LO4. Be able to assess the work and development needs of individuals.

4.1. Explain the factors involved in planning the monitoring and assessment of work performance.

4.2. Factors involved in planning the monitoring and assessment of work performance.

4.3. Evaluate the success of the Assessment.
4.4. Explain ways to motivate staff to achieve objectives
4.1. Explain the factors involved in planning the monitoring and assessment of work performance.
Business pressures are ever-increasing and organizations are now required to become even more effective and efficient, execute better on business strategy, and do more with less to remain competitive.  This puts focus on the work process and improving efficiency in how it is carried out.                                                                                                                                         A work process is a series of steps or activities that use different organization resources (e.g., information, raw materials, human labor, machinery, supplies) to provide a product or service. When thinking about how work gets done in an organization, we usually focus on how people do their jobs and how each team and department gets the work done. 
Organizations are implementing innovative solutions to ensure that work processes deliver real results and improve business performance.  Managers use many assessment tools and processes to assess, improve and monitor work processes. 
What is Performance Assessment?

Performance assessment is a process that enables managers to assess, evaluate and measure employees’ efficiency in order to improve and optimize productivity.  It is an organized activity used by managers to obtain valid information about the performance of individuals, teams and departments and determine the factors that are affecting or may affect their performances.   To better understand (evaluate) what can or should change to improve individual and team ability to perform, managers can conduct these performance management assessments.
If there are different departments or teams in the organization, we don’t always recognize the ways in which they contribute to the different work processes of the organization. This often leads us to have an incomplete view of how work gets done in the organization and can cause us to be less efficient and less productive.

The Importance of Performance Assessments, Planning And Management

The primary reason to make sure performance assessment processes are functioning properly is to tighten the link between strategic business objectives and day-to-day actions. 
Effective goal setting (including timelines), combined with a method to track progress and identify obstacles, contributes to success and bottom line results. Regularly tracking progress against performance goals and objectives also provides the opportunity to recognize and reward employees for performance and exceptional effort, contributing to job satisfaction and productivity. 
Employees want to feel successful, to do well at their job and feel they are making a valuable contribution. In order to ensure this happens, employees need a clear understanding of individual goals and how they fit into the larger organization. 
New technology-based solutions offered can provide goal visibility across entire organizations, offer extensive reporting options and can reduce paperwork by as much as 90%.

Clear visibility, regular individual analysis, and company-wide employee appraisals help identify corporate competencies and skill gaps. With this valuable data in hand, companies can identify training and development plans.

When effectively implemented, performance management best practices result in a wide range of benefits for employees, managers and companies.
4.2. Factors involved in planning the monitoring and assessment of work performance.
Roles, Functions and Purpose of Performance Assessment
1. Effective Goal Setting.
2. Using effective Assessment tools to track progress, identify obstacles, and report results.

3. Aligning individual employee's day-to-day actions with what the business objectives.
4. Communicating and clearly defining the task and setting specific performance expectations for employees.
5. Documenting how individuals perform to support how they are compensated and career planning decisions.
6. Establishing focus for areas of staff competency and skills development and selecting learning activities.
7. Creating documentation for legal purposes, to support human resources decisions and reduce disputes.

Planning and delivering the assessment of the development needs of individuals.

Why is it important to assess and plan for the development needs of individuals in the workplace?

The goal of Performance Assessment process is to evaluate the staff and bring his/her competency levels in line with the productivity and efficiency targets that are required for the assigned task/job. The assessment enables the manager to: evaluate if he/she is meeting the required performance levels; to plan intervention strategies such as - training and learning exercises; improved compensations; promotion; recommendation for leadership roles; or if the assessment shows that the competency gap is too large for the interventions currently in place then the demotion or release of the staff.

Performance Assessment and Management helps businesses to make better decisions as it provides an important tool to understand the competencies and needs of each individual and to effectively plan his/her development.  
Performance Assessment is not only concerned with evaluating how the individual is performing but also how managers can better support the developmental needs of individual through feedback, training and learning exercises, compensation and other incentives and recognition for good performances.  
Performance Assessment is an evaluation or review of the job performance of individuals AND establishes areas where training may improve performance.  Knowing where staff strengths and weaknesses lie help managers to: 

(i) develop effective training plans to improve staff competency and skills and ultimately 

(ii) achieve the organization’s productivity target and goals.
A trained work-force provides the skills and expertise the business needs to achieve its goals and remain profitable and sustainable. Business pressures are ever-increasing and organizations are now required to become even more effective and efficient, execute better on business strategy, and do more with less in order to remain competitive.   People are the most productive factor that businesses have.  The quality of its workforce determines its ability to be profitable, competitive and sustainable. It is therefore critical to continuously assess and develop staff efficiency and productivity levels through training and learning exercises.

4.2. How to plan and deliver the assessment of the development needs of individuals
1. Set Effective Goals: set specific performance expectations for employees. This is what result he/she should produce at each point in the task.
2. Communication – clearly define and communicate the task and the expected results. 

3. Support - provide the staff with all the resources needed to work with and carry out his/her role effectively.

4. Work Review / Performance Assessment: use appropriate tools to assess how the staff is carrying out the assigned tasks. 
5. Documentation: Documenting the processes and results of the Assessment.

6. Feedback: Report the findings of the Assessment. Discuss with the staff the areas of weakness and strengths. Listen to the problems or challenges he/she faces.  Plan improvement strategies with the staff.
7. Training: Develop training and learning plans that are suitable to match the skills and competency development needs of the individual.
8. Monitor Staff Development:  To sustain improvements and to continuously retrain and retool the staff for more complex assignments ongoing and scheduled performance assessment and management of his/her work performance and personal development must take place.  This process of continuous evaluation will also help to determine suitable compensation packages based on the staff abilities and to assess readiness for promotion or leadership roles.
4.3. Evaluate the success of the Assessment.
1. Were the purposes of the Assessment clear? Assessments purpose and goals must be well defined and clearly communicated.
2. Were the methods used to conduct the Assessment valid? Use appropriate assessment methods that will achieve the objectives of conducting the assessment.
3. Were the Assessment processes and the instruments used to measure the staff reliable? Ensure the processes and tools used to plan, implement, and monitor the assessment are reliable in meeting the set objectives.
4. Was the Assessment methodology feasible? The methods used to conduct the assessment must be realistic and achievable in achieving the assessment goals.
5. Was the Assessment transparent to the employee? The process used to conduct the assessment must be clearly communicated and understood.
6. Did the Assessment process allow for feedback? Feedback is important to ensure that the staff understands his/her strengths and weakness and is engaged in the improvement and recommendation processes.
7. Did the overall assessment strategy employ a wide range of techniques and processes? Effective assess process should employ different techniques to evaluate, study and communicate the findings of the assessment. Technology is also available to conduct the study, and to analyse and compare, and report performance trends. 
8. Were the amounts of assessments appropriate? Assessment need to be an integral part of job design, not something to be bolted afterwards.  They must not just be an annual exercise but a routine process that is monitored, retooled and communicated. 
9. Was the Assessment free of bias? Bias can distort the results of the Assessment and invalidates the results. Bias may mean that incorrect information is entered or incorrect process is willingly used to distort the result in the favor of or against the staff.
BENEFITS! When effectively implemented, Performance Assessment best practices result in a wide range of benefits for employees, managers and companies.
	Organization-wide
	Supervisors / Managers
	Employees

	Savings
	Time Savings
	Clarification of Expectations

	Accuracy
	Reduced Conflicts
	Improved Self-assessment
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	Visible Accountability
	Improved Performance
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	Efficiency
	Career Paths

	Retention
	Consistency
	Job Satisfaction

	Communication
	Performance
	

	Performance
	
	


The Result of Poorly Planned or Poorly Structured Performance Assessment

1. If individual goals are not aligned with business strategy, then time and resources are wasted. 
2. Low employee engagement levels may mean that individuals are not performing at their best. 
3. Inconsistent evaluation criteria and rewards can lead to mistrust, lower productivity and higher attrition. 
4. If top performers see no differentiation in performance ratings, opportunities and compensation from underperformers, morale can suffer. 
5. Lack of documentation, visibility, and accountability can negatively affect stakeholders who are demanding more and more transparency. 
6. If accurate performance information is unavailable or difficult to access, training and development decisions along with project assignment decisions may not be made in the company's or the individual's best interests. 
7. An annual process will not adequately alert managers to problems in a timely manner. Last, but not least, a lack of proper documentation related to performance may result in legal issues. 
8. Management "buy-in" is equally important to the performance management process. If management does not understand the importance and value of the process, it can lead to consistently late or incomplete appraisals, mistrust, avoidance of performance discussions, and a lack of honest performance-related discussions. Often managers may feel unprepared to deliver quality feedback and oversee effective performance discussions.

4.4. Explain ways to motivate staff to achieve objectives
Many of the practices that support performance also positively impact job satisfaction, employee retention and loyalty. Recommended practices include:

· Write goals initially with the employee to get him/her more involved and invested in achieving them. Help him/her to narrow down each goal to specific objectives that are measurable. Define the time frame for completing the objectives.
· Deliver regular relevant job feedback. Meet with employees individually on a regular basis to evaluate where they are in reaching their goals. Provide suggestions for getting back on track if the employees are having difficulty. Adjust the details of the goals as necessary to make them more realistic.
· Set and communicate clear performance expectations and provide employees with the resources needed to meet the set goals. Provide the tools for employees to reach their goals. This might include training, informational tools or software programs to make the tasks easier.
· Link performance to compensation clearly and use a fair and consistent reward system. Use a recognition system to celebrate the employees who reach their goals. Announce the achievements, make a recognition bulletin board, publish the information in the company newsletter or offer a small incentive like a gift card to a local business.
· Identifying organizational career paths for employees. Pair up employees with similar career goals. The staff members may feed off one another for a push toward their objectives.
· Providing appropriate learning and development opportunities. This might include training, informational tools or software programs to make the tasks easier.
· Recognizing and rewarding top performers. Incentive schemes that recognize excellence is a good way to motivate staff to high output.
· Encourage creativity in employees to help them achieve goal objectives. Create a supportive work environment that promotes risk-taking while showing employees that you trust their talents and ideas. The ability to get innovative may motivate some employees to continue working toward their goals.
There are objectives that are to be met to ensure that the performance assessment undertaken is efficient and effective.  

-------------------------------------------

IMPORTANT!  Theories of Motivation are to be covered: see the syllabus for the two recommended.
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