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» Need for Training
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—5 Newly recruited employees require training so as to perform their tasks effectively. Instructioz,
guidance, coaching help them to handle jobs competently, without any wastage.

s Treining is necessary to prepare existing employees for higher-level jobs (promotion).

e Existingemployees require refresher training so as to keep abreast of the latest developments in job
operations. In the face of rapid technological changes, this is an absolute necessity.

Training is necessary when a person moves from one job to another (transfer). After training

the employee can change jobs quickly, improve his performance levels and achieve career goas
comfortably

. Trammg is necessary to make employees mobile and versatile. They can be placed on various jobs
depending on organisational needs.
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tabl e 91

[ Distinctions between Training and Development

Learning Dimension Training Development
Meant for Operatives Executives
Focus Current job Current and future jobs
Scope Individual employee Work group or organisation
Goal Fix current skill deficit Prepare for future work demands
Initiated by Management The Individual
Content Specific job related information General Knowledge
Time-frame Immediate Long term
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Finally, environment plays a major role in training. It is natural that w.lvorkcrs who are exposed to trajning

in comfortable environments with adequate, well spaced rest periods are more-l:k?ly to learn thay
loss than ideal. Generally speaking, learning is very fast ay 4,
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Areas of Training

The Areas of Training in which training is offered may be classified into the following categories:

Knowledge
Hm; the g—amoe learns about a set of .rul?.-s and regulations about the job, the staff and the products o
services offered by the company. The aim is to make the new employee fully aware of what goes on insids

and outside the company.
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isations (such as lectures, ap : . .
0 » apprenticesh -the- :
methods, managers should: ip, on-the-job, coaching etc.). Before employing these

o cxplain how the training will help the trainces in their jobs

, relate the training to the trainees' goals.

o respect and consider participant responses and use these as a resource.

o encourage trainees to learn by doing.

¢ gve feedback on progress toward meeting learning objectives.

f"‘”her training: Rapid changes in technology may force companies to go in for this kind of

. - - .
training. By organising short-‘term courses which incorporate the latest developments in a particular
fie!d. the company may keep its emph?yees up-to-date and ready to take on emerging challenges. It
;sconfiu?tcd at regular intervals by taking the help of outside consultants who specialise in a particular
descriptive.

o Cross-functional Training: Cross-functional Training involves training employees to perform

operations in areaS_other than their assigned job. There are many approaches to cross functional
training. Job rotation can be used to provide a manager in one functional area with a broader
perspective than he would otherwise have. Departments can exchange personnel for a certain period
o0 that each employee understands how other departments are functioning. High performing workers
can act as peer trainers and help employees develop skills in another area of operation. Cross
functional training provides the foXowing benefits to an organisation (and the workers as well) (1)
Workers gain rich experience in handling diverse jobs; they hecome more adaptable and versatile
(2) they can better engineer their own career paths (3) they not only know their job well but also
understand how others are able to perform under a different set of constraints (4) A broader
perspective increases workers’ understanding of the business and reduces the need for supervision
(5) when workers can fill in for other workers who are absent, it is easier to use flexible scheduling,
which is increasingly in demand as more employees want to spend more time with their families. Eli
Lilly and Company (India), for example, encourages Cross functional movements to make the

organisation equally attractive to both specialists and generalists.

Box 9.2: Cross Functional Training: Indian Experiences

s nearly Rs. 600 crore turnover, 6 per cenl attntion rate) high-potential individuals
d asked to chart oul a career vision through an ongoing dialogue.

nearly Rs. 500 crore sales) talent management system allows
rolation (e g., sales systems, project management skills, IT

®  Thermax: At Thermax (over 1200 employee
are given greater exposure, high visibility an

®  GCPL: Godrej Consumer Products Lid's (1052 employees.
bright employees to acquire a wide variety of skills through job _
skills, Team building skills etc) Outstanding performers gel salary increase instantaneously

L] Sapient Corporation: (914 employees with over § 202 million global sales) Al Sapient employees work on 48-50 projects
at any given lime. Some of these are executed enlirely by the local employees from their Gurgaon and Bangalore offices

. Johnson & Johnson: (1419 employees with over $ 41,000 million global sales) J&J constantly encourages its employees
lo upgrade their skills ;am:r wxnowledge through short-lerm programmes at institutes like the 1IMs. XLRI etc apart from rotating

employees on challenging tasks
. Monsanto India: (354 employees with nearly $ 5,000 global sales) Monsanto sets stff targets for employees, but lrains

employees with a rare rigour S0 that they get a fair shot at those. People identified as future leaders are given internal

international positions.
es and powerful brands like Vicks, Tide, Ariel, Panlene, Whishper, Pampers, Head and

®  P&G: (Over Rs. 750 crore sal
(e, -within philosophy’. It hires freshers straight out of B-school, trains and

Shoulders, etc.) P&G relies on the promote-from _
J empowers them to handle challenging jobs from day 1, Says a new racruit from IIM Ahmedabad: ‘| am two manths old in m:

—___COmpany and already handling
- Study, 2003; BT-Mercer-TNS Study, 2004, Grow Talent Study, B. World, 1 9.2003 and 6.12 2004]

a new brand launch®.
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Creativity training: Companies lil "
) their cn:;aiajws to think unconventionally, break the rules, ddere
unexpected solutions.

Box 9.3: How to be Creative 7

on't reject any idea

Postpone judgement ; D

Create altemnative frames of reference
\

Break the boundary of thinking
Examine a different aspect of the problem
Specify the resources and environment
Make a wish-list of solutions
Borrow ideas from other fields
Look for processes to change or eliminate

Think up alternative methods

Adop! another person’s perspective
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joersity T"‘“";’.“’;p.“fm"fy training considers all of the diverse dimensions in the workplace -

' oogce, ge_ndt‘l'. age, disa 'llltlﬂ§1 lifestyles, culture, education, ideas and backgrounds - while designing
o training programme. [t aims to create better cross-cultural sensitivity with the aim of fostering
pore harmonious an.d fruitful working relationships among n firm's employees. The programme
vers two things : (i) awareness building, which helps employees appreciate 1:}Iw key benefits of

- ersity; and (ii) skill building, which offers the k : s : :
i:th pcople having varied backgrounds, e knowledge, skills and abilities required for working

Chapte: 9 Training @ 197

Literacy Tm"f"'#-‘ I’}“b’ht}' to write, speak and work well with others could often come in the
way of discharging duties, especially at the lower levels, Workers, in such situations, may fail to
ynderstand safety messages, appreciate the importance of sticking to rules, and commit avoidable
mistakes. Funcllonu} illiteracy (low skill level in a particular content area) may be a serious
impediment toa ﬁrn“- s productivity and competitiveness. Functional literacy programmes focus on
the basic skills required to perform a job adequately and capitalise on most workers’ motivation to
gethelpina Pﬂmclulﬂr area. Tutorial programmes, home assignments, reading and writing exercises,
gmple mathematical tests, etc., are generally used in all company in-house programmes meant to
improve the literacy levels of employees with weak reading, writing or arithmetic skills.

A Systematic Approach to Training

——

Treining is most efT ective when it is planned, implemented and evaluated in a systematic way. Unplanned,
aeoordinated and haphazard training efforts greatly reduce the learning that can be expected. Table
23 shows three major components of a systematic approach to training®.

table 9.3

[ ASystematic Approach to Tralning |

1. Assessment 2. Implementation 3. Evaluation

e Determine training needs | @ Select training methods | @ Compare training oulcomes
againsl crilena

e |dentify training cbjectives | ® Conduct training

L N
Training Needs Assessment 2 04 Traiwvy Need Anadyno

Training efforts must aim at meeting the requirements of the organisation (long-term) and the individual
employees (short-term). This involves finding answers to questions such as: Whether training is needed?
If yes, where is it necded? Which training is needed? etc. Once we identify training gaps within the
Iganisation, it becomes easy to design an appropriate training programme. Training needs can be
Wentified through the following types of analysis, as shown in Table 9.4.

L !Jrganisaﬁonaj analysis: It involvesa study of the entire organisation in terms of its objectives,
{8 resources, the utilisation of these resources, in order to achieve stated objectives and its interaction
pattern with environment. The important elements that are closely examined in this connection
are;

®  Analysis of objectives: This is a study of short term and long term objectives and the strategies
followed at various levels to meet these objectives.

*  Resource utilisation analysis: How the various organisational resources (human, physical and
financial) are put to use is the main focus of this study. The contributions of various departments
are also examined by establishing efficiency indices for each unit. This is done to find out
comparative labour costs, whether a unit is under-manned or over-manned.

Environmental scanning: Here'the economic, political, socio-cultural and technological
environment of the organisation is examined.
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table 9-4 M,gumeni____—_—_—r \

—
i Dato Sources Ul’“ﬂ n Trﬂ'ﬂlﬂu Nfl.'d’ e — Peraon Aﬂlmll
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Diaries j

Customer mrvey sstisfaction )
;: = Devised situations (e.g., role play) |

Assessmenl centers
MBQ or work planning systems

Saseme W Moo ona P Dutton, Training necds analysis Review and Cntique Academy of Management Review
: W

*  Orpansanional climate analvsis; The climate of an organisation speaks about the attitudes of
members towards work, company policies, supervisors, etc. Absenteeism, turnover ratiss
peaerally reflect the prevailing employee attitudes. These can be used to find out whether
tmning efforts have improved the overall climate within the company or not.
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sk or ts components, its various operations
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"o .m';l .(. e He purfur:ch nnq what kind of skills, kno\vledg'e‘ attitudes are needed
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9.4: Model Form
Box for Conducting a ‘Training Needs' Assessment

c
onducting a Noods Assonamant; A Model Form

Tilla
Datp

ns) ——

ugrouﬂd Information on Interviewoe

e

prt 1 B2
on the JOb Years in tho company

isational Analysis

e (] Wl‘l
whal are the purposes ol training 7

, i your ViEW
Do YOU thunk
st 00 YOU think would be (he responses of your colleagues regarding training in your firm?
think trainees are motivated to attend training? Explain in delail

the current training programmes in your firm serve the above purposes?

Doy
. |
Doyou think emp oyees in your firm offer any resistance lo training? Please advance suggestons to mimmise this resistance

e

west MPTE con:.:::::::e:r:r;assnuated with successful completion of traimng? (Like increased pay recognition, greater
motonal OPPO ere any negative consequences associated wilh lra ? (e f ; .

gstus among co-workers) ining? (ke loss of production, loss of

Do your think # is dificult for trainees to apply the skills they learned in training once they return to the job? Why or why not?

Ezr raining programmes you have attended, are you asked to provide your reactions to the programme? Are you grven traning
wes before and after training to assess a change in your training? If so, describe the types of measures that are usad to

gssess your reactions and learning.

222 11 Task and Person Analysis

nescribe the major duties of your job. Rank them in terms of importance (1= most important)

t knowledge, skills or abilities does this person possess? Can
f training that might be helpful

b in the next 5 years or sa7 If

e

4
« Thrk anout 3 person wha is very effective at your job. Wha
mess skills be enhanced through training? If yes, explain the type o
ditional job demands being added to the currenl responsibilities in your |0

yes what additional skills or abilities will be required to meet these demands?

hPiEllre 9 i s .
T .1 suggests, training objectives

ldentify Training Objectives =
Onx training needs are identified, object

”!-reg.].

ives should be set to begin meeting these needs.

—

| Objectives of Training
OBJECTIVE
_ I
Innovative Problems Solving Regular )
e Anlicipaling problems o Training clerks to « Orientation
before they occur reduce complainis | ’
* Team building « Training supervisors « Recurring training ©
sessions with the in communicalions interviewers
d to reduce grievances
panments ? . Refresher courses on
e safety procedures

st basic training takes plaf.:e

can be of three types. The mo ;
roblem solving.

Orientation programmes. The second type of training objective is P
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The fin
. ) roblem area-
on solving a specific problem instead of providing general information "hw; :.-:rkers, supervisors and
objective is innovation. Here the emphasis is on changing the mind set ©
executives working at various levels.

Training Methods ~

Training methods are usually classified by the location of inat:r}lf:tiﬂ
when the workers are taught relevant knowledge, skills and abilities &
training, on the other hand, requires that traineeslearn ata location othe
of the widely used training methods are listed below.

j ining i ided

_On the job training 18 provi -
11 the actual workplace; off-the-job
r than the real workspot. Some

1. Job Instruction Training (JIT)

. : involving preparation,
The JIT method (developed during World War 1) is a four-step :n_stru?tmnal Pm;efﬂﬁ::s hif top do their
presentation, performance try out and follow up. It is used primariy, 2 }eac teps followed in the JIT
current jobs. A trainer, supervisor or co-worker acts as the coach. The four step

methods are:

i, The trainee receives an overview of the job, its purpose and its desired outcomes, with a clear focus

on the relevance of training.

ii. The trainer demonstrates the job in order to give the employee & model to copy. The trainer shows
a right way to handle the job.

i, Next, theemployeeis permitted to copy the trainer’'s way. Demonstrations by the trz'liner and practice
by the trainee are repeated until the trainee masters the right way to handle the job.

iv. Finally, the employee does the job independently without supervision.

ian09.5

[~ Job Instruction Tralning |
Merits Demerits
e Trainee leams fast through practice and observation. e The lrainee should be as good as the trainer

If the trainer is not good, transference of
knowledge and skills will be poor.

® It is economical as it does not require any special e While leaming, trainee may damage equipment,
settings. Also, mistakes can be corrected immediately. waste materials, cause accidents frequently

 The trainee gains confidence quickly as he e Experienced workers cannot use the machinery
does the work himsell in actual setting with while it is being used for training.

help from supervisar

1t is most suttable for unskilled and sem|-skilled jobs
wnere the job operations are simple, easy to explain
and demonsirale within a shon span of time.

l —|

2. Coaching

SachIte o akind of dafly training and feedback given to employees by immediate supervisors. It involve:
a continuous process ol le_ammg by doing. It may be defined as an informal, unplanned training 8"
development al.:tmty provided b;:' supervisors and peers. In coaching, the su e;'ﬁsor explains things an
a,ns.wers questlt‘:tns; EE LR Cw hgh," i why things are done the w.a l.hepﬂrE' he D{I')fers a model for
trainees to copy; con ucts lot o!‘dec_mmn making meetings with trnineu};- rn}::cd u l es are agreed upor an
the trainee 15 m?en.en{;!uil';l?ulhunty to make divisions and even cumn:]'lz mist l: X [:f)f gTrse coachiné
can be a taxing job in ¢ af uimfmh MRy nol possess requisite skills to : 'clmnil '135' o systematic
way. Sometimes, doing a T &4y 8 work may be more important than Pﬁ:i:g tl?e[i::" e:l:r: ti‘rac :
il

— e
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hen (0 15€ coaching usefully? Coaching could be put to good use when :
an employee demonstrates a new competency
i employee expresses interest in a different job within the organisation

an employee seeks feedback

g 4N ?b‘:‘:::;)’“ is expressing low morale, violating company policies or practices or having performance
pro

, AN employee needs help with a new skill following a formal training programme.

Effective working, obviously, requires patience and communication skills. It involves:
gpfafm'ng appropriate ways of doing things

making clear why actions were taken

o stating observations accurately

o offering possible alternatives / suggestions

o [following up

3, Mentoring

Mentoring is a relationship in which a senior manager in an organisation assumes the responsibility for
grooming a junior person. Technical, interpersonal and political skills are generally conveyed in such a
relationship from the more experienced person. A mentor is a teacher, spouse, counsellor, developer of
<kills and intellect, host, guide, exemplar, and most importantly, supporter and f. acilitator in the realisation
of the vision the young person (protégé) has about the kind of life he wants as an adult. The main
objective of mentoring is to help an employee attain psychological maturity and effectiveness and get
integrated with the organisation. In a work situation, such mentoring can take place at both formal and
informal levels, depending on the prevailing work culture and the commitment from the top management.
Formal mentoring can be very fruitful, if management invests time and money in such relationship
building exercises. The important features/processes of mentoring may be presented thus (Figure 9.2)7:

!igureg.z

| Mentoring Functions |

Good mentors...... Good mentees......

® Listen and understand e Listen "

e Challenge and stimulate @ Act on Advice
learning \I——l e Show commilment to
Coach ) . learn
Bulld self-confidence Successlul Check ego al the door

. ; ( Mentaring

Provide wise counsel _ Ask for feedback

Are open minded
Are willing lo change
Are proactive

Teach by example S i
Act as role model
Share experiences

Offer encauragement

L_

* Career functions: Career functions are those aspects of the relationship that enhance career
advancement. These include:

j Sponsorship: Where mentors actively nominate a junior person (called ‘mentee’) for promotions
or desirable positions. -
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u ffer oppor® ential.

1ity: Where mentors 0 . ot
'hb;e their abilities and exploit their p ‘ " k
trat alyse how they are domght m: work an ]d ;0 dei, Dr
o an : ice on how to accompligh gp:.

tors offer Prnctlcal advi Objmweu

Eniur

9. Exposureand vistb
executives, demohns

3. Coaching: Mentors help mentees t
- redefine their aspirations. Il:ire men |

] iti ers. . |

and gain recognition from oth S _— i

jon: < shield the junior pers |
Protection: Mentors shi help mentees develop necessary competen.cms throy
ntors P edback. Mentors create °pp°rtllmtieg for the],r

riate fe
: tfllgi?rfstmte clearly what they have to offer.

cal functions are those aspe;:ts ;‘gat EPh?n:le,the Mentey,
tiveness in a professional role. These include:

5. Challenging assignments: Me
challenging job assignments an
clients to prove their worth - to

e Psychological functions: Psxcholog'i
sense of competence, and identify effec

6. Role modelling: Mentors offer mentees a pattern of values and behaviours to imitate

-
i

Acceptance and confirmation: mentors offer support, guidanqe and encouragement to mente,,
so that they can solve the problems independently and gain confidence in course of time
Mentors also help people to learn about the organisation’s culture and understand why thingy

are done in certain ways.

8. Counselling: Mentors help mentees work out their personal problems, learn about what todo
and what not to do, offer advice on what works and what doesn’t, and do everything t,
demonstrate improved performance and prepare themselves for greater responsibility,

9. Friendship: ?.{ex?tnrs offer- practicgl help and support to mentees so that they can indulge in
mutually satisfying social interactions (with peers, subordinates, bosses and customers)

tabile 96
[ Mem:mdDemedhofMeniorIng [

Merits

Demerits

* There is an excellent o i
PpRortunit
p ity to learn ® It may Create feelings of jealousy among quickly

thr ; .
ough continuoys Interaction. other workers whe

. ar
a wCOﬂﬂnnl guidance helps the mentea @ ot able to show equally good performance.
be on track, using facilities {o ® If mentors form oy -
advantage. g0od trainees, unwarrg f rrl:iy fstrcmg s
ned favouritism may result

This can haye 5 dem

affecting their wory .19 effect on other workers,

performance in a negative way.

hono
pl-h& : urﬁd Euru-sh; .
7 Perm“ﬂ]’tnythe shighya, of]'ml-li;fhmhya lblﬂtmnship where the guru would do

g emot; _

) poz'arm, COCH-Cola Inzt_mnal Support, and guidance. Companes
Oct., 2002), o, ﬂtﬂ.havle used mentoring systems to g0

Banisationg like General Electric, Intel,

ntorin
pl‘OEﬂ’ﬂml’neg’ going even gone to the

evelop ) g
M5, Mentorg wh adershjy, skillg among subordinates.

p ra . Cyo 0 ar i 7
bombardeq h : ’?“rE:_lhmr 8killg ap nt? May not, help o srgiﬁfsﬂtlaﬁed with their jobs and those
. egé’
0 get aheaq with Olntg - ahoyy hm:[ o €IF Junior c?:j[a development. Not all nlento::
cagues. When young people #

Confidey, hlngs sh
emeng ;v ce Mentgpi ould pq _
ent (i) ntormg can EO-from g series of advisors, they may

B
. a Im
&ppropriate Manner e way an 4 (i “Ntors takq i Succeeq jr (i :
) Ment ey bat: heir i,, 1) there i genuine support an
EIIGVQ in the WI-?EI.IDUSI}J ﬂnd Lransfer ideaﬂ ql_,u']]‘u‘, an
Ole prﬁCEqn anma - " .-’: _.inal
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4, Job Rotation

td nflrniniﬂ}_! involvea the movement of trainee from ane joh to another, Thia helpa him to hnvF n
ﬁl:ﬂd undnrslﬂ“dmR of how the organisation Mnetions The purpose of joh rotation is to pmwdn
7 with a larger organisational perspective and n grontor underatanding of different functional
lrﬂ'[:m:wpll ac n better sense of their own earpor ohjectives nnd intereata. Apart fram relieving horedom,
"'ﬂ't tion allows tramees fo build rapport with n wide rango of individuala within the organisation,
' .:;atin_: future cooperation among departments. The cross-trained personnel offer a great amount of

ﬂrxﬂailit}' for orgamsations when transfers, promotions or replacementa become inevitable.

tion may pose several problems, especially when the trnineea are rolled on various joba at frequent
tervals In such a case, tminvlm dn1 not usually atay long enough in nny single phase of the operation to
d;"ﬂﬂP a high degree of expertise. For slow learners, there is little room Lo integrate resources properly.
myainces can become l“ﬂnrll?l?d when they are exposed Lo rotating manngers, with contrasting styles of
rgtion. Today’s manager's commands may be replaced by another set from another manager! Further,
iob rotation can be quite expensive. A substantinl amount of managerial time ia lost when trainees
hange positions, because they must he acquainted with different people and techniques in each
s mertment. Development costs can go up and productivity is reduced by moving a trainee into a new
~ction when his efliciency levels begin to improve at the prior job. Inexperienced trainees may fail to
vgndle new tasks in an efficient way. Intelligent and aggressive trainees, on the offer hand, may find the
ergtemn to be thoroughly boring as they continue to perform more or less similar jobs without any stretch,
F;”ﬂ and challenge. To get the best results out of the system, it should be tailored to the needs, interests
gnd capabilities of the individual trainee, and not be a standard sequence that all trainees und-!ETB"ﬂ-ﬂ
=eble 9.7 presents the mertis and demerits of job rotation:

-
tabl e 9.7
[ Job Rotation: Merits and Demerits |

Jobrota

Merits Demerits
Improves parlicipan!'s job skills, job satisfaction | e Increased workload for partcipants
& Prowdes valuable opporiunities 1o network | e Constant job change may produce stress

wrthin the organisation and anxiely
s  OHers faster promotions and higher salaries 1o | @ Mere mulliplication of dutes do not ennch
quick leamers the life of a lrainee
. Lateral ransfers may be beneficial in rekindling | @ Developmenl costs may shool up when
enthusiasm and developing new lalents tranees commil mustakes. handle tasks
less oplimally

L _ l

3. Apprenticeship Training

Most crafy workers such as plumbers and carpenters are trained through formal apprenticeship
pmﬂ'_ﬂmmes. Apprentices are trainees who spend a prescribed amount of time working with an
need guide, eoach or trainer. Assistantships and internships are similar to apprenticeships because

€Y tlso demand high levels of participation from the trainee. An internship is a kind of on-the-job
um::jt?hat usually mmhineﬂ.jub lrnining w.ilh- classroom imaltruclion in trade schools, colleges or
“Teities. Coaching, as explained above, is similar Lo apprenticeship because the coach attempts to

; r:;a model for thetrainee Lo copy. One iml";:'l l“;l l:i"-"d\'ﬂl'-fﬂme of the apprenticeship methods is the
mmwﬁk‘rod of training n.l’TL-rnd to trainees, Peop u‘ mve :h.ﬂurvnl abilities and learn at varied rates.
time, | i:;JEarp fast maquult the programme in frusts ation. Slow leurners may need additional training
Trai 80 likely that in r.hem:1 days nl".rupld Ichnngl-n in technology, old skills may get outdated quickly:
the jol, Who spend years learning specific skills may find, upon completion of their programmes, that

ills they acquired are no longer appropriate.
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6. Committcc Assignments . tional problem. The trainees have ¢, .
are asked to solve n\qqi 1ing talented employees to important C[’ml:ll_ltteea
he problem. ASSE help them to understand the personalities i
jevelop team spirit and work unitedly ¢,

nd that committee assignments coulq bﬁcom
g

In this method, trainees
together and offer solution to t_
give these employees a broadeni :
and processes governing the organisa .
common goals. However, managers should very
notorious time wasting activities.

ng experience and can
tion. It helps them to ¢
well understa

The above on-thejob methods are cost eff octive. Workers nCt:iI?”y P"E’;illi?g";‘f:'ifa?g iiemoin]gL i?::;;n{!m%te
: . i a1 bserve and learn Lhe - very f,
feedback is available, they motivate trainees to 0D : ow
problems arise in the case of transfer of training because the cmp]oyeeshlc;irn in the ac?-llaI Worl
environment where the skills that are learnt are actually used. On-t!i_E-_']Ub methods may cause fh"_’m]ﬂtiong
in production schedules. Experienced workers cannot use the facilities that are used in training, Poo;
learners may damage machinery and equipment. Finally, if the trainer does not possess teaching Skilla,

there is very little benefit to the trainee.

yﬂ’mchc..lob Methods

Under this method of training, the trainee is separated from the job situation and his attention is focuseq
upon learning the material related to his future job performance. Since the trainee is not distracteq
Job "-’f_qruh‘f_-'ﬂeﬁts:[;e can focus his entire concentration on learning the job rather than spending his time
in periorming it. There is an opportunity for freedom of expressi : ; are
methods re as follows: pression for the trainees. Off-the-job training

e Vesti ini i iti
_ Tt ::;Ie b‘;:ﬂr:::;f: In tjus u;_}ze_t{lqd_, actuda.l work‘t_:ondltmns are simulated in a class room Material,
. equ - those that are used in actual Job performance are also used in th . -ainin
This type of training s commonly used for training personnel for clerical . P e

duration of this trainin - al and semi-skilled jobs. Th
this method, g ranges from a few days to a few weeks. Theory can be fél“at'éd‘t_omp.zl'ch-i:ei:

T3 a lecture and involves the
, mockhen big organisations use this
8 prese lips.u“d slides; in some cases
. g groun. ‘n alion can be taped for self-
PI‘Dvi::dtirpi;ng' shorthang 1:; Ucationa] by, Ocedurey and at;)ntl?:jm(i “pfﬁl‘ﬂach where there
- .- ®QUipme “1E8 1o the trainees. Those

Program - Mctiong ¢ hand]’; 1'lJ]M.!r'a lon, filing inde:egli. Specific skills are required -
ive i Ng, recording, etc. — may be

inee’

as
of c&!‘efu ] Come Po .
1 Pular

Y plann aeunn;?;;ic:_r;t years. The subject-matter
18

. " hese unita are arresg™
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. le to more complex levels of instruction, The

mp . i
ff"ﬂ:‘?:,ns or filling the blanks. This method is, thus,
e

trainee goes through these units by answering
expensive and time-consuming,

urally Experienced Training
hav! :

{ning programmes focus on emotional and be
it ﬂ;ﬂﬂ'our b}'.rOIO pltl}'lll‘.lg in th‘ch the role playe
oot |d behave in a real-life situation, Busing

havioural learning. Here employees can learn
raaltempt to net their part in respect of o case, as
S Emes, cases, incidenta, lincunm 1 ul

ol . } ‘ ! Incidents, group discussions and short
petv W 1sed in behaviourally-experione - T s
(e cnlsaﬁ‘“lso‘t‘ 2 method s l.‘l_t\lu‘l tenced learning methods, Sensitivity training or laboratory
st gis an example of a metho UH;} or emotional learning. The focus of experiential methods is on

up processes, : :

Vﬂi .o through group p 2 s etter understanding of oneself and others. These are discussed
L;bor"ebr in the section covering Executive Develnpment Programmes
;

pation of a Traming Programme

al

hes Geation of values forms a 'lms_is for evaluation. The basis of evaluation and the mode of collection
e ormation necessary for evaluation I:qlmuld be determined at the planning stage. The process of
aining evaluation has been defined as any attempt to obtain information on the effects of training
erformance and to assess the value of training in the light of that information.” Evaluation helps in
' _rolling and correcting the training programme. Hamblin suggested five levels at which evaluation of
saining can take place, viz., reactions, learning, job behaviour, organisation and ultimate value?,

1. Béactions: Trainee's reactions to the overall usefulness of the training including the coverage of
the topics, the method of presentation, the techniques used to clarify things, often throw light on the
effectiveness of the programme. Potential questions to trainees might include : (i) What were your
learning goals for the programme? (ii) Did you achieve them? (iii) Did you like this programme?
(iv) Would you recommend it to others who have similar learning goals? (v) What suggestions do you
have for improving the programme? (vi) Should the organisation continue to offer it L,

\;/Imm ing: Training programme, trainer’s ability and trainee’s ability are evaluated on the basis of
quantity of content learned and time in which it is learned and learner’s ability to use or apply the
" content learned.

P.J/.,Jub behaviour: This evaluation includes the manner and extent to which the trainee has applied
his learning to his job.

{. Organisation: This evaluation measures the use of training, learning and change in the job behaviour
of the department/organisation in the form of increased productivity, quality, morale, sales turnover
and the like.

E-/ Ultimate value: It is the measurement of ultimate result of the contributions of the training
programme to the company goals like survival, growth, profitability, etc. and to the individual goals
like development of personality and social goals like maximising social benefit.

Anexample of an assessment firm to be completed by trainees is given in Box No. 9.4,

PE_O_i_gi_g:_n Points in Planning Training Evaluation

a?:“ Dopyera and Louise Pitone identified eight decision points in planning training evaluation. They

L Shoulq an evaluation be done? Who should evaluate?

T“’%t is the purpose of evaluation? There are mainly two purposes of doing evaluation. They are
Justification evaluation and determination evaluation. Justification evaluations are undertaken as

.
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! )éth ods of Evaluation
| //’;I‘h; can be used to collect

4
m
/e ires: C data on the uteomes of training 8
" # - \ : n
tionna : Comprehensive questionnaires could 1 ing Beome af thees ars:
el ho eee

' ."Jnfl.r!lln""'-
. Standard tests conld be veed -
AT tofi
. el nd oul whether trainees have
seros: Interviews could be co
Intervieirs: nducted to find the usofulness of training offered tn operatives

Sudies: Comprehensive sludie i e
. b s s conld be earried out eliciting the opini
S ‘ peer groups about the training rrimns wed udgment o

1t ehtain apiniana, e

learnt anything during and

Fuman resource factors: Training can aleo |

ma w ev i

which in turn can be examined on the basis nfdmrvn;:::l::ld l"" oo o e
[evances, discharges, dismissals, ete. ployee turnaver, absenteeism, accidents,

benefif an 18: ini

Cost mﬁa?:i“:; The costs of trm_mng (cost of !1iring trainers, toola to learn, trmmng centre,
wasiage. p stoppage, opportunity cost of trainers and trainees) could be compared with &3
walue (1 terms of reduced learning time, improved learning auncri;nr pc;‘f:r'r'ﬂ. o pn'.; ,.fa '.‘
G‘lmmalmjning pmg'ramme' " wrmance) 1 orger Lo
Feedback: After the evaluation, the situation should be examined to identify the probable causes
for gzps 1n performance. The training evaluation information (about costs, time spent, cutcomes,
ec. should be provided to the instructors, trainees and other parties concerned for centrol, correcticn
gnd improvement of trainees’ activities. The training evaluator should follow it up sincerely sc as to

ensure effective implementation of the feedback report at every stage.

g about measurable

« Traning is 8 planned programme designed to improve performance and to brin
changes in knowledge, ckills, attitude and social behaviour of employees.
s versatile, mobile, flexible and useful to the organisation.

*  Development is future-oriented traming, focusing on the personal growth of the emploves.
Jarn most effectively. More effective trasung

¢ Learning principles are the guidelines 10 he way people le
incorporates more of these principles.

* Training mekes employee

g, refresher {raining, cross functional training,

rsity Lraining, and literacy training
Jes, the systems approach 1s recommended. The systems
ymplementation and evaluation.

analysis and manpower

ning include: skills trainin

*  The varnous types of tral :
training, dive

leam training, creativity

* Inorder to have effective
approach consists of three phase

covers: organisal

{raining programt

s: needs assessment,
jon analysis, task and performance

Needs assessment

analysis,

) .
Formal training methods 1"

lentoring, job rotation, aPP

Includes lectures, conferences:

Training can be evaluated at fiv

ning covering job instruction training, coacl_tipg,
itlee assignments and (1) off-the-job training
d programmed instruction.

n-the-job tral
p training, comim
reises an

arning, behaviour, organisation an

clude (1) ©
renticeship
gimulation exe

d results.

e levels: reaction, le
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oduction rganisation. They generatq .

” anage the indispensable resources, the priceless ”seweﬂ.??:men they succeed, they ah:remwE

- i action plans and produce res the general publj *to
ideas, translate them into concrete ¢ loyees and ge public, They

' ing shareholders, emp _
keep everyone in good humm;!r - ln'.:::j;g[j:n treated as prized possessions of a country. When they p.
hailed as ‘invincible corporate heroes

es of manageri L
s and make everyone cry. The outcomes . gerial Elcuuna,
they destroy the scarce corporate resource get ahead in the race especially in 5 comp,,

. d decisive. To . gl x,
thus, are going to bl:e dt‘f‘pi.: 1:!:::;}(;1!1:1 ;Ilgers need to develop their capabilities that go beyong thog,
dynamic and ever-c angin ,
required by the current job.

C/':I:he Conccpt - hance one's ability to understand and interpmt

Vﬁeﬁ&lopment is an education process as Ift tries to en imingin that it {8 often the resqlt ofexpery.
knowledge in a useful way. Development is dlfferer_lt from trﬂl.ﬂ g le'to drive a vehicle, ¢ te
and the maturity that comes with it. It is possible to train most pED_pd ) hat is right. , dperale a
computer, or assemble a radio. However, development in such areas as Juaging w d off tg la:;l' b -
taking responsibility for results, thinking logically, un.derstandmg_ cause ar.xll eflfect rela 1onshipg,
synthesising experiences to visualise relationships, imprown.g communication Sk'l s, etc., may or m.ay not
come through over time. Training certainly helps in improving these types of skills. But when the intent
is to enhance executives’ ability to handle diverse jobs and prepare them for future challenges, the foeus
must shift to executive development. Executive development focuses more on the manager’s personal
growth. It is more future oriented and more concerned with education than is employee training,

Inblelo.l

| Training Versus Development ]
Training Item Development
Leamn specific behaviours and Focus Understand and interpret knowledge;
actions; demonstrate techniques Develop judgement; Expand capacities
and processes. - for varied assignments,
Short term Time Frame Long term.
Ti i } .
mﬁn?uﬂ?ﬁ&is’:m;g: Process Aims atimproving the total personality
and mechanical). of an individual (largely analytical and
. conceptual abilities).
I'Aeel I
Job, aims at imr:rqw::.;n :mm:m:; Goal Meet future challenges of the job and
performance on 3 currently heig the individual; aims at providing

leamning opportunities designed to help

eémployees grow.
Performanca appraisals, cosf. °

beneft analysis, Passing tests Effectiveness Qualified people available when
of cerffication. Measures Needed, Promotion from within
Possible, HR-based competitive
L e

— )

Exc“c:tu;i;e m;}r_m}llnagement developmen jg , Planned, gyg
gro Y which managers deye] : ) e
not only participation in formal ggutll'];::: c[(‘"'lcemua],a“d analytical abilities to m It is the result of

ed with i , OV Instruction but aj : anage. e e
concerned with improving the Performan, 80 of actyal job experience, It is primarily

e p vy
growth and development.! MANagers by giving them stimulating opportunities fof

Matic and continuous process of learning and
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- N roament ‘thﬂnmn:f: akilla and nhihtimt}(qh”‘r:‘ mvm;l ment in the long ran 1t helos
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farces and gt ahead of others i::‘:'l"“‘smaqnun sticoeasfully 'Il'hm, r;: ::w;:h;:.. h enmplex changes
¥ 10 TACO 1IN N CO & J ave a tler grip o
nfident manne Tip over market
T.

nevelopmental efforts -
Dev P rts help executives to realise their own car
- ver goals and aspirations n a planned
Pxocutives can show superior perfi )
o o = momp:: t;n]na‘nco on the job. By handling varied jobs of inereasing diffienl
@p@n g A tbf_-q:-c.iﬂm S seful, versatile and productive. The rnich experienc "‘"“"‘ ol
pver 2 peTl ould help them step into the shoes of their supennr:r-r;:lu': y

p gl: 3 lD b md".‘ Lhi'."'lr ]--h’ :i‘.. .-l- 3 INLa TAncUs

lems dispassionately, examine the cons

! v, ' equences carefully, appreciate how
: pg.—gcu_lar solution and discharge their responsibilities taking a holiut-c
orgenisation. ‘
¢« Thespecial courses, projects,
10 have 2 feel of how to discharye
competitors, cCustomers, ete.) the wrong way.

Steps in the Organisation of a Management Development Programme
steps in the organisation of pment programme:”

nal development needs: Afte
close and critical examination of the pre
We should know how many

others would react o
view of the entire

d other exercises help managers

committee assignments, job rotation an
(suberdinates, peers, SUpencrs,

their duties without rubbing people

The following are the important a management develo

ysis of organisatio
development programme, 8
needs of the organsation has 10 he made.

ere required to meet the present and future requirements.
nts with those that are required to meet the projected
ishes to fill those

already exisUng tale | .
(0 take a pohey dectsion as to whether it wis
r from outside sources.

talents: In order to make the above
cutive talents should be made an
that. Only then can it be compa

r deciding to launch a management
sent and future development
and what type of managers

A comparison of the
needs will help the top management
positions from within {he organisation o

b, praisal of present
a qualitative assessment
potential for developmen
requir : ' -

i Innen:: talents _— wer: This 18 prc.-pnrcd to have a complete sel urrdu_xronr:mtm“

ry of man g position- For each member of Fhe executive team, a cd .'LS p
\—~about each executive in €8¢ length of service, education, work exper

uﬂting such data as name, age, ; :
o appraisal data, etc. The selectio
psychological test result® ane "“"“’;‘E’i‘f ma i + kind of background !

de on the basis of th
management development PTOE¥

suggested companson,
d an estimate of their

managem ent
red with the projected

of the existing exe
t ghould be added to

lence,
n of indivlduals for a

hey possess:
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Such information, when a‘nalys
managers in certain functions re

\Vﬁmm’ngf of individual
appraisal that in

planning of indivi

dicates the

e. ' Establishment of development

knowledge, etc., of various execu

Thus. it identifies developmental needs and re

Programmes,

f. luation of results: Executive development programmes consume a lot of time, Money
\/e}:rt. It is, therefore, essential to find out whether the programmes have been on track op :nd
Programme evaluation will cover the areas where changes need to be undertaken g, that [;T'.
participants would find the same to be relevant and useful for enriching their knowledge aJ,E
experience in future. Opinion surveys, tests, interviews, observation of trainee reactions, ratip ;:{
the various components of training, etc., could be used to evaluate executive developmist

programmes.

N

ed, discloses
lating to the

development pr
strengths and weakne

dual development

¢ Methods/Techniques of Management Development Programmes

he strengths as well as weaknesses or deficiey,
future needs of the organisations. e

ogramimes: Guided by the results of the ﬁerf‘m.
sses of each of the executives, thig

programme can he performed.

programmes: It is the duty of the HR department ¢, estaly;
. t has to identify the existing |

Ve tal opportunities. The 1R departmen . ' xisting leve] o .
the developmental opp! tives and compare them with their respective joh requimn?iu |
quirements and establishes specifi .

like leadership courses, management games, sensitivity training, etc,

o
|
activit;'z'; |

Igh |
ls |

C dﬂvelgpm‘?ni |

Mﬁtnagmeut development progr

menagerial skills and knowledge

10.2

types of techniques are used to acqui
. They are (See Table 10.2):

|  Methods of Developing Managers

a.  In-basket;Ip this m
Tep orts and telephone

1. Dedsinn-making skills
2. Interpersonal skills
3. Job knﬂMedge

4. Organisationa knowledge
5. General knowledge

6. Specific Individua needs

In no particular sequence call f,
] 0

is required to act on the infopmgy; H10%8 ran
matter is initially required 3

ethod, the pars:
’ pﬂl’tlcipmtiﬂ :
1088808 that woyg ¢

(a) In-basket

(b) Business game

(c) Case study

(a) Role play

(b) Sensitivity training

(c) Behaviour Modelling
(a) On-the-joh experiences
(b) Coaching

(c) Understudy

(a) Job rotation

(b) Multiple management
(a) Special courses

(b) Special meetings

(c) Specific readings

(a) Special Projects

(b) Committee assignments

|

ake hot} str .
\ ale, c .
1 is} n?ﬂ;?;ﬂﬁﬁtlﬂf decisions, Hig ability to take effective
5 !‘Ollgh Varioug tEChniques, as explaiﬂed
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.inants. The method is s
: l"::r,ﬂ-s make assum f:d 6 simple and easy to foll
1 ' et 3] ¥ r
rior?’ s hail f ptions, assign work (g o] ow. Traine
icipants hail from various sections, it ig 1ers and ot Ll
] : {‘nﬂ‘!

: thod is s '

P ie, the me somewhat academi

kno“'i“g [‘u[‘l well that they are Iumdlil:; :“d_ "

hole exercise and may not fully commit l,}:1 -
em

s n lmqlthy competition among
i 8 learn quickly na they have to list
Vit e inlprr:::u |]r1;|r- within n time-frame, Since
‘ 'r-dopnrtmoental fi i
. ) ires, On
oved from real life situntions. The [:f]ll:i'.;:;]f:“:o
a. Y nia,

aginary situntio
n, m .
selves to the task, ay not be Loo excited ahout the

solve. The individual is expected t :

pased on the situation. If the studc::tejtud}’ the information given in the

b research sl livsn B lgnina bet 18 provided a case involving an LL Taan and make decisions

. T ac ]

ﬁpicall}'. the case method is used T!: I:II:E].Q[(:IMI("1 of its financial t:ondilllil:mcg;ntfzzggfﬂlr:x I
perienced traine i - class room with an i culture.

Experien rs readily point out that the case study is an(f:{:;;iZ: }}utmcwh‘33 as a facilitator

riate where:

. necs

analytic, problem-solving and thinking skills are most important
orian

[ ]

o the KSAs are complex and participants need time to master them

o active participation is required .

o the process of learning (questioning, interpreting etc.) is as important as the content
s team problem solving and interaction are possible

!lblﬂ-10.3
|

[ Merits and Demerits of the Case Study Method

Merits Demerits
e Improves problem-solving skills of participants. e Good case sludies do not onginate easily. They are
o Trainees can apply theory to practical problems and costly and time-consuming (collect data, analyse,
learn quickly. It is a way of leaming by doing. report, summarise) exercises.
e Trainees leam how others solve a situation in their e Examining historical evidence may fail to develop the
analytical and reasoning abilites of participants

get a feel of how olhers

own unique way. They
begin to appreciale each e Cases, somelimes, are not sufficiently realistic to be

work at a problem and
other's thinking. useful.
e Cases may contain information inapproprate to the

e Case studies can provide interesting debates among ce
trainees, as well as excellent apporlunitles for k:ndls of decisions thal tranees would make in a real
individuals to defend their analytical and judgemenlal setting,
abilities. e l.idiscriminate use of case studies may not help
e If the case reflects a real life situation, participants participants who are not mature enough to analyse
take keen interest and examine the cross-currents and participate in discussions actively.
with an open and inquisitive mind. e A trainee who is not skilled in lhis technique can
undermine s usefulness.
e The case study method have litle or nothing In
common with t\he lrainge's workplace, which may
[imit its effecliveness

iner who should

o the maturity and experience of the tra
ts on track and help them see the underlying management
] based on real

sary to come up with good case materia ol
interesting manner. When cases are meant i
certainly improve their decision-making &

Th.e_m“eﬂﬂ of this method 18 closely li"‘k.ecl :
tcilitate the group’s learning, ke¢P particips™

]?}ncfpta in the case clearly. F urther, it 18 also :?eces e
eituations and present the same efore trainees in

d are gimilar to work related gituations, trainees can

%d problem-golving abilities-
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Re clear sbout lef

L M‘E ‘ﬂfh e mUH
e Qb’fd ]
Find M U] L M m | “"h of
oult l“l]..h casr! I at I
L

o groups small,
et gue @ - meaningfully and 1y to keep the @

i d
apes O pA ctions go out of han |

e Opserve the prncipies
+ intervene when interd |

e Pronde an apcotunity 1 all tra
t
o Stop for porss chocke and pet sel
-~

Atow for et leaming sE8
tacitator

August 1985

tor Tramers, Training and Development,
resent actual business situations are known as busize,

mpt to duplicate selected factors in a specific situatir_m. which are the,
Business games involve two or more hypothetical organisati,,
articipants are assigned such roles as Managing Direc,

Genera! Manager, Marketing Manager, etc. They make decisions affecting price levels, productics
volume and inventory levels. The results of their decisions are manipulated by a computer programz.

with the results simulating those of an actual business situation. Participants are able to see how
their decisions ffect the other groups and vice versa.

tebile 104

| Merts ond Demertts of the Business Game Method

A& Case pudes MOSPENKADE Tools

Sagrre [rmeom
Simulations that rep

¢ Business games: Ol
mes These simulations atte
mampulated by the participants.
competing in a @iven product market. The p

P — —— Demerits
: pemes compress time, events that take e D ;
: ifficult
.'.:l:‘\fﬁbngtﬂteﬂ made 10 occur in a matter of busin:s:;:mezganswa IESERn S

roun

L] guwwmmmm.ukuddhremcaum
&Clion by looking 8t the consequences and

® They are often far removed from reality. In real Iife,
an executive may get unlimited chances to find his

FDve pertormg,
® They P'crrmgm wa{ through the jungle, depending on his mental
‘'emote increased ynge make-up (instead of choosing f ' tve
o cormpie rstandin oosing from an imaginativ
. Trey e '”*““menmm.mmun_ list of alternatives).
oop anees Ceveiop their probiem ® Participant
solving S may become so engrossed in pushing

mnmnmfm,'mn
b”'mpu‘l'l.ngmf.,n.

Promg feetbany facitates quick p“mm'

t
‘onon planning rather z;’;ﬂ'?lﬂ the wall that they fail to grasp the
erlying management principles being taught
Creativity may take a back seat when unorthodox

5|
nof:llﬂengm. advanced by innovative participants may
d acceptance from others in the race

ethem b € Lo put indivi
ious 1oy United] dmd"ah} on the right track, He must inter™
inthe area of inter-personal relati®

Role p{qw: This is 4 .
ensitivity Training.

: Presented
Specific Organisat; and the
trainee m: 5aliona) " Spont re : . . J an
vy m_:ghl be lahednt:r;:l]:em ina gi::::‘e:iltﬁly acted out P;I.t?(; Imaginary - involving hill;:o

iung L i ' 1 y 1O
™ the plan in Vinlﬂyilt:he Tole of 4 au;::,n,. then gey tl:::_lii ik f;SSUI;E thtu:;lp!f.‘.

. » ] X
’ Ano:;ne Who is requireq tr:l;i:ziti:neosn employ®®
3 Participant would assm}::qe the role of the

ay and S,
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l)/’ Sensitivity training: This is a meth

[ —

leplay develops interpersonal skills amon |
(eedback helps them correct mistakes, chﬂn:np“l'tml

 The competitive atmosphere spurs them u;
and analyse behavioural responses and impro

Jearning to test.

ey ll:""lﬂ- They learn by doing things. Immediate

ch gears hats and reorient their focus in a right
participate actively, listen to what others say, observe
ve their own performance hy putting their textual

On the negative side, realism is sometimes lacking i .

diminished. It is not easy to duplicate th ik [1E0 B PRy, oithe Ieamming aspetismon s
=SS e the pressures and realities of al decisi i

ob; and individuals, often act very diff i ; cfiactualdecinbnmakig S3kas

Job; o exéroise Many trai ry differently in real-life situations than they do in acting out a

simuls iee th . " y Lrainees are often uncomfortable in role-playing situations, and trainers

must introduce the s uations well so that learning can take place. To this end, trainers should:

o ensure that members of the group are comfortable with each other

o select and prepare the role players by introducing a specific situation

o help participants prepare; ask them to prepare potential characters

o realise that volunteers make better role players

o prepare observers by giving them specific tasks (e.g, evaluation, feedback)

o guide the role play enactment over its bumps (since it is not scripted)

o keep it short

o discuss the enactment and prepare bul
od of changing behaviour through unstructured group

interaction. Sensitivity training is sought to help individuals toward better relations with others.

The primary focus is on reducing interpersonal friction.

. . : red is T T stands for training). It is a small
iti inin actual technique employed is group (T's nds
In sensitivity training, the s : rofessional behavioural scientist who acts asa catalyst

lve peo .

Ernodut!;:ji;z?nfotg :}‘:’ee il.]:P 'I;'here is no specified agenda. He merely creates the opportitaty o groul?
memb ':F irtheiz.' ideas and feelings freely. Since the trainer has no leadership role to placy
th R t its own methods of proceeding. A leaderless and agendum-free group
e group must work out I8 re allowed to focus on behaviour

ion i i ine they like. Individuals a
::‘:;wntﬁ - T]:ieyt'cin i;.s:r‘:;’zlig:lz:guge ?’n the dialogve, they are encouraged to learn about
er than on duties.

. 7
themselves as they interact with others.

Box 10.3: Featu

Jeted points of what was learned

res of T-Group Training

The aim is 1o achieve behavioul gffeclivene
lll-.._-_-_-__ /

Benefit
'rh al'ld CDEtB ave been summﬂriBE‘d tht‘D‘llEh Tﬂbl
e benefits and costs of sen

T I . ersons.
Group consists of 10-12 P r discussion

g ent fo
A leader acts as a catalyst and provides 8 free and open envronm

There is agenda
no specified ag oly and openly

i hts fre
Members express their ideas. feelings and thoug

ties
The - ¢ rather than on du
tocnfs;on betavicd g8 in transactions with ona's environment

— e 10.5.
gitivity training h
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l.b|.10.5

[ Sensiivity - A Bolonce Sheet

T Linhitilies d e

Y Tee programme 6! eeatitivily lm-m;u;:
contidpepd 1o be B warle p! lime Fwv
participante whp B thementver favourably
iprperas canant point o The specific henefie
g meithae can thell prearigtes

T Group Weadsre pre coneidersd to ba amateur
hendnhrnkem ey pre (i childmea playing with

L0, ]
1 Twe T.Grpup ewperisace & an immoral and
| gmamiPien isverion of prvecy based on falte
preumplions ebeul the nature of human

mistionzhip &l wor

| € The proones of metelvily traming involves an
emotiona’ biaad hath emotional buffeting creates

® Tohtenmg theeat to an mdandual who is a

| tRmes © cas shatter personal defences and
,l Bamape 'uture cepabilites Sessions of
Eenafaly Immg may - a8 happens quite often
= rerelr wuicice of the interests in the
opEnEsion I may take months. ff not years, to
fonst the Camage caused by sensitvity training.

L Semtnty trommg has a lengdency o resull in
maewabic Dehavioyr of employees, for the

e

Y A majority of the trainees faal that (he
gained during Iraining I8 uniquely vatyay, s
developa tha parsonality '

2 Practically speaking. thara s ne rag) hazam for
tha amotionally healthy participants e gy
participants are not admittad 1o 1ha Iraining il

3 Even hardheaded bhusiress MArAGAr haye :
anfthearted appeal for sansitivity ,".HI'"
because they acknowledga the DOSHIVE yay
of the lraning Many arganisatiens have gt artag
paying /mprassive amounts for "all'-'mr:

4 Research on sansitivity lraiming aise strapmn, |

attests 1o tha benefits of Ir3iNing 10 empicymey
in an organisation |

participants have developed acced realism ang
honesty in their relationships. Befors-ang-ater

tests indicate significant changes n atttuges
and behaviour and in perscnal growth,

ene Mua,
& On-the.j 3
’d': experience:; On-the-jol tech
‘Hiuuquu The

eris not an artificial one in (he ¢lassroos

eyl u R
Lot I()num% terhniques gre Mques depends oy the immediate Supervisor and his teach ™

| .
Y uselul for certaip Broups like scientific and techne

Tlmum- e
it costs of Ir .
of ell kird, I cop !m.'ll-lljy pear
iered under thi o belnw’ "ley may t, ; —
b Behaviou, modelling. 14, " I8 type of trainy, ¥ turn out to be high when wastas

INVO vy the {

.
rl::xri.:l;::::icﬂ‘lhr ht-mmuug_ the eage

. ubddtmg e e leay Bng poingy are
e ol e ::emuak*h Al Viedoy
deal wih, o :

[
the mtyag 100 ang

*  Roleplaying: Traingeg . . OP24ra

monstrgg : . : s
iouirg oy ates desired behaviour, gives traf

Feceive feedback, The basic behavios’

litia) Boaly » ,
nd objectjve amme 4%
4 Mquency of be}J T e

\aviours that are to be taush’

pes D
Unproye Rug M whichs, model my or is portrayed Jealtn®

ce. The model shows specifically how ©°

learning Points
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zIntroduction

job, has b
After an employee has been selected for ?J::Jc:d o
of time, his performance shnul.d !Jl:‘ cv; :lmm;lmm e
deciding how employces do their jobs. Ier

! Uirem T
s divi '] indicates how we : oy
tasks that makeup an mrlwirluullsju};; Irttl e means Cnrgy Lcendad and aiedlin s o .
i sod with efforts,
Often the term is confusec

terms of results. A bank employee, for example, may exert 5 B,
n

Performance isla_llwa,\-s n:l:‘;:;ﬁ :_he CAIIB examination but manages to get a poor grade. Ip, thig
deal of effort while prep

the effort expended is high but performance 18

cen trained to do lt and has wor_ked on it for B

formance Fvaluation or Appraisal is the ’ Q%nd
o refers Lo the degree o‘f accomp!jshm,_,nt |:'“t)r
11 an individual is fulfilling the joh reg o

low.}

+, Definition |
A\ raisal is a method of evaluating the behaviour of employeer? in the work_sng’ norma]
Peclifor_manbz}:! tpl!lje quantitative and qualitative aspects of job performance. It is a systematic and Cfbjedive
= Udrn:.zgaluating both work-related behaviour and potential of emplo_yees, It. 15 & process that inyoly,,
Tdnmirungand communicating to an employee how he or she is performing the job and ideally, establishing
a plan of improvement.? :

Box 15.1: What is Performance appraisal?

® [ldentification: Means determining what areas of work the manager should be examining when measuring performance -
essentially focusing on performance that affects organisational success,

Measurement: Entails making managerial judgements of how good or bad employee performance was.

Management: Appraisal should be more than a post-mortem examination of past events, criticising or

praising workers for
their performance in the preceding year. Instead, it must take a future oriented view of what workers can do to rezlise their

/Features

The main characteristics of performance appraisal may be listed thus:

*" The appraised is a systematic process involving three steps:
—a Setting work standards,
- Assessing employee's actual performance r

- elative to thege standards,
c ering feedback to th .
= in course of time, o Heemployee so that he can eliminate defi

= At tries to find out how wel] th .
~ further improvement, ¢ employee is perfo

o Th I i ,
/ de:z fuppralsal 18 carried oyt periodically,

ciencies and improve performanc®
rming the job and tries to establish a plan ff

according tg g definite plan, It is certainly not a one shot
®  Performance

\_~" inaspot. Rat

oW Lo set ay,

appraisal is nog past-
her, it j5 2 future orien

oriented activity,
erything in order, gng

tedl BCLiVit}r Bhow
deliver resultg

| . 5
With the Intention of putting poor performfi;'
Ing employees where things have gone wro

o )

a e is
Ppraisal refers to how well 50[3:3?: 8
o » determipeg h job is wort:

E N ge‘of Pay should pe assigned to tﬁ‘:j?l:Ch Y
meamaﬂagl&rstobecn uid 2 calling the fouls’ g §
5 .

. . m )
iy issues for gy CPeheS rather o judges, The g 0CUS is on employee develoP

menk It
. r discugg; M
high Performance Cussion, elimingtq a

t
unity
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Chapter 15 Pertormance and Potential App
[ ]

ce appraisal may be formal or informal, i
I‘.ri.'oﬂ;:nnnd influenced hy personnl fnﬂn{n. S”m::l‘w .
al) r that reason only, better chanees of recoiving
paves | system is likely to be more fair and objective, air
fnrf:;],r.in“-‘d appraisal forms. ' .
us!

obi‘_‘di\'cs
ance prf_usa.l could be taken mt_hcr for evaluating the performance of employees or for developi

ack “he evaluationis of two types: telling the employee where he stands and using the data for p' mpmgl

o \ i : ) , i Lhe "TRONNE

fw.,-eaﬂ concerning ;;:1_\. pt(‘lmlmlllﬂnﬂ. ete. The developmental objectives focus on finding individual and

INE . 8 i doe i . .

: ngmml strengths and weaknesses; developing healthy superior-subordinate relations; and offering

’ﬂwﬁale counselling/coaching to the employee with a view to develop his potential in future

sl ® 317
rmnl evaluation in

more like]
mlﬂluynns are liked better than nth:r:o hfl
various kinda of rewardas than nthers '?"}‘:
tce 1L s earried out in a systematie mn.nna:

ol of employees serves several useful purposes:”
i

nsation decisions: It can serve ns a basis for pay raises. Managers need performance

_f-" ;eal to identify employees who are performing at or above expected levels. This approach to

5ati!::n is at the heart of the idea that raises should be given for merit rather than for seniority.
Under merit systems, employee receives raises based on performance.

,:}.Dmoﬁon decisions: It can serveasa useful basis for job change or promotion. When merit is the
7 yesis for reward, th:? personldmng the best job receives the promotion. If relevant work aspects are
messured properly, it helps in minimising feelings of frustration of those who are not promoted.

Wing and development programmes: It can serve as a guide for formulating a suitable
training and development programme. Performance appraisal can inform employees about their
progress and tell them what skills they need to develop to become eligible for pay raises or promotions

or both.

| i/kadback: Performance appraisal enables the employee to know how well he is doing on the job. It
tells

+ b‘-i/uu;um and reorganisation of performance levels can motivale employees to improve theirr performance

him what he can do to improve his present performance and go up the ‘organisational ladder’.

¢ Personal development: Performance appraisal can help reveal the causes of good and poor employee
performance. Through discussions with individual employees, a line manager can find out why they

perform as they do and what steps can be initiated to improve their performance.

15.2: The Benefits of Performance Appralsal

— !

|
| Emgloyer perspective [Administrative uses)

4 Dpte imperfect measurement techniques. individual difference
‘.'/bﬂnw.nn of peformance appraisal and feedback may bo required for legal

[ ]
| oMers a rational basis for constructing a bonus of meril system

" Poprasal dimensions and standards can help 1o implement strategic goals and clarify performance expectat

“"ployee perspective [developmental purposes]
Indwidug) feedback helps people to reclify their mistakes and gel

s in performance can make a differenca to company performance
defence

nons

ahead, focusing more on their unique strengths

\_____

Whatis 1o be Appraiscd?

Organisation has to decide upon the content to be appraised before the programme is approved.
b the content to be appraised is determined on the basis of job analysis. The content to be
ntribution to organisational objectives (measures) like production,

Other measures are based on: (1) behaviours wh_mh
ated results like

| characteristics

m?ed may be in the form of co

h%m terms of cost, return on capital, etc.
™ ®bservable physical actions, movements, (2) objectives which measure job rel

of depogits mobilised, and (3) traits which are measured in terms of persona
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@58,

19.  Comment about your originality and moLM$:T 2
20, Identily the areas of work ta which you 8  dgement skl
21, Comment about the level and nature of you

! 1 4 ?
22. Do you have skills of integrity )
23, Do you have the ability to accepl m:pnnr:i::::r -~

. ng the p .
ol Tl ﬂc:'"l':! vﬂ;:t;n;:::::n If yes, specify tho areas of lechnical, marginal and human

Would you like to de bs?

3: Are yo:l?n!erested in specialised jobs of gunumli::dclu
27 Indicale their improvements in your work purfq:& 5
28 To what extent have you availed the leave faci yl
:9 Specity your particpation in exira curricular activities,
30 Provde any other related information

!ﬁfﬂlinng' areg,

Signature of
Date

Comments of Immediate Superior

By

Seng
-

i . , i i isations relating t

Users of services: Employees’ performance in service organisa gtobeha Ptresy

speed in doing the job and accuracy can be better judged by the customers or yserg of serviges p,

example, a teacher’s performance is better judged by students and the performance of 5 conducty, iy
bus is better judged by passengers.
V4

Consultants: Sometimes, consultants may be engaged for appraisal when employees or employers ¢,
not trust the supervisory appraisal and management does not trust the self-appraisal or peer appraisa)
subordinate appraisal. In this situation, consultants are trained and they observe the employee at worg
for sufficiently long periods for the purpose of appraisal.

viours, pr,

In view of the limitations associated with each and eve

ry method discussed above, several organisatiors
follow a multiple rating system, wherein several supe

riors separately fill out rating forms on the same
subordinate. The results are then tabulated.

When to Appraise?

/, e Performance Appraisal Process

| \/Performance appraiea) ig planned. develg
a.

- ped and implemcnted thr
tablish performance standarqg

serve as henchmarks against, which pefrﬁf:msn} Systems require performance stundlardld e
. ! nee is me ards shou :
to the demr_ed results of each joh, What abgy, those Asured. To be. useful, staqdm " without &
clear-cut criteria? Observe the fDlluwing iy ppraisals which are carried ou
Raju, who had just finished his firsy r's
 for b year ag gp : is manas®
~ office for h;s ETEI'.IEI perforn?anfcr? review, Slightly ZT;:S:BEIE:unt was Eummﬂn{;i:tzi ;lr‘lz 2 good chl:.
Rq:m arrived at his manager's o iceat the aPPointeq o - u Conﬁd.er!t.thnt he ¢ pleasantric®
Raju was given a copy of an appraisa] for Our. After the initial exchange of P

» Which Was completeq as follows:

ough a series of steps.®

s, \\'hi':h
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Chapter 15 Perfor
. mance and P
Box 15.4: Yearly Performance Review otenial Appuil @ 34

Name of the Employee:
Date:
i Mr Raju
yse the following scale to rate the em
ployee 3t.12.1
(1 poot 2 below Sversge 3 verage 4 900d 8 excel .
[ i ent)
! gty of wok 12345
b of wors 12345
| ®  toward the job N
' Pe”a“m..related factors 12345
| :| rsona! relations 12345
| ;aoﬂll‘“’-" indicate the actual rating by the manager as on 31.12.1999) 12345
1 . Employee

Rsju got the BhOCF of his life. Why did he not receive any negative feedback about his perform

until now? How did t?ue manager rate his personality and interpersonal behaviour so haflly" MOE:B
ot hisunhappy reactions, the manager proceeded to explain how he has failed to win the c;nﬁdeni
of his teammates. He also advised Raju to talk to him directly instead of writing to the Director of
the company. Speechless and dejected, Raju left the office, wondering as to what he must to do to
improve his performance and obtain better grades.

To avoid embarrassments of this kind, performance standards must be clear to both the appraiser
and the appraisee. The performance standards or goals must be developed after a thorough analysis
of the job. Goals must be written down. Just talking about them is not enough. They must be
measurable within certain time and cost considerations. For example, the regional sales officer may
be asked: “The sales of colour television sets in Ghaziabad must increase by 1000 per month in the
next 6 months and the budget toward promotional expenses would Rs 5,000 per month.”

Box 15.5: Criteria for Identifying and Writing Good Performance Goals

What is the task to be accomplished?
What will it look like when it is accomplished?
¢ Vhen must it be completed?

v_Vhat are the cos! considerations? )
._Communicate the standards: Performance appraisal involves at least two parttms;h the apf:r:clf:;
who does the appraisal and the appraisee whose performance is being evaluated. Bot uri;.: l:ct e
todo certain things. The appraiser should prepare job descriptions Iclearly'. help the ﬂpiﬁ::\-h;never
goals and targets; analyse results objectively; offer coaching and guidance to the':;l;?;ir;\:; e ignd
required and reward good results. The appraisee should be very clear about W .llt od tt; appraisees
why he is doing it. For this purpose, performance gtandards must be comnuznr..:il'a 1115t.bt‘ i
and their reactions should be noted down right away. I necessary, e stan n s “e erformance
or modified. As pointed oul by De Cenzo and Robbins, “too many jobs have vnlﬁtllim[: " do not
ftﬂhda.rdg and the problem is compounded when these standards are set 11 is0

I.llv ”
olve the employee”. are set and accepted, the next

dable performance measures,

r the performance standards
must be easy 10

ure erformance: Afte
Sepisto g:;;::i;;c;{ul performance. This requires the use of depen il
the ratings used to evaluate performance. Performance men_sures _ to be help
UBe, reliable, and report oD the critical behaviours that dcterrrfme
ﬂi‘i“f'ﬂt'nn|3.1;i,on which are generally used by managers regarding h_ow
e personal observation statistical reports, oral reports and writte

perfi prmance.
to measure a

n repol'ts.
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342 @ Human Resource Management « or subjective. Objective performgy

iectiv ¢ Megg,
Performance measures may be obj be verified by others and are usually q“antltatg‘. e

Vay
hat can i eded and accidents i & Objo, ®
indications of job Peﬂorm;i n::s;uciion. degree of training it nts in g g, Sty
4 oria i lity of P
criteria include qualit]

. measures are ratj *0 pa
ice, etc. Subjective P erformar-l::ﬁlation and are notn \g: t.hat dre basggd'
absenteeism, length ?izsg:‘ Opirllions of those doing the [e;dge abou;.) overall gogly rifiable by Olh[-;:
st ita?: ?r:c[udc ratings by supericrﬂ' “}223;:1 be noted here that ohjeciiizdc{? | ulm;'
Subjective crter environment. It 8 ( Fiteriy
it s e P L i and e ey T
laid down while ev.

Nog th
d vague. :
case with middle level positions that are complex and vagu

15.6: Measurement of Performance of a Telephone Operator
Box 19.0:

s measuning the performance of a telephone operator may observe the following
A telephone company supervisor, following company rules and regulations, etc

* Use of company procedures such as staying caim. rteous tone

o Pleasant phone manners such as speaking politely in a courie . '

e Call-placement accuracy. placing operated assisted calls accurately. | P ——

The rater's mondonng of an operator's calls is direct observation The actual on-line l:ﬂ : o ITBC'I ¥ F°"Fﬁmn*e.£
a wntten test is held for telephone operators aboul company rules and regulations for handling emergency calls, '”Iefﬂihlnnal calg
elc, then the process of evaluation becomes indirect as it 1s based on a wnitten report about the performance of operatars in the leg:

o —

d. pareactual performance with standards and discuss the appraisal: Actual performance

may be better than expected and sometimes it may go off the track. Whatever be the consequences

there is a way to communicate and discuss the final outcome. The assessment of another person's
contribution and ability is not an easy task. It has serious emotional overtones as it affects the self-

esteem of the appraisee. Any appraisal based on subjective criteria is likely to be questioned hy the

| appraisee and leave him quite dejected and unhappy when the appraisal turns out to be negative.

‘ \e-/.nﬁ“-"@' correct‘iue action, if necessary: Corrective action is of two types: one puts out the fires
immediately, while the other destroys the root of the problem permanently. Immediate action sets

things right and get things back on track whereas the basic corrective action gets to the sourceof

deviations and seeks to adjust the differe i i
nce permanently. Basic corrective steps seek to find out
how and why performance deviates, ¢ ’

[
t? thods of Performance Appraisal

The performance appraisal methodg may be classified in .

figure 15].
| Performance Appralsal Melhogs

Perfo

Manca Apprajsal Methods
Indhhunrwaluam
1. Confidential report s Yo

9, Rankj PErSOn evaluation methods

’ . a
three categories, as shown in Figure 15.1

=1l

2. Essay eval ing Other methods
3 Crfiey mu:::,i" 19 Paired comparigon 12. Group Appraisal
4 Checklistg 1. Foreed dis‘ﬁbutign 13. HRA
5 Graphic faling scale 14. Assessment cenire
B. B‘Ehﬂﬂburilly anchoreqy 15. Field review
. raling scalag
. Forced chpicg
8 MBO Methog

L

Individual E\'ﬂ]uaﬁ()n]wethods\ _,/—)

Under the individual evaluation methods of

: . X Merj : ahout
comparing them with other employees i the or ; "?:::_z. ®mployees are evaluated one at a time With?"
gani lon,
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®  The supervisors have a tendency to unlond a series of complaints ahqy; intidem_n d

annual performance review session. u"iug
' be liked by t} L
rvigion which may not be liked by the employog,

]44 L Hl-ﬂll!'l Ruouru Mﬂuwl

® It results in very close supe

\ ®  The recording of incidents n
L forget to do it. o,

Most frequently, the critical incidents met - F
A. _AChecklists and weighted checklists: Another simple type Or’“_d“'!duﬂl evaluatigp, m -
“ checklist. A checklist represents, in its simplest form, a set of objectives or degcripli\rn . ')di,,&‘

about the employee and his behaviour. I the Fn_tur belicves stroiigly that the o
particular listed trait, he checks the item; otherwise, hg leaves the item blank, A MOre oy Sergy.
of the checklist method 18 the weighted list. Under this, the value of each question may ;: ity

equally or certain questions may be weighted more heavily than others. The fol]uwing

yay be a chore for the manager concerned, wh,, may
. etﬁﬂh

hod is applied to evaluate the Derfnnnunce

the sample questions in the checklist. S0tmg
o s the employee really interested in the task assigned? Yoy
No
o s he respected by his colleagues (co-workers) Yes/
AL}
®  Does he respect his superiors? YesiNy
®  Does he follow instructions properly?
Yes/Ny
o ®  Does he make mistakes frequently? -
Yes/No

A rating score from the checklist helps the manager in evaluation of the
: X e performance of th -
The checkiist methpd has a serious limitation. The rater may be biased in distinguishing :he:npli;
:: negative questions, He_may assign biased weights to the questions. Another limitatjop f;;;g
t this methed is expensive and time consuming. Finally, it becomes difficult for the managsrii

assemble, analyse and weigh a number of st ' 1ati
crctrbute s, it atements about the employee's characteristix

Box 15.7:
Empioyee Nams 7: Typical Graphic Rating Scale

Departmani . )
Data . m """""""""""" Job e .o
IR T TP Rﬂte, S

___—--'""""d'

Unsatls. F -
alr ding
. tan
® Quantity of worik factory i?:cttl; wood outs
Volume of work ry -

under normal
working conditiong
® Quality of work
neatngs,
a1 sccuracy of S
® Knowledge of Job
Clear understanding

of the faclors gonp
with the job Sciad

® Attituda
Exhibits enthusiasm ang
Cooperativeness on (ne job
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W
lrprurgspld preaks, etc.
| s unc

e

on
| 4 .‘l,hﬂmnewﬂh others to

o Y gired goals.
0 N des!

ored . .
ic rating sc :
T ihe graph B scales, CXCOTDLY can b :
fre™ cs. For instance, if the emp) oy

ce hag BOTY
A ! OT1o0) ‘
omp (dimentary phases of job); lacks 18 R

he kng
et A *KNowlog
only ant 10 make decisions on s OWN (on ovo | Ij

!uct-mdm‘d"- declines to accept, re, v e A0 hg
b’ rees; ete., then it can safely

:i‘:i" o and disappointing,
15

unreliahla and
[ 2% AN \
slandardg of pe | misygeg

he employes are

o rating ?c"‘!e N l}\o most common methog of evaluation of
Zative point In fa'\ our of the rating scale jg that it ig eagy I"I::: {"] ‘ ©'s performance today. One
aatistical tabulation of scores of employees, Whop, rnthﬁ% nlrl-Lr;['dm" ) » and permits o
;Ifedi\-ely usc(-:l as‘evaluntm's. The graphic rati B Aare object
siadvantage, i-e., it may be arbitrary and

. . Craling ma >
characteristic 1s equally important in evaluatj 8 sy b8 subje

A ) N performance appraisal.
ele and critical incident techniques of employee performance ey
eerve as anchor statements on a scale an :

Step II: Identify performance dimensions: The people assigned the task of developing the instrument,
cluster the incidents into a small set of key

performance dimensions. Generally, between five and
Yen dimensions account for most of the performance. Examples of performance dimensions include
technical competence, relationships with customers, handling of paperwork and meeting day-to-
day deadlines. While developing varying levels of performance for each dimension (anchors), specific
®xamples of behaviour should be used, which could later be scaled in terms of good, average or below
average performance.

'SI‘-’P I Reclassification of incidents: Another group of participants knowledgeable about the job
Sinstructed to retranslate or reclassify the critical incidents generated (in Step I provinu_sl_v. Ti}e}'
e given the definition of job dimension and told to assign each critical incident to the dimension
i't best describes. At this stage, incidents for which there is lower than 75 per cent agreement
ded as being too subjective.

Siep 1y, Assigning scale values to the incidents: Each incident is then rated on a cne-to-seven or
Dne_t

O-nine scale with respect of how well it represents performance on the appropriate tilﬂ1§n3:?‘“-

. . e Ae VOV 0 " 'e

'aing of one represents ineffective performance; the top scale value indicates ve :; ‘i m:_durd
. 5

°rMance. The second group of participants usually assigns the scale valucs. Means ar
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et 15 Peformance and Patential Appsgiea] 9
a 147

rvisors doing the ion, who m
g evaluation, who ay be forced to deal wit}
"¢ wi

for
ﬂ,.ublfm. {he activity but not accomplishi
y ol““\: o create BARS. They nlmr:::::urlthn desired gonls. Further, it is 't_ﬂmpln}'enn who are
;-\i"“si psin an organisation. In a college ;‘( several appraisal forma l'n nrrrm"3 consuming and
“1‘.50_ aff all nave different jobs; q;‘, v lecturers, office clerks, library Ht" f;mmflrlntn different
g fmnf e lack of compelling eviden i, BARS forms would need t II technical staff and
Foaw 0 e e r-lli;l ’ “(nu‘ demonstrating the superic l 0 he f]l'.':-'t.'!np!,‘d for each,
08 § as pre ating seales, decotis concluded lhng- qlt’f:m):;}f) Hi\lfb over Lraditinnal
hat; e time to quit hedging

KT

Y fficacy { behav 1 scali

efficacy © avioural scahi :

gt & s over more traditional n;ld ng strategies and conclude that this method |

g ensiar mithods of parformant .] *Lthod has no clear-cut
? e evaluation”,

hoice method: This metl ‘
¢ 10d was developed to eliminate bins and the prepondera {
 pre Tance o

o< that might occur in some organisati

e calings rganisations. The prima

: : : u i

1 correct _the tqend::u:y of;\ rater to give consistently high m‘?;{’v r:’tfi’:@ :f;lhc]'[fn]:md choice method
abed T Soreioate oy f pair phrases, twg of which may,be positive ar:dntﬂmplaym r

0 i * POt :

< which of the four phrases is the most and least descri pti:;r:)? : g;t:e Ei]n.-;.dr
! icu

& rs!f.‘l'is a
rker. Actually, the statement items are grounded in such a way that the rater cannot asily jud
‘ easily judge

= ts apply to the most ffecti
ohich statcme_n . : ost effective employee. Th : ; .
- “hoice items in rganlEtions. y e following box is a classic illustration of
r forced Cholce ltems
s m— I
1. Least "
A Does not anticipate difficulties :ﬂ
B Grasps explanations easily and quickly B
C Does not waste time c
D Very easy to talk to D
2. Least Most
A Can be a leader A
B Wastes time on unproductive things B
Cc At all times, cool and calm c
l D Smart worker - D
—— |
The favourable qualities earn @ plus credit and the unfavourable ones earn the reverse. The worker
gets an overall plus rating, when the positive factors override the negative ones oT when one of the

negative phrases is checked a8 being insignificantly rated.
this method in evaluati

They overall objectivity i8 increased by using . note
because the rater does not know how high or low he1s evaluating the individual as he has no access
tion. In the preparation of sets of

1o the scoring key. This method, howeven has a strong limita :
as such the method becomes very expensive. Further,
results of the forced

phrases trained technicians are needed and . oed
managers may feel frustrated rating the employees ‘in the dark’. Finally, tht‘_ .
thoice method may not be useful for training employees pecause the rater himself does not know
how he is evaluating the worker. In spite of the the forced choice technique is quite

on of employee’s performance,

Popular.
Y Manag i et specific bl
eme . i0a (MBO): MBO requires {he management to set specific, measura e
nt by Objective ; ally discuss the latter's progress towards these goals.
by the superior and the

Boals with each employee and then periodic

is technique emphasises P&Y ticipatively st

goals (that ar¢ agreed upon
verifiable and m ention on what_musLbe

casurable. MBO focuscs att W
a kind of gmllie_lii_n_g_qn

“mployee) th i
at t ble, A
8complished [girﬁs)i:;ﬁler than how it is to be accomplished. 1115, us,
- Fogramme 10V pa:
s: Establish an orgnnisationwide plan for next year and set company

*  Setthe organisation 5 goal

- ————CTIR
Scanned with CamScanner
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148 ® Humen Resource Management s at this stage take the broader mmpan?
e

oals: Departmental head * % sing market share by 10 per T

o _8Set dcpan'menrql g 20 ner cent, in e
\/‘Zmd‘ o mhidis i 2F0E(l‘s for their departments. <

with their superiors, jointly set

partmental goals are Now put toclacussion in dwma-. .

rimental heads would require the mh"“d;nazg.. y :

Discuss departmental goals: Thede

\ 1 subordinates. The depa

. ; t th n .
meeting with sub individual goals, focusing mostly on what they can do t, achien,, "y
tReir own prrlmunn"'.'" :
‘s goals. : .
department’s goals the departmental heads and their Wbﬂ_@m

o ~Define cxpected results: In the next step,
1 nlq set of participatorily set short term, .
Ay — __.[_J;F-_;;tmentnl heads compare each employee's actual ang r—

—

e Jerformance revicws: ‘odically or annually. While periodic review 1s intended to iden
I -

and individual performance targets.

L 1Y
fy 2o

- . By ans
i mmfﬂ;-m-mm problems, the annual review is conducted to assess ang =]
ormq N ' '}-.
so!\-_c spect II';‘ E:;tribuli-ﬂn to the organisation. Because employees are ew-"aluat&d on the,
0“:;5 0“:;:9 results. MBO is often called a result-based performance appraisal system
perform =

Provide feedback: Both parties now discuss and evaluate the actual progress made m achien-n
;/ gna]l':, \:hcm thin-gs Rave gone ofT the track, how best to recﬁfy' the mlsta:l:es mad’e in the pae
mdi:ow the employee could meet the targets next time, focusing attention on his strengths

However, setting clearly measurable goals is not an easy task. MBO demands a great deal of time ss
set verifizble goals at all levels of an organisation. In the race to deﬁ.ne eve.xj'thu.lg ng:-:.ﬂ}-, Some o
the qualitative aspects might be ignored (such as employee attitudes, JO[? sansfactmu' etc). Often s
superior may set goals at a frustratingly high level, whereas the subordinate may wish to have 2z
a comfortable level. At times, the short-term goals may take precedence over long term goal. The
only way to overcome these problems is to allow managers at all levels to explain, coordinate =i
guide the programme in a persuasive, democratic way. The jointly set targets must be fair znd
attainable. Both the superiors and the subordinates must be tau ght how to set realistic goals and b
familiarised with the results for which they are finally held responsible.

ultiple-person Evaluation Techniques

The ebove dxsc:.:.ssed methods are used to evaluate employees one at a
some technigues of evaluating one employee in com
in organisations are - ranking, paired compariso
.37 Ranking method: This is a rela(i
( the ranking of ap employee in a work oyt
- . . A t ‘?
position of each employee is exree g1 P, '8 40N€ against that of another employee. The relat

. I8 expressed in terms ¢
ranking a person on his job performance against a
quintessence of thig method g that o

time. In this section, let us discus
Parison to another. Three such frequently used methocs
n and forced distribution,

nother member of the competitive gn-"UP“Th‘;_
performance, While using this meth ™ployees are rankeq according to their relative leveis©
lowest on some overall criteri TS tlm. E\fﬂlualnr is asked to rate employees from highest N
employees, it is very dyfficy) l;“::;n'::l:?llgh 't 18 relatively easier to rank the best and the worst
bottom employees fipg 'e average employees, Generally, evaluators pick the top an

T P — lect t} : o P . the
average (middle) employees. The longﬂlnn:l[i!nzel?l Tgheat and next lowest and move towards !
' mi

The 'whole map’ j Compared wit}, ations of this method arer
. - g [ WI'. an I a4 . [ s ] 3 Y- 'e[j.
o ALk b e i i
18 method 8pe A loural traits,
anything aboyt Position where an, m e u . es not tell
employee, ror how much ¢mployee Btand:? in his group. It do the
Worse an employee is when compared to an°
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st

ghen @ jarge number of employee
yeesa are wﬂﬂlinm L0 ) - PSR .
7

el
¥ rankin .
i no systematic procedure f Ing of individuala beenm

o lor "M a A

ranking individiunla in 1) et
10 organisatic

m T’hﬂ m 5

nking

' m does not elimi

et nate the possibility of an

_ ’ ap jud

or 10 overcome the above limitati PiiGgsmatia

4 1nint
e nisnlimml echolare. ions, n paired compari

inon technic
e haa been
advaneed by

mmparisnﬂ method: Ranki
¢ Ranking hee
K becomea more relinble and
eanier tinder Lh
a paired

=% i X
‘1 I ﬁ .- n 1("110‘1 ..IIC"I wor k[‘l "‘ [‘(‘I'I'I\I n " n n [aad L
l' nrec w " [ r
l “-h I"I" "".h mp!"y al l' LY}
T n e grong, fﬂ
n v v '.f’}’,

g O rkeri® compared with all
rker 1f a
o WO ' other
I}:.m‘l“wd‘ thel) ‘\__5_1________1'.11‘1'01'111;“1,:0 18 CO employces. For instance, w)

o nance 18 compared with that of 13’ -Wl_l_[‘["_f_lmr,. are five employees to b
nane ‘l"l"]q-';f-‘_.. bR o 2o be

T P — Y L
5 - . A8 F"' whrl.'

® ter o7 worse. Next, B s also compared wi
tlﬁ-;‘lﬁ!‘-m?“““ ated wilh :'Jnl_:-(‘_*];l 'wl:h all others. Since A ia alread
i y . s D oand E. ! A nlready comps ey
f-,ﬁrm Jecisions are made (comparisons) The n By this method, when lh{'rn ; p't;rd jn._'._h_:_‘,I_!h:A
{ HII'I.hQr of "‘-‘C;ﬂin Te & re l1ve rﬁp{ﬁ:{-ﬂ'
nas Lo he madﬂ ean - det A b "

 weTelpof the formulace n (n-2), Ranki
: ‘ . Rankir
ui‘ﬂuslralcd as shown in the Table 156.3 g tho employees by the peired comperieon methoc
3 - son met m
sthod may

ceveral individual traits paired
] L o comparisons
worker. Though this method are made, tabulated a ki
the group becomes too large t:,eems to be logical, it is not applic:l:ll: }ff?pm‘” sasigned to
emESSi"e- For instance when n-—’lo e number of comparisons to be made may ¢ en a group 18 large.
' =100, comparisons to be made are 100 ( 100?°Txn;?;]rr;$mmn¢7
-2) = 100 (98) = 9800.

Trait: ‘Quantity of work’

“ble 15.3

i Rated
l

[ Employe€

As compared to A

e

mooO o>
-+
i

1
lyﬁ'"’ﬂ’ distribution method: Under this system, the rater is asked to appraise the employee
eccording to @ predetermined distributi ale. The rater’s bias 18 sought to be climinated bere
because workers arc¢ not 'ﬁ[&ﬁfﬁrﬁlfl’ﬂiﬁﬂﬁ Jower end of the scale. Normally, the tWe criterta used
bility. Further & five-point performance scale s

here for rating are the job perfﬂrmunce and pron'.ulu
used without any mention of descriptive stu!p_nmnls. \Workers are placed between (he two extremes
of ‘good’ and ‘bad’ performanccs. I-nr'iﬁzir(ﬁ11cc. the workers of outstanding merit may be placed at
e rest . placed 88 20% - pood, 0% outstanding, 20% _-—-fai.r
b that all top grade workers

the tos]
P 10% o ¢ scaleé. :
0 {hod assumes
he next highest grade and so on.

Wn To be specific: th

go to the highest 10% grade; 20% employees 3

Apart from j | other equally jmportant factor in this method 18

rom ce 48 i _ . _

Job peﬁ'orman be clunsiﬁetl according o their prumotwnal merits. The scale for this
ly promotionu‘l material, may/may not be

promotability. Employee? ma
y. Employ yo 8 - pamely, quite like

Purpose may co 1
nsist of three poV . _
pmmc'tiﬂna.\ymaterial an quite unlikcly prumutmnul material. |
One stro iti int i urof the forced distribution method is that by foreing the .distr‘ibunon
mfﬂinn%oposgcllvi po,l;li:;:lf::ce tages roblem of making useé of dirl‘t_:rent raters \thh d:ff:::::
8caleg iaivoii)lid Pi‘-‘fxl;-t er, this method 18 apprccmted on the grqund that it ten to}ilﬁ:;m o
w_}m jon of us’ing this method in sal administration however, 1St i
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12.

13.

cism. Employees who feel that ¢},

ted feel frustrated and “xhiij:rz f"’duﬁ
] I

or a p?r:!'

A

bk :»h absente
low morale, low pmduc:::t.y 2’::.::;5 Illowor than expec
in
but find themselves pla
of time, reluctance to W ork. include: Group Appraisal, Human R‘-”"’Hrce

ot mance ‘ | : .
rnising Plrrfﬂfm These are discussed in the following sectiong, %Unt,!
Id Review, ¢lc. :

nw[]md un L‘I‘ll]]lﬂ_\"l!t‘ is llpprﬂlﬂt_‘d hy lll group of “pprﬂiﬂnm .
' sThl e . I
hat :1|r||'ﬂ‘i'lﬂl' nftltu l‘f‘ll])]l!}'tl., 0“1[!1" Hl]p(} 19018 Who h:’l‘ C'n‘ . 3 ,m
1 ' sale ! & rv
consists nftlm mime

F nl D

.+ or head of the department and consultants. The hegy 0fthe g, ar““f.';..

the employee's work, managy re s
or manager may be the Chairmar

\ of the group and the immediate supervigg, may Mg,
Coordinator for the group act ivities,

4 4 C
This group uses any one of multiple techniqueg ‘“-"Clm,.-.d By gy
1 ol ire * ]
d \visor enlightens other members about the job characteristics, demang, .,
immaediate superyis
The Then the group

appraises the performance of the employee., con']“a;nda"«z
of performance, "“‘"-ith standards, finds out the deviations, discusses the reasong therefoy sun thy
wty A ::u oi: performance, prepares an action plan, studies the need for Chanlgp%
t dards and recommends changes, if necessary. ing,

Other methods of appr
Assossment Centre, Fie

Group appraisal: In this

ways for improvem
job analysis and stan |
This method eliminates ‘personal bias’ to a large extent, as performance is evaluated by myg

raters. But it is a very time consuming process.

Human resource accounting: HRA is a sophisticated way to measure (in financia) tepy, ) the
effectiveness of personnel management activities and the use of-people In an organisation, Iy j, p
process of accounting for people as an organisational resource. It tries to place a value on °"gﬂnisatior.az
human resources as assets and not as expenses. The HRA process shows the Investment 1,
organisation makes in its people and how the value of these people changes over time. The acquisitioy
cost of employees is compared to the replacement cost from time to time. The value of employees s
increzsed by investments made by the company to improve the quality of its human resources syc
as training, development, and skills acquired by employees over a period of time through experience,
etc. When qualified, competent people leave an organisation, the value of human assets goes down
In this method, employee performance is evaluated in terms of costs and contributions of employees
Human resource costs include expenditure incurred by the company in hiring, training, compensating
and developing people. The contributions of human resources is the money value of labour productivity
The cost of human resources may be taken as the standard. Employee performance can be measured
in terms of employee contribution to the organisation. Employee performance can be taken as
positive when contribution is more than the cost and performance can be viewed as negative if cost
1s more than contribution. Positive performance can be measured in terms of percentage of excess
of employee contribution over the cost of employee. Similarly negative performance can be calculated
In terms of percentage of deficit in employee contribution compared to the cost of employee. These
percentages can be ranked to ‘Zero Level’ as shown in the Table 15.4.

tiple

table 154

1

|
r
Rank Rating Pnrcentage of surplusiDeficit of contribution
to cost of emﬂ'i’f_
1. Extremely good performance e
2, Good performance 1a=2%
3 Slightly good performance ' oot
4, Neither poor nor good o=
:_ Slightly poor pedformance :
3 Po

L ; or performanca 0 to &5

Ext
femely poor performance (—SQJw

85 not developed fully and is gti)) jp, the transitionary stage.
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1, 80-Degree Feedback System )

A B50-degree feedback, system collects performance information from multiple parties, including o

Chapees 15 Fm.ﬂww e 150

14 Assessment oenire: This method of appraising wan firet applied in German Army in 1920 Later

pusiness and industrial hovmes started using this method Thia ia not a technique of performanee

approisal by ttsell Tn fact it 1 & eyetom nr orgranieatinn, where assesament of several individuals s

done by yaroue expora using varions teehniques Thees technigues ineliude the methoda diseyased
pefore in addition to i baskel, mle playing, case studies, simulafion exercises, structured in sight,
transactional analveis, of ¢

In thie approach, individuale from varions departmenta are hrought together to epend ten or thres
days working on individual or group assignmenta similar to the ones they wenld be handling when
promoted Oheervers rank the performance of ea h and every participant in arder of merit Sinen

assesement eentres are basically meant for evaluating the potential of candidates to be considersd
they offer an errenllent meana for conducting evaluation

for promotion, tramming or development,
et an equal opportunity tn show their talentas and

processes in an objective way Al neseseces
capabilities and secure promotion based on merit Since evaluators know the position requirements
intimately and are trained to perform the evaluation procesa in an ohjective manner, the performanes
rating= may find favourwith a maority of the employees A considerable amount of research erdenes
i svatlable to support the contention that people chosen by thia method prove hetter than those
chosen by other methods. The centre enables individuals working in low statua departments to
compete with people from well-known departments and enlarge their promotion chances. Such
opportumities. when created on a regular basis, will go a long way in improving the morale of

promising candidates working in ‘less important’ positions.

Field review method: Where subjective performance measures are used, thers 1 scope for rater’s
biases influencing the evaluation process, To avoid this, some employees use the field review methed.
Iz thir method, a trained, skilled representative of the HR department goes into the ‘feld’ and
ass:els ine supervisors with their ratings of their respective subordinates. The HR specialist requests
from the immediate supervisor specific information about the emplovees performance Based on
thuis information, the expert prepares a report which is sent to the supervisor for review, changes,
epproval and discussion with the employee who is being rated. The ratings are done on standardised

forms.
Since en expert is handling the appraisal process, in consultation with the superviser, the ratings are
more relsble. However, the use of HR experts makes this approach costly and impractical for many

orpRnisstions,

ne's

mbordmutw_n‘_gﬂw_r_wior and customers. Corporations like GF, Reliance, Crompton Greaves, Wipro,
Infosys, Thermax, NTPC, Thomas Cook, SBI, Aditya Birla Group, Mafatlal Group ete., are all using this
ool to discover home truths ebout their managers. Although originally developed (by TV Rao and others
5 md-eighties at 1IM, Ahmedabad) as a fact-finding and self-correction technique, the 360-degree

feedback 15 alag currently used to design promotion and reward. A major advantage of this svstem is that
i;-——:—f_’dh_i_“_j_‘_‘:‘{m“‘* fﬂln_n{'lll I_llli;l_n-_ff:_t!rg-tfu I a manager has gl;_ﬂlh}mrdin;ﬂ:n;_”h. manager doos not
' which subordinate said what, as the results are summarised and averaged Fo axamnla o
eriticise the boss for standing too close Lo i;dplw, anuther may comment on l'.h:bl;lm'a :,;;:::11: ::::;T;i
U mmay take obyection Lo the boss's naughty ways of attending telephone calls and shoMing papers
a méeling ik on. Since such feedback 1 til!'urtil_{x_ﬁt—lllyllluﬁsl); the subordinates may unburden

ves of negalive ratings u_u!m.-whnl freely ¥

—
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Cha "
ate clear:ly what he heard from () pler 1%
’ the intentlﬂn of the nm’miaer_ e rcﬂdhnck lo mak

geck suggestions for future actigy, -
" help him/her plan the future, Mw'nr:h" PUTPone of fandhnck |
your future actions, Y8 ask th ' 0 share information that will

® Appraiser to ha)
P dove)
Remember to thank the person giving the 9P a plan for changing
¢ fee

' - .
pehaviour always remains profesnional an
d ne

Pet

rriomance and Posenial Aopaieal @ 355
e bure i
that hishor interpretation matches

dback. Saying !
I Ying 'thanks demonatrates that your

80 ponilive Lone for
. . ’ H10r your next interacti
mblc/‘fsf‘gth Performance Apprajgal o
“ prob]“ms inherent in performance appraisal mp _h— .
v Y be listed thyg:10

menf errors:

p : .
| A J“dg\:mehl errors of various kinds may spoi
© * asarement. These are of various types;

iy seem £0 do nothing right; in the cas as _ gative primacy effect, the employee
wrong (Harris, p.192). e of a positive primacy effect, the employee can do no

Halo: The Halo error occu
> ter's evaluation of oth bl .aSPECt of the subordinate's performance affects the
mix:h ¢ give the work op Erforr.naqce dimensions. If a worker has few absences, his supervisor
might give the worker a high rating in all other areas of work. Similarly, an employee might be

rated high on performance simply because he has a good dress sense and comes to office
punctually!

B!

:Harrf effect: The rater’s bias is in the other direction, where one negative quality of the employee
isbeing rated harshly. For example, the ratee rarely smiles, so he cannot get along with people!

% Leniency: Depending on rater’s own mental make-up at the time of appraisal, raters may be
rated very strictly or very leniently. Appraisers generally find evaluating others difficult,
especially where negative ratings have to be given. A professor might hesitate to fail a cand:date
when all other students have cleared the examination. The leniency error can render an apprasal
system ineffective. If everyone is to be rated high, the system has not done anything to
differentiate among employees.

v Central tendency: An alternative to the leniency effect is the central tendency, which oceurs
when appraisers rate all employees as average performers. For example, a pmfe:ssor, wn.h'a
view to play it safe, might give class grades nearly equal to B, regardless of the differences in
individual performance.

vi. Stereotyping: Stereotypingis a mental picture that an individual holds about a person because

of that person’s sex, age religion, caste, ete. By genemlisilng behaviour on the basis of such
blurredP g, the ;-ater’grossly overestimates or underestimates a person s pcrform:&nc‘e, For
exam lt:n;arfeh;yces from rural areas might be rated poorly by raters having a sophisticated
urbﬂl'?bt;ckgfound, if they view rural packground negatively. |
ives greater weig to recent occurrences than earlier
i : i the rater gives greater weightage : :
o I e lr:naﬂi': an excellent performance that may be six or seven mqntl}s old is
Perforﬂ}ance. s [i)tmn ghi'le giving a poor rating to an employee’s pcrformnnc'e \\fhlcl'l is not s0
mn;e.meﬂtl}' iorg(;k; Alternatively, the appraisal process may suffer due to a ‘spill over effect
good in recent weeks- )

\ which takes place when past performance influences present ratings.
r isal forms: The appraisal process might also be influenced by the following factors
appraisal O ; .
relating to the forms that are used by raters:
®  The rating scale may be quite vague and unclear

————ECTTERETTY
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: 1 nsp

. jgmore importa! v B mncsi
e The rating form may ignore vant performance rlnm.-mumm
contain

and complex.

e alo
litional, irre
e The rating form may de

' ho long ,
e forms may be (00 y ndequately trained to cgy
e Th ‘he raters may not be ndeq y ry ong Der

r "
: redness: 1 o o T sl mn the technienl ¢ Ory
¢y/ Lack of rater prepa \"- l“*:Jli'll‘!lﬂﬂl!l‘mll.‘i]Illllt.ll{,]ll.ll wht ey lflt“lrlpvl.r.,,m” M,
management activities. This bt s limited functional specialisation in Aren m. "My

- i) 10 h' .
is going to be ovaluated by a rater W ho he sy AT ALiEAlly aveiED i

aqnl ' h” " rMJ
. =~ ppr misals ; Fonp) n
- + (o carry out . Ml
may not have sufficient tim not be competent to do the evaluationg oWIng Loy,

: « the raters may »d when the objective, K0 1y
sessions. Sometime f-confidence. They may also get confused w Jeclivey nfnppr:,,‘. %
image and lack of self-con ' by

somewhat vague and unclear.
Is Fall?: Top 10 reasons
mance Appraisa
Box 15.8: Why Perfor
' ce. \
o Manager lacks information conceming an employee's actual performan |
e Standards to evaluste an employee's performance are nol clear. |

Mznager does not take appraisal seriously. |
Manager is not prepared for the appraisal review with the employee.

L I

Manager s not honesUsincere during the evaluation.
Manager lacks appraisal skills.

e Employes does not receve ongoing performance feedback.
e Insufficent resources offered to reward performance.

® There s meffective discussion of employee develapment,
® Manager uses unclear/ambiguous language in the evaluation process.

See () CO Longnecker ang S.J Go, “Why performance Appraisals still fail?", Journal of Compensation and Benelfits, 4, Nov-Dec 1390
(<) P Faicone, 7 Deadly Sins of Performance Appraisals®, Supervisory Management, 30 Jan, 1904

d Ineffe«lztive organisational policies and practices: If the sincerc appraisal effort put in by a rater s
not suitably rewarded, the motivation to do the job thoroughly finishes off. Sometim es, low ratings
given 1?}' raters are viewed n‘egatively by management - as a sign of failure on the part of rateror ¥
anrlrndjcatmn of employee discontent. So, most employees recejve satisfactory ratings, despite pocr
periormance. Normally, the rater's immediate supervisor must approve the ratings. However,

" 'S ] ¥ h r .

Es . . .
sential Characteristics of an Effective Appraisal System
P:rformnnce apprai§al 8ystem should be ef fective
o smre or rating given by the appraiser, which j
appraisal system, o he effective, shoulq Possess th

a.  Reliability and validity; i
and data, which can he use
are equally qualif;
technique, l(l]\eir rael?nzzds}‘l:::]n]suwm iy
the conditions of inter-r
measuring what, they are
employee for Promotion
employee to take up higl;

b. Job relatednegs; T},
In job related actiy;

45 a number of crucial decisions are made on the b‘“‘;
n turn, s heavily based on the appraisal system- -
e following essential characteristics:

llmf]d provide consistent, reliable and valid infurmc}hm?
Banisation - even jn legal challenges. If two HI’P”HS.CT
agree witl, ;;:EE “;‘ employee with the help of the same iiflfljtra's‘
ater reliahjjty, A ) 'f“ 1er, The technique them demonstrably 5 y

Y Appraisals muyg also satisfy the condition of validity

Sllpposed t Lo en : 0

it ‘lhou]d B[:Jpr;l;ﬂ:;:;e I["OI' ex&mple, if'npp]-uisn] is made for pﬂt(.‘ﬂ“n' ?l;ale
i : : g

©F Tesponsihilitjog nm;'ll] cﬂrmntlon and data relating to potentialitics

; ArTy on activities at higher level.
1€ appraijsa) technique shoulq g . tio?
tes/areas, *ié measure the performance and provide infor™

isfies
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§, adm

do L
gt ..ed as appraisal decisi inistrati
dardis PP decisions affect all empl inistration of techniques, ratings, ete., sh
' ' o8 ould

Prﬂ”ﬁcal piability: The techniques should be . of the group,
b gnd Ccommma] to undertake continuously. practically viable Lo administer, possible to impl
o implement

sanctt'on: Appraisals must meet

1668 A et the laws of t}

" .statutes relating to labour. 1e land. Th

qrious s - ey must comply with -
provisions of

—

. g 1O appraisers: Becau iian] iad :
: m:ridi S ining o appraiser:i?;rppl aisal is important and sometimes difficult, i
toP jucting @ aisal intervi .., some insights and ideas on t" ifficult, it would be useful
dc{;ﬂ linaygin,]};?:t, Yy Btlivtlicws. Familiarity with rating errors Cr;ln]'ng’ documenting appraisals
IS ee e . H llTI r 2
ond t confidence in appraisers Lo look into plc):r?::r;aaf:esfe tl_'ir';lrmance
atings more

Dhjectively.
communication: Most employees wa

! . ) nt to k ,
{ apprais al system provi = fhe hec s iaadbed nrrtlo:rml;lgﬁ wgll tll:ey_ a1;;hperformmg the job. A

it both i nuing basis. 1hea praisal intervi

rs gllould c]ezﬁtlzi t;] lea:;] ?bOUt the gaps and prepare themselves for il':nturc. To this :::f

managers ok period Oy plain thewr performance expectations to their subordinates in advance of
the appraisals period. Unce this is known, it becomes easy for employees to learn about the yardsticks

and, if possible, try to improve their performance in future.

chould per

ss to results: Employees should know the rules of the game. They should receive
formance appraisals are meant for improving employee

performance, then withholding appraisal result would not serve any purpose. Employees simply

form better without having access to this information. Permitting employees to review
o detect any errors that may have been made. If they

the same through formal channels.

ould be developed to enable employees who
inaccurate or unfair). They must have

Employee acce
adequate feedback on their performance. If per

=8

cannot per
the results of their appraisal allows them t

disagree with the evaluation, they can even challenge

i Dueprocess: It follows then that formal procedures sh

disagree with appraisal results (which are considered to be or W
the means for pursuing their grievances and having them addressed objectively.

1d be used primarily to develop employees as valuable resources. Oqu
g results When ma sesitasa whip or failsto understand 1ts

Performance appraisal shou
not which form © is used (Mathis and Jackson).

f-.heQ it would show promisin
limitations, it fails. The key is

rformance. The past
if the job to be
layed in the
b after his
ator of the

PEE{‘_ﬁal Appraisal

In .

PEr?OSL Indian organisations, P

mﬂﬁrmanee is considered & 800

Pa.stormed by the promotee i similar. Howe¢
may not be the same as the one(s) he 18 ¢ P therefore, may not

':‘a;nt:lt;er or promotion to a new position-
i lllt}' for a higher r ol |
must think of a ne'

To i
. "O0vercome this i organisaii
e e this inadequacy, .gto identify the

SEIVE ’t_,ential a;gpralsal;ind undertake higher res

basis of their past pe
cess. This could be true,
ever, 1IN actual pruclicc, the mh.:s that a ?ersazx P

e is assigned & different Jo
be a good indic

d pctential appraisal. The
to occupy higher position
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