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Introduction

The success of failure of an appraisal system depe upon the skill of
the managers involved in its operation. The real e of appraisal is to
make people more effective in their jobs, but this canno®be achieved by
systems and paperwork alone. It is the com icatign process that takes
place in the appraisal interview that transf Wstem into an active,
constructive activity and therefore one whic ts both the individual
and the organization.

The Appraisal Interview is a critical
manager and managed, however freq

2 the working lives @f both
t is carried out. F

s
it provides the opportunity to leatn how their staff feel about rk
and what can be done both to impheve their perfomance a their
motivation. For the managed pportunity to lear what is

to be done differently and
done.

ortantly to learn h uld be

The skill required in all too often

y is of a high level
managers are introd tion that, because

‘N e deep end, on th

they are managers, thegywill automatically ha required. The
result may be di or themselves or théir s dinates. An
unskilfully han@led appraisal interview m e harm than good.
This is why t g AW appraisal intervigwi s is so important in

initiating, ifig or developing a & stems and it is towards
this aspe ¥s video is directed.



Purpose of the video

‘Appraisal Skills’ is produced to demonstrate how s
situation can produce positive results. Converse

have a negative or deleterious effect. It focuses particul

l in the interview

ack of skill can

y upon the

y, the skilful use

benefits of structuring the interview in a pur ful
of a range of question types and the need tafpro clear, concise

action.
ing the employee’s
commitment to that action rather than me iance.

It also deals with the important question




Synopsis

The opening shots show John Benham at home on morning of his
appraisal interview. From this we learn that Joh is share of money
worries and this leads to a discussion with his wife on¢he importance of

his forthcoming interview. Promotion could sglve their financial problems
but John is also concerned about his runni ith the marketin
i

department and whether his boss will see h of view.
oblem on the prod

ith one of his supervisors. On

boss, Harold Mayhew
enters and is clearly%in a
hes straight into @v sal with

Arriving at the plant John has an immedia
line and we see him in heated alterc:
return to his office John has a call fron
him that he is ready to see him.

Harold is on the telephone w
serious operational proble
little thought or preparati
the interview is closed a
when he started.

. middle the telepho again and
ly leaving john in a worse on than

The presenter appea Nses the interview to e importance of
getting the enviropmenfiand atmosphere right as the need for
proper preparatien clear understandi purpose on both sides.
Next we see gondfattempt at openin iew which, whilst an
improveme rst, is still not sudge d we are taken back
through i esenter to see what t Wrong. In the next scene
Harold ac s a much more satis sult with a clear
under ing%f purpose and a da comprising the points John
wan iscuss, including his , t@which Harold adds that he
would lik€gto hear John's tho S t his supervisors.

nter now discuss cture of an appraisal interview using

enda built up. Harold mbark on the middle part. This will consist
the agenda items each having a beginning, middle and ending of its

own.

1cs to illustrate the ncepts of an opening, middle and
D . Having achieve ening with the purpose clarified and an



In the next scene Harold starts on John's stock level problem but things
do not go well for them as Harold first puts John on the defensive and
then solves the wrong problem. John complies reluctantly with Harold’s
solution. The presenter takes us back over the scene then Harold tries
again. This time the result is much better and Harold, by skilful
questions, gets John to reveal that the problem stems from the objectives
that were set him at his first appraisal. Harold gets John to think through
the problem and suggest a solution.

Harold then tackles the problem that has been worryingthim, that of
John's relationship with his supervisors whic

e feels has been
deteriorating. His first attempt at meeting thi fails, leaving John
angry at his supervisors for talking behind h . In his second 3

attempt Harold elicits from John that, in eet his producti
targets, he has taken back the supervi onsibility for quality. Jo

recognizes that he could have gone a ore tactfully and pgopose
meeting the supervisors and explaini ituation. Harold WO
question John as to exactly how i it

Having cleared away the pres
John’s future. He hears Johnj

s and gets him to

thinking into providing eviflen t he can in fact do & job.
Finally the presenter inir he ending, emphasigi
summarize action rimposed and then e inforcing

15€e confident of the he first scene

urse of action previously
mmarizing. Harold
r which John’s

sa
success, leaving the appra
Harold does the s ing himself and in
from John that h#is not Very committed to gie
agreed. The s rgpeated, this time wj
1 re is further disc \
ed.

picks up th

Finally nter reiterates the galie ints and stresses the benefits
of ski praisal to the organisdtiofi’as a whole.

Suggested Uses

commitme
1deo has four princi

s reinforcement t al training course or workshop on
Q appraisal skills.
As a discussion_mediumYor a ‘mini’ training session.
3)
(4)

As a ‘refreshe trained appraisers before carrying out appraisals.
As a means ng the importance of training, e.g. on the

introducti ppraisal system.
Suggested Tra ercises
In all ins s the learning can be enhanced by tutored discussion. There
are 3 sugges iscussion options:-



Option 1 for use with (1), (2) & (3) above
Option 2 for use with (2) & (3)
Option 3 for use with (3) & (4)

Whichever option is used it is important to preview the video, make notes
on the particular aspects you want to emphasize and consider the

implications to your organization’s appraisal system. Make notes of the
counter numbers on the video recorder at the pointit which you are

going to cut it.




Option 1 (2% hours)

Play the video and cut it immediately after the first {@bortive) interview
and before the presenter appears.

this, but probably

M participants ti

Harold wasn't prepared.
He had not got the environment right} erruptions — coff

telephone.

Explain that few interviews could be as bad
everyone has experienced at least one of th
tell you some of them.

{

There was no shared understa the purpose of theg

Harold uses the emotive
problems John’). This p

ems’ (‘It seems you
the defensive.

P
Harold was not prep \1 ten to John’s side ry.

Because of the s time John could ve gin to raise the
question of hisftture.

In fact und e mstances Harold \ ver have started the
interview id was to make mattergworse.

Make klist together for ‘pre

Write up gestions on a flip d your own if necessary.

eck appraisee’s job de any changes?

last year’'s appraj jectives.
hat points do you cuss? — critical incidents?
idence?

What will he/she want iscuss — likely hang-ups?
Any delicate ar what questions will open them up effectively?
e What new obj uld you like to set?




Have you set sufficient time aside?
Will you be free of interruption? — your office or elsewhere?

o How are you both going to sit? Remember your desk represents a
barrier and a symbol of your authority — do you want this?

e Have you warned your secretary/switchboard no telephone calls?

Finally, remind them that things do not always turn out as planned. You
may get fresh information during the interview whigh may mean changing
your mind.

Explain that we are now going to see two examples of opening an

interview.

Play the video and cut after- é

Presenter: It’s going wrong for John pbvious, and he knows it, b
what is not so obvious is oing wrong for Haro, W
doesn’t know it

Get them to tell you why it’s ong.
r

Harold has forgotten the he has started to te @ ather than
help him. More importa s got it all written do t's going to
be very difficult for hi e his mind.

x}

Many appraisal syste

t

ire the form to b rst — how can

you get round thi ht be a good idea t interview, then fill

in the form whi hould contain no surprigésgvhen the appraisee sees it.

Start the vid to

John: I krtow, that's why I cutSiock¥evels to 90% . . . there was
of knowing that ould be 50% up on last

Haro@es but surely last ye emisis were over stocked from the

revious year: did m allowances for that John? John, it
mustn’t happen must keep stock levels to an
adequate level eiter get together with marketing every

O month and infg

time to review off take against target . .. on
'd better be involved to make quite sure that

5 identified the problem. got the information. given
vlution and he’s going off to action it; nothing wrong
... oris there?



He assumed that the problem was simply a question of too low stock
levels.

He assumed the information he had from elsewhere was all there was
worth knowing.

He assumed that the solution he imposed was with John’'s approval
instead of compliance — ‘Well alright — if you say so

Harold wasn't listening ‘Yes but . .’
S

Harold:  Let’s recap. The stock reducti e might have
contributed; your decision jodW@se to 90% contributed bu

so did marketing by not u earlier warning. What
you’re suggesting is fine 10 it in future. Brin
date when you've seegymarketing — end of the mont

John: Yes — fine ... end o ou in a
spot.

nth, and I'm sorrC
There is every indicatio itment because John has"stiggested the
solution himself. We a more committed to own plan than to
someone else’s.
Harold has set a ime for the action.

Most importa as learned from K sion and does not feel

Start the video — play to

punished.

In the n e Harold deals wit g even more difficult, that is
the se question of relations .
Start the Video — play to
Hold on John, do off the deep end. it was only a casual
remark. Just t bé“@bit more tactful in the future. after all
Q you can't ris tting those guys can you?

ite comments.

Harold was appea o criticize . . . ‘they seem to be slipping a bit". This
caused an im ensive reaction.

He had no ‘ch, only gossip which he assumed was fact.

Ask for sttions on how Harold might introduce this question in a

value-free wa

[o2]



Start the video — play to

Presenter: This is the second time that Harold has gone through the
whole range of useful questions. Open question, probes,
reflectives and closed. Then he checks and considers the
information, finally producing clear and concise action.

If you want to emphasize the need to ask question a value free way
ask participants to re-frame the following questi

Was it time pressure or cost that governed ch'ion? (What factors

governed your decision?)

I assume you checked it out fully with
(To what extent did you check it out w

Couldn’t you have been more tactful
(Can you think of a different approac

might have used?) EV
(Why did you choose to do j w 'v’) .

I suppose you did it that way

I've had a bad time fro eting over your failure to .
(Tell me what happen )
I don’t think it was v to tell Smith

(How did Smith now about it?)
Tell them Ha smow cleared the gr orghiscussing John’s
future.

It a s

This is a a to discuss at apprai ince you may have very
little dire ce. However it is i oncern to the subject and you
must that you are oftenghe onlyink the subject has got into

the ation’s promotion netio
Discuss a strategy for Harol op¥in this instance.
% video - play to
n: Of course I a promotion; and if I don’t get it I'm not the
g to be disappointed, but I hope it won't
etween us?

Harold: ourse it won't. Personally I'd be sorry to see you

Invite co e

He listene then checked out his understanding.



He got him to redirect his thinking — He checked to see whether John had
fallen into the trap of thinking that because he was doing his present job
successfully it automatically meant he could do a larger job equally well.
John needs to consider his capacity to do the bigger job, not past
assessments.

He checked out the very important question of whagwould happen if
John did not get promotion. It is very easy to raise eXpectations and store

up trouble if they are not realized.

Tell them we now come to endings. V
Ask them to suggest how the end shouldéured.
Start the video — play to

John: Yes, I'm going to need the

Harold:  OK I'll draft out th

appraisal wa

Invite comments. \
Harold has misseAhn does not seem e mitted to the
g to

point about talki SUPErvisors.

Start the vi o the end. \

Ask for s s on how to fill il&l as a result of the interview.
Use tQussion Notes at Opti propriate.



Option 2 (1% hours)

Play the video through to the end of the third opens.
Harold:  Stock levels were top of your list so let's s with those . ..
ew?
ance first, so he w
ems frankly. In the fi

Ask how did the last opening differ from th

e He picked on the good points of John.
receptive and more likely to discuss

John’ and ‘T had a rough time from
o He cleared the purpose, not to te
any of the things that are of
objectives and your perfor,

e He asked John what h

to talk about first @ e could see
how the land lay.

e He signalled that h rsf6od the importanceéjjohn attached to his
future.

e He was going to fill i form afterwards: i ond interview he
had it all writ n so he would find j t to change his
mind.

Now carry e video and watc N} es dealing with stock
levels. C re-run of the second‘interview.
n

John: ... end of the mo sorry if I put you in a spot.

Clarify ecessary the various types:-

— Tell me about . ..

— How many ...

ES — What exactl
FLECTIVE — Your fu

?

hey'say ...?
L7

In the next sectio is going to tackle John about his relationships




with his supervisors which he feels are slipping. This is a problem of
changing behaviour.

Ask for suggestions about how he should handle it.

Play the next section to the end of the discussion, including the
presenter’s analysis and reiteration of the ‘funnel’.

Harold is now going to discuss John’s future. A

Ask if this should be part of the appraisal in

N.B. It is important to make the point thati ubject wants to disc&s

it he or she must not be fobbed off — it m e of vital concern to

her.

Play the next scene to the end of theQ section — V

. Personally I'd be sor@ou go
ighted.

genda points. O

Ask how would parti ucture the endin
After discussion the remainder of the vi

Use the Discus$io es at the end of O

Harold:  No John of course i
but for your sake I

Now we have finished al




Option 3 (1 hour)

Play the video through then hold a discussion on tHg implications.
Points for promoting discussion

Should we interview at all? — Is the apprai WW important?

Individuals need to know how they are , what they can

improve and to discuss how they can i Furthermore they v
what their boss thinks of them. Q
How does the purpose depicted in the o match our organi y

system?

To improve the subject’s ca to do his or her job b,

performance objectively, agree tions and objectiv

and determining trainin deyelopment needs.
€ heck Job

licate areas — strategy.

mg
future

Description. la
sufficient tim list at Option 1).

The video gnal e point that Harold E%rst on John’s good points

Prai en precisely will let jéctsdenow that their work is

appreci . If they do not feel d they will be more likely to
diseuss improvements. If the aiser picks on the weak points first the
ely to reveal true information.

lly viewed cynically at best.

deral, unspecified prai
en should the form be d in?

fter or even duri interview. If the form is filled in first it will

13



indicate to the subject that the appraiser has already made up his or her
mind. It also precludes the appraiser from changing the assessment if
fresh information comes to light.

To what extent should future career prospects be discussed?

This depends very much on the organization’s procedures but often the
manager has very little direct influence. However th@lquestion must not be
‘ducked’ if the subordinate wants to discuss it. ager may be the
only link with the career development system.

What part should salary play in the intervi

come of the intervi

As little as possible! If a salary increase
g ill be evaluating the

the subject will be preoccupied with
comments and discussion from this ¢ y. This means thatghe
interview could become a negotiation tions agreed on ggtr

basis.
What should be done after th&w?
Fill the form in, let the s se and invite commen et and

review dates should be ap@ followed up, any graining needs
actioned.

14



