and – for our purposes – employees. Where these narratives match, there is likely to be harmony. Problems arise when they do not match.
 
            While there is more discussion of ideas surrounding the open organisation and narrative, the key purpose of the book remains the same as it has always been: to provide practical help in setting up, running and validating appraisal systems. The number of illustrative cases has increased in this edition. The purpose of the book is not to provide all the practical answers, but provide you with materials to draw on for your purposes.
            
 
            I would like to thank all the people at How To Books for continuing to encourage me to update the book, and for their help in its production. I would also like to thank Sue for the excellent idea of going away to a cottage in Monyash for a long weekend to do the revisions. While I sat and wrote, she produced her usual excellent meals to keep me working.

         

      

      

    


  

    

      
         
         
 
         
            1
 
            Integrated staff
 appraisals
            

         
 
         In this chapter:
 
         
            [image: ] What is the purpose of staff appraisal?  
            
 
            [image: ] The narratised organisation 
            
 
            [image: ] The open organisation
            
 
            [image: ] Ethical issues
            
 
            [image: ] What can go wrong?
            
 
            [image: ] Structure of the book   
            

         
 
         In a recent survey, 50 per cent of employers said they carried out  appraisal annually, with 41 per cent holding appraisal meetings  more frequently: 14 per cent saying they had quarterly appraisals.   
         
 
         This book is written for people who are involved in staff  appraisal now, those who are intending to become so in the  future and perhaps those employers who have held appraisals in  the past but have become disillusioned with the process because  the system did not work. This includes the employer in the small to medium size company who wishes to implement or improve an appraisal system, the human resource manager in the larger company who wonders why their expensive staff appraisal system does not appear to be working, anyone who carries out appraisals, management students, and not least people who are being appraised. The book provides practical advice on the general conditions in which an appraisal should take place, appropriate training for the appraiser and appraisee, and the means by which to design and implement the appraisal.
         
 
         Some organisations and employees continue to view appraisal negatively; it takes up (or wastes) time, resources and energy. The purpose of an organisation – they claim – is not to do appraisals; an organisation exists to make money or, in the case of public organisations such as schools, universities, the social services and the health service, provide a good service. Good employees will usually give full priority to production, whatever the nature of the product or service. Appraisal is not seen as having a direct connection to production. This is a fallacious argument. Appraisal, well managed, enables the organisation to be aware of what the individual is doing, and the individual to be aware that their contribution is valued and, importantly, that they will receive some reward.
 
         There is no single answer to the question of how an appraisal system should run. This has become more clear through the different editions of this book. There is no template that can be applied to all types of organisations, though there is an attempt here to combine both practical advice on how to carry out staff appraisals with some more general ideas, not only about the type of appraisal system you might want, but also the type of organisation you want to be involved with, whether as employer or employee. 
         
 
         
WHAT IS THE PURPOSE OF STAFF APPRAISAL?
         
 
         The purposes of staff appraisal are manifold, but the main thing is that both the employer and the employee should be satisfied; the employer should be satisfied that the employee is functioning well in terms of the needs of the organisation; the employee should be satisfied that the employer and the organisation are looking after their needs.
 
         A little later there will be a discussion about values and the importance of people’s general values and how they relate to the world of work. It is argued that most aspects of our lives and our behaviours are affected by our core values, our core beliefs and attitudes, and this includes how we deal with our working lives. An example of how this may be introduced into a health service appraisal system is provided (based on work by Ian McGonagle).
 
         To return to the idea of need, which is important within the system, we have to establish what we mean by need.
 
         Need is a difficult and ambiguous term which means very different things to people – especially when those people are employers and employees, who have traditionally sat on opposite sides of the fence, but who should be working in a cooperative venture.
         
 
         The employer needs the employee to:
 
         
            [image: ] turn up on time and do a full day’s work;
            
 
            [image: ] work effectively and efficiently;
            
 
            [image: ] generate profit.
            

         
 
         The employee needs the employer to provide: 
         
 
         
            [image: ] a safe and pleasant working environment;
            
 
            [image: ] appropriate opportunities for training and development;
            
 
            [image: ] other suitable motivators, eg money, annual leave, flexibility.
            

         
 
         They both need a little give and take; the employee might book a holiday using the company’s internet service, but they take work home at night and use their own printing facilities.
 
         Staff appraisal is an important means by which both the employer and the employee try to ensure that their respective needs are satisfied. Unfortunately, in many organisations the staff appraisal system leaves a lot to be desired. It is neither efficient nor does it satisfy needs; and no one really takes much notice of it. This is true in organisations which take a perfunctory view of appraisal, either not bothering at all or just having the odd informal interview – perhaps in a corridor; ‘How are you getting on Phil?’ kind of discussion. It is also true in organisations that attempt to implement detailed and effective appraisal systems where the appraisal is fully prepared for, carried out in detail, and does not consist just of one interview in a year. The problem with the former is plain to see, so what is the problem with the latter?
         
 
         Problems of effective staff appraisal
 
         The problem with many organisations, and this is particularly true of large organisations, is that even when they have detailed appraisal policies, the follow up is not effective. Many employees do not take appraisal seriously because they know that, for instance, if a training need has been identified, the organisation will often ignore the recommendation and will not implement what has been agreed. Alternatively, the appraiser may not have the authority to make promises regarding training needs and has  to refer it to a higher authority. Through bureaucratisation the  appraisal system fails. The end result is that the individual  appraisee feels that the organisation is just paying lip service to  the appraisal system – and the truth is, it is. The organisation has  the appraisal system because it feels it should do, rather than  because there are good reasons for implementing such a system.
         
 
         How many organisations that you have worked in are like this?  Appraisal is simply not taken seriously. Years of research shows  appraisal can improve the productivity of the organisation and  the satisfaction of the individual employee when carried out  effectively, yet organisations still do not take it seriously.
 
         There are a number of reasons why this may be so. We are all a  little averse to bureaucracy – form filling – we just can’t be  bothered. There are some organisations which genuinely do not  care about their employees. There are employees who do not care  about – or trust – their organisation. It is hoped that this problem  should become rarer in modern society, as there is ample  evidence to show that the most effective organisations are ones  that do care about the well-being of their employees. If the  organisation cares, then employees will also care. Unfortunately  there are still plenty of organisations where the philosophy is  that if they pay the money at the end of the month then they have  a ‘right’ for the employee to do a good job. That shows a lack of  understanding of people. People are not just motivated by  money. Even if they are, they it is difficult to sustain that  motivation throughout a whole working week and be productive.
         
 
         People need other motivators. Most of us do like it when the boss  says ‘well done’, or when you hear someone praising you to  others, or when you can work in a friendly and supportive environment among colleagues who respect (and even sometimes like) each other. One of the key aspects about the way humans behave is that we generally have a need for other people; we need and crave the social support that other people bring. This support can come in many ways. It might be a smile, a quick word, or it might be a long conversation about something that has gone wrong at home; sometimes it is just being there. Our needs for social support are not turned off when we get to work. So a supportive environment – in terms of people – is crucial.
         
 
         Traditional top-down, bottom-up organisations, where the employer is in control and the employee out of control do not work in the way they used to. Employees now need more. One of the ways to resolve this is in terms of the structure of the organisation. The open organisation is one which involves the individual employee at all levels, which consults over major decisions, recognises the home–work relationship, and ultimately respects the needs of the individual. Appraisal will not be truly effective except in the open organisation.
         
 
         The narratised organisation
 
         One of the themes going through this book is that of narrative. We are all narrators, we all tell stories about ourselves and the world. This applies as much to work as to any other area of life. In Chapter 3 there is a detailed discussion of the nature of narrative and how it can be important in an organisation and in an appraisal system. In the past, narratives have rarely been used in appraisal systems. There are narrative appraisal reports, but this is on a small scale. Here we need to explore how an organisation presents itself (the organisational narrative) and whether that narrative is similar to the ways employees think of  the organisation (personal narratives).
         
 
         
THE OPEN ORGANISATION
         
 
         The open organisation is discussed in more detail in Chapter 2.  The sense of feeling needed and valued is important at work, but  can be problematic in larger organisations which, because of their  size, may be more impersonal. It may not be possible for more  junior staff to have any contact with senior management. This is  quite usual, but it can create difficulties. The only link is through  middle management and this can leave junior personnel feeling  isolated and alienated. It is argued here that such an arrangement  does not benefit either the senior or the junior staff. This is why a  good appraisal system, particularly in a larger organisation, is  most effective when linked to an open management system.
 
         ‘Open’ can mean many things. For instance, in the UK we have  a government that claims to be ‘open’, though in many ways that  is a misnomer, and a caveat should be added that if the  government want to keep something from us they do. Nevertheless  we now have access to more information than we did before  the Freedom of Information Act came into being. We have a right  to know what ministers have written in their memos to civil  servants, the right to know what is being discussed in Cabinet,  the right to know what information government organisations  hold on us, and while we resent the secrets that are kept – rightly  or wrongly, we cannot tell because we have no access to the  information – we do feel better for knowing that we can find out  a bit more of what our government is up to. The same applies to  large companies. The more information junior members of staff  have access to the more satisfied they will generally feel. 
         
 
         In the end employees will feel more part of the organisation if they are kept informed of what is happening. That is why it is important to recognise that a good staff appraisal system can only occur in an open organisation. Turning the argument back on its head, it is clear that many sophisticated staff appraisals do not work, not because they are poor appraisal systems in themselves, but because they are not integrated into the open organisation.
 
         Unfortunately information is not enough. People want to feel that they have some say in the running of the organisation. There are some very good organisations out there – open organisations – that do enable people to have a genuine say in the way organisations are run, the co-operatives. Co-operatives are owned by the people employed by the organisation, and/or the customers of the organisation. Shared ownership is a form of openness. It may be that employees of John Lewis do not get to take part in board discussions about the future of the company, but they own shares in the company just by working there. They are called ‘partners’, which makes them feel they belong, and that they are important to the company.
 
         Many employers believe that the open organisation will cause problems, and they may be right. An organisation has to be efficient; decisions have to be made, and these need in the end to be made by an individual or a small group. We have to be practical: if an organisation employs thousands of people it cannot be open enough for all to have an equal say unless we have an economic and social revolution; but there are many ways in which employers can open up their organisation, and the more they do, the more the employee is likely to be satisfied.
 
         Psychologists have explored reasons why employers may feel insecure. The release of knowledge or information can make people feel vulnerable and out of control. Employers may feel threatened or insecure. They may feel their own powerful position is at risk if they disclose information or offer to share some power. Instead they hand out feedback forms and pretend to listen. That is not a solution.
         
 
         
WHY BOTHER WITH APPRAISAL?
         
 
         I hope this is already starting to become clear. Appraisal can help the organisation be more efficient (and hence profitable), and also help the individual employee gain more job satisfaction. A satisfied employee is going to work better; a more profitable company means a happier boss. Easy!
 
         Appraisals are carried out for a range of reasons. These can include:
 
         
            [image: ] performance review;
            
 
            [image: ] assessing training needs;
            
 
            [image: ] determining job change (promotion or role change);
            
 
            [image: ] anything whereby the employer or the employee have needs relating to each other.
            

         
 
         The performance review is important in a staff appraisal; because the employer wants to ensure that the employee is working effectively, and has carried out their tasks at an appropriate level of performance. Performance review generally works against a set of objectives that will have been agreed at a previous staff appraisal. In an ideal world the employee will have attained – or preferably exceeded – these targets. This is fine for the employer, but the needs of the employee may be different. The employee may be more concerned about training and development needs, or needs relating to family and leisure. They may wish to take on different tasks in their job for which they need training. They may wish to alter their working hours to take into account changes in their family circumstances (life is not just a rat race). Perhaps they would like promotion, or to move to another role or even another job. It is important that the employee has the opportunity to explore these issues in the appraisal.
         
 
         Longer term career goals and expectations may need to be explored. Where does the employee want to be in five or ten years? How do they hope to get there? These are not trivial questions – neither is the reply ‘In your shoes’ to the boss a trivial reply though it is rather clichéd and best not used for that reason! The appraisal should also be used for counselling the employee regarding performance issues, training and development issues, and longer term career goal issues.
 
         
TRAINING THE APPRAISER, TRAINING THE APPRAISEE 
         
 
         In many organisations it is thought that appraisal is a straightforward task that can be carried out by anyone, such as a junior member of the human resources team or a recently appointed supervisor. It is not; it requires a range of skills and attributes. The appraiser must have negotiating skills, counselling skills, bargaining skills. They may need to be aware of company law, of what they can offer by way of training, etc. The appraisee should also have some of these skills. They too need to know how to negotiate and bargain, in order to get the best individual deal. These issues will be explored in a later chapter. 
         
 
         
SIZE OF ORGANISATION
         
 
         Some people think that it is only larger organisations that can and should have an appraisal system. While it is the case that larger organisations are in a better position to afford a sophisticated and efficient system, organisations of all sizes, down to the smaller company with just a few employees, should have some sort of system. It is important for employers to be in touch with the needs and feelings of their employees. Discontent breeds resentment, which leads to the loss of good staff. For the employee, it is important that they feel needed by the organisation, that the organisation respects them.
         
 
         
THE 360 DEGREE APPRAISAL
         
 
         This brings us to a relatively new concept, that of the 360 degree appraisal. This entails obtaining ratings from a range of people who have contact with the appraisee, including line managers and supervisors, colleagues doing the same job, subordinates, and possibly customers or others outside the organisation. The 360 degree appraisal enables a broader assessment of the appraisee and their relationships with others. There are a number of problems with the 360 degree appraisal, which are examined in Chapter 8. For such a system to work effectively, it is important for the organisation to be open. The 360 degree appraisal is one way to introduce a level of openness to an organisation through the appraisal system and so is worth considering, though it is not appropriate for all organisations. 
         
 
         
ETHICAL ISSUES 
         
 
         All appraisal systems should be ethical, they should be fair to all parties involved in the appraisal system. The organisation should not open itself to charges of unfair treatment, whether to do with legal issues such as sex, age, or race discrimination, or general matters of fairness across staff, such as access to training and development and promotion. The system should not just be concerned with legal issues, but with moral and ethical ones too.
 
         The appraisal system should also be fair to everyone involved in the system. That is not to say that all employees should receive the same kind of appraisal; that may not be appropriate, but that within the system all are treated equally. The same procedures and guidelines should be used for everyone, and the same means of evaluating the system. If the system is well designed, then this will not present a problem.
         
 
         Ethics is also about openness. We will consider the open organisation in detail in the next chapter, but openness also concerns the ways people treat each other. The appraiser should be open with the appraisee. For instance, do not promise training if you know it will not be available, do not make any promises you cannot keep.
 
         
STRAIGHTFORWARD DESIGN
         
 
         An appraisal system should be as simple as possible. It should not be over-bureaucratic. Employees will not take kindly to complex forms containing many management-speak questions. Also, the bureaucracy of the system should be minimised. It is not necessary to produce forms in triplicate to be sent to various departments who will file them away and never look at them. Unless there is good reason, the only people to see the appraisal forms will be – and should be – the appraiser and the appraisee. This becomes a little more complicated when there are multiple quantitative forms, and this is dealt with in a later chapter.
         
 
         
WHAT CAN GO WRONG WITH APPRAISAL? 
         
 
         It is useful from the outset to think about the reasons why appraisal can go wrong, so these can be borne in mind when preparing or improving the appraisal system. There are many things that can go wrong with appraisal. By reading this book you will be able to see what these are and, through careful design and implementation, create a system that does not go wrong. Appraisal fails at many levels. For example:
 
         
            [image: ] provide conflicting messages to employees;
            
 
            [image: ] a poor or inappropriate system;
            
 
            [image: ] inadequate training of participants (both employees and managers);
            
 
            [image: ] failure to implement the system properly;
            
 
            [image: ] conflicting aims of the appraisal interview;
            
 
            [image: ] failure to get people on board;
            
 
            [image: ] takes too much time;
            
 
            [image: ] takes too little time;
            
 
            [image: ] poor follow up (eg providing promised training);
            
 
            [image: ] no validation of the system.
            

         
 
          
         This book will help you avoid these pitfalls. It does not provide a blueprint for any particular appraisal system, just the general rules which, if you follow them, will ensure you have an appraisal system acceptable to all and effective for the individual and for the organisation.
 
         What do we need to watch out for?
 
         In order to avoid a failing system, you should take account of some general points. In the first place, the primary purpose of the appraisal system is not only to improve individual performance, though this is likely to be the end result, it is helping individual employees to successfully achieve what they want to achieve at work. Taking account of individual employees’ aspirations and desires will have a beneficial effect on both the person and the organisation. Take care over reducing individual anxieties about the system, ensure they know what the appraisal is for – there should be no hidden agendas.
 
         The employee is also going to be concerned that the appraisal system is fair, integrated with other systems at work, and that they will receive equal treatment along with all other employees. If they know that certain people, or certain grades, obtain preferential treatment then they will resent the system and not be happy to take part. If that happens, then the system has failed.
 
         The appraisal system has to consider staff development and training. Individual employees should have the opportunity to develop themselves, or be developed by the organisation. If the employee sees the appraisal simply as a way of checking performance, or having a general moan about the organisation with no personal benefits, then they will not take a full part in the system. 
         
 
         The organisation should take account of the need for autonomy and independence in individual employees. If an employee desires autonomy, then this should be considered in the appraisal. Can the appraisal be used to enhance autonomy? The individual should not think that the appraisal exists to ‘bring them into line’, to reduce their freedom of action in the job. This will only reduce performance.
         
 
         Avoiding pitfalls
 
         Another potential pitfall is that employees may be worried about biased or deliberately malicious appraisers. It is not uncommon for there to be a poor relationship between an employee and their line manager. In these cases the appraisal system must be designed to ensure that systematic bias does not occur, or that if it does, then the appraisee has a means of having this addressed. This might entail the use of an alternative appraiser.
 
         The employee may also be concerned about the hidden agenda. As we will examine in the next chapter, there should be no hidden agenda if the organisation is truly open. No one benefits from a hidden agenda. They only exist so people can play politics, and playing politics is not acceptable in an organisation which wishes to treat employees fairly and which wishes to be productive.
 
         When designing appraisal systems it is important to consider the position not only of the employees, but also of the managers who will not only be appraised, but will also be appraisers. There are a number of concerns often expressed by managers. Just like appraisees they will have a range of anxieties and concerns about the appraisal system, such as whether it will be effective, whether they have adequate training and experience to carry out appraisals, or whether they are aware of the training and development opportunities available within the organisation.
         
 
         An appraisal system must be acceptable to both appraisees and appraisers. These considerations should always be in the forefront of your mind when you are designing the system. This is a very good reason why, during the process of design, you consult with potential participants and take their views into account.
         
 
         The size of the organisation
 
         Another important factor which affects the type and style of appraisal is the size of the organisation. There are dangers at the level of both the large and the small organisation. In the large organisation, the individual may feel, as already stated, alienated by the sheer size of the place, and a good appraisal system must ensure that this does not occur, and recognise the importance of the individual employee to the smooth running of the organisation. For the smaller organisation, the employer may feel that because they know all the employees by name and that they work relatively closely with them they, the employer, will pick up on any problems or difficulties and deal with them without a formal appraisal system, ‘because we are all friends here’. The reality is, as we know, ‘we are not all friends here’. Many employees do not discuss these issues with their employer in a non-formal situation. They keep their views to themselves, share them with their friends and workmates, but do not talk to the boss. This means that even in the smallest organisation there is a need for an appraisal system, a formal opportunity to discuss relevant and important issues that are faced by employer and employee. 
         
 
         Methodology
 
         A good appraisal system will use appropriate methods of data collection and analysis. There does not usually need to be anything complicated about this. For most appraisals the key form is the appraisal form, which will record all the relevant details such as individual performance indicators, employee training needs, and goals and targets for the next appraisal period. For some types of work, the performance indicators are sometimes objective (eg number of units sold, number of units made, timekeeping), sometimes subjective (eg perceptions of work quality), and sometimes a little of both (eg supervisor ratings). As we shall see throughout the book, the appraisal system should ensure fairness by designing the methods used in the appraisal system as fairly as possible.
 
         Problems do arise with apparently straightforward measures. A performance indicator of number of units sold does not say anything about the work needed to sell an individual unit, or the price or availability of the unit, ie how much work is involved in selling that unit. The appraisal method must take these factors into account.
 
         
THE STRUCTURE OF THE BOOK 
         
 
         The next chapter examines what is meant by the open organisation, and how it can work effectively for the employee and for the employer, and how it will help determine whether an appraisal system is going to work.
         
 
         Chapter 3 introduces the concept of narrative into the appraisal system. Narrative approaches can help the employer understand how the organisation actually functions, and consider the interactions between employer and employee.
         
 
         Chapter 4 is concerned with understanding the purpose of the appraisal, whether it is a simple performance review, or whether it is going to examine training and development needs, or long term career goals.
 
         Chapter 5 is concerned with who should take on the role of appraiser, as this will vary from organisation to organisation. It also examines the issue of training the participants in the skills required for appraisal, such as negotiating and bargaining skills, counselling skills and interviewing skills.
 
         Chapter 6 examines how the job description and person specification are developed, and how they are used in the appraisal; eg ensuring that the person is fulfilling all aspects of the job, or examining how the job is changing over time because of the appraisee’s specific skills or interests.
         
 
         Chapter 7 focuses on the various kinds of appraisal that can be carried out. These include the type of appraisal normally carried out, where the supervisor or line manager appraises the individual, peer appraisal, team appraisal and upward appraisal.
         
 
         Chapter 8 focuses on 360 degree appraisal, where information relevant to the appraisal is obtained from a number of sources, including the appraisee’s managers and subordinates.
 
         Chapter 9 focuses on practical aspects of preparing for the appraisal, the kinds of data that can be used in the appraisal interview, how they should be collected, and how all participants should prepare for the interview. 
         
 
         Chapter 10 examines the appraisal interview itself. When and where should the interview take place? What questions should be asked? How should the report be discussed and compiled?
 
         Chapter 11 is concerned with how the appraisal should be followed up, and also examines ways of validating the system. There is little point in having a system that is glossy and expensive but does not work, and there is little point in proposing training that is not then conducted.
 
         The final chapter looks at the present and future state of staff appraisal. What is its role in organisations? The book is about improving staff appraisal, so what should we see in the future? At the end of the book there is a guide to further information and a glossary of terms.
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