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Performance Appraisal
A Different Approach

DENNIS B. ANDERSON, M.P A.

hat two words strike

fear in supervisors and

subordinates alike?
Performance appraisal. The per-
formance appraisal process often
makes everyone tense, perhaps be-
cause many supervisors have little
training in the
objectives,
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foundations, and delivery of per-
formance appraisals. They use the
“rearview mirror” approach, which
focuses on past performance.! This
puts employees on the defensive
and wastes valuable time.
Furthermore, supervisors often
fail to realize that the performance
appraisal process is just that—a pro-
cess. They need to view appraisals
not as a once-a-year chore but as a
productive procedure that continues
throughout the year. Evaluation in-
terviews, although considered by
many employees to be the entire

appraisal, are just one part of an
overall strategy.

THE APPRAISAL PROCESS

Attitude Is Important

Supervisors must remember
that the primary goal of perform-
ance appraisal is to improve per-
formance. To assist in achieving
this objective, supervisors must
first create an atmosphere in
which employees will be motivated
to perform.

“Management by walking
around” can be a useful technique in
developing a good working rela-
tionship with employees. Supervi-
sors who take a few minutes to visit
with employees in their work areas
show an interest in their employees
and a confidence to engage
in discussion on
the employees’
- own “turf.” This
can be an opportu-
nity to inquire
about their per-
formance, compli-
ment them, and to
listen to them,
thereby encourag-
ing feedback.

Supervisors
must not only be
managers by do-
ing things right but
they also must be




leaders. Leadership means “doing
the right things,” such as being a
coach, a facilitator, and even a
cheerleader. Leaders should also
“walk the way they talk.” In other
words, they must set the tone for
change and become role models for
employees. Employees cannot be
motivated toward a work attitude or
ethic if it is not exhibited by the
supervisor.

Equally important, supervisors
must realize that employees deserve
respect. They should not be so con-
cerned with the organization’s bot-
tom line that they forget to treat
employees like human beings.

In that regard, supervisors often
use evaluations to target their em-
ployees’ weaknesses. Instead, they
should emphasize strengths on
which the employee can build. To
accomplish this, the appraisal pro-
cess should follow a performance
management cycle.?

The Perfermance Management
Cycle

The cycle begins with the super-
visor defining the roles and respon-
sibilities of subordinates. Employ-
ees cannot perform adequately if
they do not know what their super-
visors expect of them. Expectations
should be clearly defined, with in-
put from employees. This important
step shows employees how they
contribute to the overall strategy of
the organization.

Next, the supervisor and the
employee, together, set specific
goals for the employee to achieve,
depending on the employee’s du-
ties, responsibilities, and work as-
signments, While objectives should

be specific, they should not be so
narrowly defined that supervisors
fail to account for extenuating cir-
cumstances that might cause em-
ployees not to meet the standard.
For example, requiring employees
to complete a specific number of
assignments gach month does not
take into consideration the com-
plexity and difficulty of each as-
signment, which might limit
progress. Supervisors and employ-
ees should also develop strategies
for attaining these goals and de-
cide which method the supervisor
will use to monitor employee
progress,

The supervisor then coaches the
employee. This means monitoring
performance and providing correc-
tive feedback or revising expecta-
tions, when necessary,

Finally, the supervisor reviews
performance with the employee.
This means frequent, regularly
scheduled meetings, not a yearly

evalyation. Monthly reviews are
one way to check employees’
progress on a continual basis.

The success of the perform-
ance management cycle depends
on supervisors and employees
working together. This way, they
establish realistic goals, and em-
ployees are more likely to use their
strengths, while recognizing and
overcoming their weaknesses, Su-
pervisors must also remember that
they are evaluating performance,
not their employees’ personality
characteristics.

Inherent in the performance
management cycle, feedback is the
key element in a successful per-
formance evaluation. With feed-
back, employees can better gauge
their performance, and supervisors
learn the most effective ways to
motivate them. As a result, supervi-
sors can approach the appraisal pro-
cess in a positive manner, feeling
more like helpers than judges.?
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...the primary
goal of
performance
appraisal is to
improve
performance.
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The Evaluation Interview

Because supervisors should
view the evaluation interview as the
beginning, not the end, of the ap-
praisal process, they should use the
interview to plan for the future,
rather than to dwell on the past.
Accordingly, they should devote
approximately 60 percent of the ap-
praisal to planning the future, 30
percent to analyzing the present, and
a mere 10 percent to reviewing the
past.

During the inferview, interac-
tion between the supervisor and the
employee should reinforce present
behavior if the employee is perform-
ing well, suggest behavior changes
if the employee needs to improve
performance, or develop a new be-
havior if the employee receives new
tasks or assignments.* To do this,
supervisors should:

» Provide a clear reason for the
performance evaluation

» Present positive and negative
feedback in a fostering,
nonthreatening atmosphere

» Resolve conflicts and prob-
lems through participative
dialogue

» Set specific goals to improve
job performance

» Provide support and encour-
agement to the employee.’
Simply put, a viable perform-

ance evaluation interview that

Performance Appraisal Evaluation

Old vs. New Method : ‘
Performance Focus on :
Appraisal (Old) Achievement (New)
Goal Evaluation Achievement
Supervisor Controls Program Partnership
Employee Passive Initiator
View Rearview Mirror Prospective
Timing Once a year Ongoing
Theme Control Sharing '
Criteria Manager Determines Mutually Determined
Individual Vision Not Discussed Basis for Plan
Atmosphere Confrontational Supportive

Source: Ronald W. Clement, “Performance Appraisal: Nonverbal Influences
on the Rating Process, ”"Public Personnel Administration, Spring 1987, 14-27.
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encompasses the critical aspects of
the appraisal process is Meaningful,
Enjoyable, Educational, and Trace-
able (MEET).® In other words, the
interview should be a results-ori-
ented, developmental process, with
supervisors presenting verifiable,
fact-based information in a positive,
relaxed atmosphere. The interview
should also cover opportunities for
growth within the current job as-
signment but should be limited to a
few important items that are both
evident and achieveable. For ex-
ample, employees might receive re-
sponsibility for important projects
or attend seminars in their areas of
expertise.

Followup

Often, supervisors find per-
formance evaluations difficult be-
cause they do not discuss per-
formance with their employees
between evaluations. Understand-
ably, then, the annual performance
evaluation becomes a tense experi-
ence for all.

To avoid this, effective supervi-
sors follow up on the performance
evaluation and ensure that efforts
to improve performance continue
throughout the year. They evaluate
what they have learned about em-
ployees, identifying what em-
ployees did well, what they did
poorly, and what they should do
differently in the future. Followup
also helps supervisors to see how
they can best interact with and moti-
vate eniployees.

Experienced supervisors recog-
nize the importance of followup in
the evaluation process. In fact,
when municipal executives were
asked in a survey to identify factors

that contribute to the effectiveness
of performance evaluations, they
named regular performance reviews
as one of the top three.’

CAVEATS

While this method of evaluation
means actively involving employ-
ees in the process, supervisors must
be careful not to place too much of a
burden on employees. Supervisors
are still ultimately responsible for
ensuring that employees are per-
forming to their full potential.

1
|
The new approach to
successful
performance
appraisal...provides
for a plan of

achievement, not
merely a judgment.

))

In this regard, the acronym
ACHIEVE provides a list of impor-
tant factors for supervisors to use in
evaluating employee performance.®
ACHIEVE stands for:

* Ability: Has the supervisor
ensured that employees
possess the skills required to
perform assignments?

+ Clarity: Has the supervisor
clearly explained the goals
and objectives of performance
to employees?

« Help: Has the supervisor
offered assistance to

employees in the performance
of their duties?

» Incentive; Has the supervisor
provided employees with a
reason (challenge, praise,
recognition, etc.) to perform?

» Evaluation: Does the supervi-
sor provide employees with
regular feedback on their
performance?

« Validity: Has the supervisor
used proper techniques to
judge and evaluate employees’
performance?

* Environment: Does some-
thing beyond employees’
control affect their perfor-
mance?

By considering these factors, sup-
ervisors look to themselves for an-
swers before holding employees
accountable for their lack of
performance.

CONCLUSION

In surveys, 25 percent of work-
ers believe they are not working to
full potential; 75 percent say they
could be more effective, and 60 per-
cent say they are not working as
hard as they have in the past.” An
effective appraisal process can help
supervisors to tap into their employ-
ees’ potential.

Supervisors need to view per-
formance appraisals as a participa-
tive process and to approach them
with a positive attitude. Skilled su-
pervisors feel more like coaches and
counselors than judges.

Counseling assists those em-
ployees who are not performing to
their full potential, whereas coach-
ing helps all employees to achieve
their highest possible levels of
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performance. The degree to which
supervisors accept these relation-
ships determines whether employ-
ees and the organization achieve es-
tablished goals and objectives.

The new approach to successful
performance appraisal, in compari-
son to old methods, provides for a
plan of achievement, not merely a
judgment. Supervisors should view
performance appraisals as an ongo-
ing and developmental process.
This process is based on a relation-
ship of trust and confidence between
supervisors and employees. For
those supervisors who make the ef-
fort to challenge employees in a pos-
itive atmosphere, the rewards can be
very fulfilling for the employee, the
supervisor, and the organization. 4
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