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Performance Evaluation's Main Objectives:

The performance appraisal or evaluation is one of the most powerful

motivational tools available to a leader. It has three main objectives:

1-

To measure performance fairly and objectively against job requirements.
This allows effective workers to be rewarded for their efforts and ineffective
workers to be put on the line for poor performance.

to increase performance by identifying specific development goals. "If you
don't know where you are going, any road will take you there"- Lewis Carrol.
The appraisal allows the worker to target specific areas for job growth.. it

should be a time to plan for better performance on the job.

to develop career goals so that the worker may keep pace with the
requirements of a fast paced organization. More and more, every job in an
organization becomes more demanding with new requirements. Just
because a worker is performing effectively in her job today, does not mean
she will be able to perform effectively tomorrow. She must be allowed to
grow with the job and the organization.

Performance Evaluation's Conditions:

A lot of people consider giving performance appraisal as being quite

uncomfortable. However, it is not the judging of people that is really uncomfortable;

rather it is the judging of bad performance that is uncomfortable. Thus, eliminate

poor performance in the first place, and performance appraisals become a lot more

pleasant to give. Now of course you are not going to eliminate poor performance

completely, however, with a little bit of planning they can be greatly reduced.
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Performance has often been described as "purposeful work"-that is, a job
exists to achieve specific and defined results. And what bad performers really do is
perform "work activities" (busy work), rather than activities that contributes to
effective performance.

The first step in performance planning is to determine the results that you want
the performer to achieve. After all, workers generally want to know what they need
to do, how well you need them to do it, and how well they are actually doing it
(feedback).

In addition, a worker should not walk blindly into a performance appraisal. Past
counseling sessions, feedback , and one-on-ones should give her a pretty clear
understanding of what to expect from the appraisal. If you blind-side her, you have
not done your job as a leader. Helping your team grow is not a once or twice yearly
task, but a full-time duty.

The appraisal should be a joint effort. No one knows the job better than the
person performing it. By turning the appraisal into a real discussion, rather than a
lecture, the leader may learn some insightful information that could help boost his or
her performance in the future. Before the meeting, have the worker complete her
own self-appraisal. Although you might think they will take advantage of this by
giving themselves unearned high marks, studies have shown that most workers rate

themselves more critically than the leader would have.

Should Performance Evaluation be Scrapped?

There has been some talk of completely doing away with performance
appraisals as they sometimes do more harm that they cause. Yet performance
appraisals are tools and like any other tool, they can be used correctly or incorrectly.
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Part of the problem might be with its name — "Performance Appraisal", which has
sort of a judgmental sound to it; perhaps "Performance Planning and Review" might

be a better term for it.

Part — time employees at Trader Joe's are reviewed every three months, which
is an unusually frequent rate of evaluation (Speizer, 2004). In addition, the part-time
employees of Trader Joe's are paid higher wages, as are their full —time workers,
than what you will find in the normal grocery store (an average of $ 16 per hour vs.

$12).

What is interesting about all of this is that they have been bought three times,
and NOT because they are losing money- they make more money per square foot
business than the average grocery store. The new leadership teams have never
said that they need to pay them what the rest of the industry pays. Why? Because
they see the value in their workers! Rather than giving lip-service to "employees are

our most valuable asset", they actually walk-the-talk.

Yet, one of the arguments for scrapping performance appraisals is that all
workers' pay should be aligned with the labour market -- they do not deserve annual

pay raises as it inflates the wage and salary structure.

Traditionally, roles have remained the same while goals change. Yet, due to
the rapid changes that occur on a day-to-day basis, the roles are actually changing,
even though they might remained fixed on paper. Performance appraisals often falil
to factor in the changing relationships between goals and roles that are often in a
high state of metamorphosis. That is, our attention remains fixed on steadfast goals,

while ignoring ever-changing roles.

This type of thinking shows up in a lot of industries as they view their workers'

jobs as set roles, even though the world is rapidly changing.
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Thus, the real argument is not really about scrapping Performance Evaluation,
but rather ensuring that once goals are set, that all roles are properly accounted for

so that the target can indeed be met.

Receiving Feedback:

Being able to give good feedback should not be they only goal; we also need to
be aware of the need to receive and act upon feedback, even if it is delivered in a
critical manner. That is, we need to develop skills that help us extract useful

information, even if it is delivered in a critical tone.

Allowing attitudes of the criticizer to determine your response to information
only weakens your chances for opportunity. Those who are able to glean information
from any source are far more effective. Just because someone does not have the
skills to give proper feedback, does not mean you cannot use your skills to extract
useful information for growth. When receiving information, rather it is feedback or
criticism; think "How can | glean critical information from the message." Concentrate
on the underlying useful information, rather that the emotional tones. Also note what
made you think it was criticism, rather than feedback. This will help you to provide
others with feedback, rather than the same emotional criticism.

Performance Feedback Verses Criticism:

In general, there are two different forms of information about performance —
feedback and criticism. Feedback was originally an engineering term that refers to
information (outcome) that is fed back into a process to indicate whether that
process is operating within designated parameters. For example, the sensor in a
car's radiator provides feedback about the engine temperature. If the temperature

rises above a set point, then a secondary electrical fan kicks in.
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When dealing with human performance, feedback refers to observable
behaviors and effects that are objective and specific. This feedback needs to be
emotionally neutral information that describes a perceived outcome in relation to an
intended target. For example, "During the last two meetings, you announced the
tasks and how to perform them, rather than asking for input. "People who receive
feedback in this manner can use the data to compare the end results with their
intentions. Their egos should be aroused, but not bruised.

Compare this to criticism that is emotional and subjective. For example, "You
dominate the meetings and people do not like it!" The recipient has much more
difficulty identifying a changeable behaviour other than to try to be less dominant.
Also, the angry tone of the criticism triggers the ego's defensive layer and causes it
to be confrontational or to take flight (flight or flee), thus strengthening the resistance
to change... which is exactly the opposite of what you needs to be done. Delivering
effective performance feedback takes time, effort, and skill; thus criticism tends to be
a popular choice for providing feedback. Since we receive far more criticism than
feedback, our egos have become accustomed to fighting it off. We have all seen
people receive vital information, yet shrug it off through argument or denial, and then

continue on the same blundering course.
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