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Lecture — 06
Understanding performance planning

So, welcome to the second week lecture. Now, we are going to discuss here this lecture
that is lecture 6 is that how we can understand related things related to performance
planning. So, when I am talking about performance planning, basically, we are going to
discuss that how we are going to plan the performance, the way issues related to
performance planning what are the role of various stakeholders and how do we go about

it.

So, that you are able to manage performance very well. Now as we have discussed earlier
that when we are talking about performance planning process that once you are able to
decide the prerequisites based on organizational goals and objectives and also the
knowledge of the job you move to the next stage and this next stage is related to planning
that you need to plan about the performance, you also need to discuss about the
development plan that we have discussed and we also talked about the role of employees

in the process and the supervisors.

So, you can see that everyone e most of the people who are going to be involved whether
it is superiors or the management or the head of the department each one of them is going
to be involved in the process of employee this employee development now what we are
going to discuss is that what role they have in performance planning. So, first we will try
to understand, what is performance planning, then we will discuss the role of stakeholders

and then we will talk about some of the issues related to performance planning.
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Understanding performance planning

* Performance planning is the first step of performance
management.

* To determine what and how a job is to be done so that both
the employee and his superior understand each other
expectations

* It flows from organizational or unit objectives and is
undertaken jointly by the employee and his superior
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So, if you remember, the performance planning management process it is the first step in
the performance management. So, performance planning is the first stage right. Now
when we are going to plan about the performance, basically, the idea is that you have to

see that how you are going to do a job right and what you are going to do.

So, once you decide about what is to be done and how it is to be done. So, that you and
your supervisor understand each other expectations and it is the part of the performance
planning process. So, when you are going to plan the performance you should know what
is expected from you as a subordinate by the supervisor and supervisor also
communicates, its expectations to the subordinate and not only that, but he also
communicates what is expected and how the job will be done. So, this is the part of the
performance planning and it is starts with the organization then you move to the unit and
then to the individual. So, the line is from the organization to unit and then from unit to

the employees, right.
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Who are involved in performance planning
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So, now if you look at this who are involved in this process ok. So, you can see three
major stakeholders the hr department supervisors of that particular person subordinate or
that is the staff and also the head of the department. So, you can see all three are going to
be involved in a triangular relationship and that is supported by the head of the
department. So, suppose you are going to plan the performance of a recruitment manager

or a and say welfare officer in the hr department.

So, you have to see that the staff is the welfare assistant supervisor is the welfare officer
the head of the department the general manager hr and then also that HRD head is also
involved. So, all these process in this process, you will find that everybody is going to be
involved. So, when you are going to plan about the performance, you need to ensure that
everyone is involved in the process right because if you are not going to involve them

later on.
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Supervisor’s Role
* Thorough understanding of the work involved - the critical
functions & KRA's.
* Review the job description (accurate & up to date information)

* Know what constitutes “successful performance” in the core
competencies & effectively communicate this to ees.

* Identify priority areas & communicate to the ees.
¢+ Communicate: employee’s work - unit’s goals

¢ Ask the ees what kind of support needed (in terms of information,
resources, tools, training and supervision).

* Provide the needed support
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There could be issues related to development right now 2 major stakeholders in this
performance planning is the supervisor and the employees, right. So, what is the role of
the supervisor in the process or performance planning since supervisor is going to direct
guide control the behavior of the employees and he is going to be in constant touch and

direct touch with the employees he has a major role to play in the process?

So, he has to understand the work that is to be performed by the employees, right. So, he
must have a very good understanding of the job that the employees is going to do right he
must also know what are the critical functions and what are the KRAs you remember you
just talked about KPs or identifying the key performance areas or key result areas which
could be critical. So, the supervisor must understand that what are the medical functions
or KRAs which is going to contribute to the performance of the employees right and he is
going to see that it is going to include things which is a part of the job description because
job description actually tells you or gives you data about the duties and responsibilities

right.

So, since the input is coming from job description, supervisor is supposed to know
whether the job description that is available for the employees is accurate or not or
weather updated information is provided whether there is a role clarity whether the

employees know what is expected of them or not whether the job is mating matching with



the individual or not in terms of his knowledge and skill base.

So, he supposed to review the job discuss description and also job specification to ensure
that job is matching with the employees and weather the employees have all the
information related to the job including its expectations how it is to be done because that
is part of the job description and if it is not available then clarity will not be there. So, in
order to have more clarity related to job in terms of duties and responsibilities, the
supervisor supposed to review it on a regular basis and provide it updated information;
what is supposed to be done in a given job because sometimes you know the job
description keep on changing if there is change in the role or there is a re structuring. So,
sizes goes on. So, there are lot of changes which happens because of these exercises in

the job of an individual.

So, whenever there is any change in the job description it must be communicated it must
make sure that it is updated and this is the responsibility of a supervisor to keep abreast of
updated information related to the job that a person has to perform because it is going to
contribute to this result areas right the next thing is that he must know; what is what does
it mean to say successful performance especially related to the core competence and this
has to be communicated to the employees it is very very important that employees are
communicated that these are the competencies which is required for effective

performance.

And that is why he need to match the job description and job specification next area is
that as I told you that you need to identify the priority areas as I told you; that means, you
are able to identify KPs, then you go for giving relative weightage to each of these areas,
which what at the areas which needs more attention which contributes more performance.
So, that is to be antified. So, once this this weightage you are able to identify the priority
areas you have to communicate it to the people or the employees. So, that they know this
is what you are supposed to do these are the p priority areas related to your KPs and this
is the weightage and then you need to work on the basis of this now this is to be
communicated with the employees and you also need to tell him that how your work

contributes to the goals and objectives of the department.

And then supervisor is also supposed to provide all kind of support and resources in terms



of information on resources tools training supervisor because as a supervisor you are
going to lead guide and control the behavior of the employees, but this is not enough, but
you also need to act as a resource person you need to see that whatever resources in
terms of infrastructure tools equipments that is required by the employees is available. So,
you are supposed to provide all the support which is required to facilitate it effective

performance from the employees.

So, now, you can see that supervisor has a big role undoes this. So, they must understand;
what are the KPs which are critical right whether the job description job specification is
matching or not; what are the areas which is important how it is contributing to our
individual sorry group performance or the unit performance and then they are supposed to

provide all the needed support to the employees so that he is able to perform well.
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Employee’s Role

* Have a thorough understanding of the work involved - the critical
functions & the key tasks.

* Make a cross check through the job description to ensure that
information is accurate and up to date.

* Understand what constitutes “successful performance” of the core
competencies.

* Understand: employee’s work = unit’s go.
¢ Ask questions to clarify information.

* Ask for needed support.

* Do the things in committed manner
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Now, it is not only this responsibility of the supervisor. Similarly, you can see that
employees are also a stakeholder in the process because ultimately the job is to be
performed by the employees. So, they must also understand what are the duties and
responsibilities in terms of the critical functions and the key task that they have to perform
right for example, I have taken the example of hr manager or a faculty and we identified
the critical functions and for each of these critical functions what are the key activities that

they have to do.



So, this must be understood by the employees as well because unless and employees
understand it they will not be able to contribute to the performance. So, it is important
that they have a good understanding of what they are going to do, right, then whatever
job description is given to them they should cross check it with the managers to ensure

that it is accurate and it is updated.

So, the responsibility of providing an accurate job description and information is of
supervisor, but cross checking it with the manager helps this employee to understand a
clarify this is what I am supposed to do as a part of my job right and they should also
understand what do what does it mean to say successful performance. So, that they know
if they are going to do these things using these competencies, it would contribute to their
performance. So, they must also understand as should be communicated that how their
work is contributing to organizational performance because it also give them a sense of
pride and they would be happy by knowing that in what way their contribution is helping
the organization to grow and develop through the departments right and if there are
having any issues any problems they should must ask questions to their supervisor

because the responsibility of the supervisor to provide all kind of support.

So, whenever they need any support they must ask for it is there is any issue if there is
something that is not clear to them in terms of roles and responsibilities in terms of tasks
in terms of targets then they must go to the supervisor and ask these questions that how it
is to be done and that would probably help them to become to the job that they are going
to do. So, they must get engaged with the job in a proper way and if they are
understanding all these issues probably it would help them to contribute to the job and

also the results.
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Planning for effective performance

* |t provides a structured approach to the attainment of the
desired level of performance for both individuals and teams

* Performance planning should occur as:
-An Initial Performance Plan
-A Performance Improvement Plan
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So, now what we have discussed is related to what you call; what you call the role of the
supervisor and the employees in the process now what we are going to discuss is that
when you are going to plan for effective performance what does it mean it means that you
are going to is a very standard structure process to achieve the desired level of
performance for both the individuals for the team depending upon whether you are going

to plan it for individual or whether you are going to plan it for the team right.

So, any kind of performance plan should occur at 2 levels, first you have an initial
performance plan in the beginning this is what he need to achieve and then based on the
performance you are going to have a improvement plan. So, performance planning may
occur at 2 level. So, first is your performance plan which is basically nothing else, but
initial performance that is where the supervisor and subordinate discuss about the
performance and then they try to achieve it after the performance is assume, then you are
going to talk about the improvement plan that is related to what we call the development

plan.
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The role of a performance plan

* Development of a performance plan happens at the
beginning of the performance cycle or on
commencement in a new role

* It's an opportunity to set the scene and plan by
discussing and agreeing:
-outputs, projects and deliverables — what you are going to do

L5 conduct and behaviour - how you are going to do it
- knowledge and skills - that you need to do on the job.
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So, will discuss both these initial performance plan and performance improvement plan,
but before that we talk about the role of a performance plan what is the role why we want
to have a per plan for the performance. So, the development of a performance plan
happens at the beginning of the performance cycle right. So, we at the first stage as I told
you that you are going to plan the performance or when you are going to take up a new

role there are also you are going to plan the performance.

So, here you are going to set the scene and discuss the plan by agreeing on certain things
that is what output projects and deliverables are and what you are going to do basically.
So, as a part of the initial performance plan, you are supposed to agree through discussion
related to the deliverables that is part of your result what kind of productivity or output is
supposed to be done and what kind of projects you are going to be complete depending
upon the nature of the job that you are going to do next what how you are going to do it;
it means how what are the conduct and behavior what are the processes that you are
going to adopt to achieve those outputs and deliveries deliverables right and finally, what
kind of knowledge and skill base that is required that you need to do on job. So, as a part
of the performance plan, you need to discuss these issues. So, that it is clear to you that

this is my performance plan.



(Refer Slide Time: 14:48)

‘EPL L AHL L EN

Initial Performance Plan

* AnInitial Performance Plan is a detailed plan for either an individual or a
team and is used to:

-identify the desired performance levels
-Identify how these performance levels will be achieved
-Provide guidance and direction

-Measure progress towards the desired performance levels
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So, in what happens initially; it is a detailed plan a specific plan where you do certain
things like at the first stage you identify the desired performance level for example, as a
student if you are doing a course and you want to perform well. So, your initial
performance plan if you look at it, it could be like what is the performance level that you
want to achieve. So, for example, you want to achieve a grade whether you want to

achieve b grade or ¢ grade, what is our; because accordingly you are going to work.

So, you need to identify what is the desired level of performance. So, and you need to
identify them right. So, suppose you say that you want to achieve a grade in the course
that you are doing. So, as a part of the initial performance plan with the discussion you
are going to set this that I want to achieve a grade. So, that is the desired performance
level in a particular course now the next stage you are going to identify how these
performance level will be achieved. So, you also need to identify those activities which
you are going to carry out in terms of your conduct and we have here through which you
are going to achieve this level. So, how are going to achieve this level of performance in
terms of our conductance behavior. So, regularly attending classes that is one listening to
the faculty whatever he is teaching taking up all the assignments being punctual readings

all the assignments that is given performing well on the exam.

So, all this could be part of what you call the process through which you are going to



achieve this. So, it is not only that you are going to identify the goal, but you also need to
work. So, you need to identify those conducts and behavior which is expected by you to
do in order to reach that performance level; say for regular; if you are doing everything as
per the schedule probably you would be able to achieve that performance level and
achieve that is desired weight right then in the process do you require any feedback any
guidance. So, whether you need the help of the faculty right whether you need the help of
your peers. So, if you require it then you can ask for the support because support is

always required ok.

So, you can go to the faculty if you have any questions if you want to clarify certain
things you can discuss with your peer groups right, they can provide you help and
direction or if it is not clear to you then you can visit your faculty you can take
appointment with him you can discuss with him that how it is to be done. So, so in the
process what will happen the faculty would be able to tell these are the things that you
need to do in order to achieve the desired level of performance then as a part of this initial
performance plan you also need to see that at the end of that you have a criteria for
evaluation and measure it on a regular basis. So, for example, as a student you are going

to write a number of assignments.

So, see that from assign more assignment one to assignment 2 whether you have made
any progress from assignment 2 to assignment three what progress you have made
suppose you are given a test one. So, what is your score then you look at your second
test whether you have improved or not and if you have not improved then what needs to
be done. So, you need to measure the progress on a regular basis to ensure that you are
able to achieve the desired performance level otherwise what will happen if you are not
given feedback and do not ask for support and you do not work on it probably you will

not be able to achieve the desired level of goal that is required by you.
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Initial Performance Plan

* AnInitial Performance Plan is a detailed plan for either an individual or a
team and is used to:

-identify the desired performance levels
-Identify how these performance levels will be achieved
-Provide guidance and direction

-Measure progress towards the desired performance levels
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So, what is the format of a performance plan, ok? So, it includes the following thing like
specific goals for development measures actions that is required to achieve the goal and

how long goals will take to achieve. So, let us take an example here.
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So, suppose you are going to have a format for performance plan. So, first you have a



goal suppose for a student you say that you want to achieve a grade then you identify the
behaviors like being regular in the class assignments projects reading that is required. So,
all these activities as a part of your behavior that you are going to do; this goal has to be
very specific and for a course the time frame is say suppose 4 months within which you
have to do it goal that is to be achieved right then you also say that what kind of support
that is needed support from the faculty.

So, you ask for it then feedback you get feedback at regular intervals and then finally, you
are going to measure it when you are going to measure you know that you have a sorry
suppose you got a grade it means that you have a success you had a successful
performance plan and you have been able to achieve the desired level of performance, but
suppose if it is not a, but if it is b it means that there are some issues somewhere
something went wrong either you did not set a realistic goal based upon your knowledge
and skill based because it is very very important then when you are going to set the goal
related to the performance you have to be very very clear and where you are going to
discuss it with the supervisor make sure that the goals are set in a realistic manner which
could be achieved within a given time frame depending upon the level of competency is
that you have and then you also engaged in those productive behavior which is going to

help you to achieve this.

So, you need to engage in these kind of activities which will help you to achieve this
grade and then whatever support is required you get it get go for regular feedback. So,
for every assignment after every assignment after every test you try to find out what is
what went wrong or what was good, that you can take certain corrective actions and
finally, you are going to measure your performance in order to see that you are able to

achieve the desired level of performance right. Now we are moving to the next part.
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Performance Improvement Plan

* Collate the information regarding poor performance

] * This information may be in the form of feedback, customer complaints,
error rates, statistics and/or informal observation.

* Meet with the relevant team member(s) and discuss the issues

*  During this meeting you will need to discuss the deficiency or
inappropriate behaviour and identify the causes.

* Develop a Performance Improvement Plan to provide an outline of what is
required by both the individual and their Manager

* Follow up
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That is performance improvement plan. So, once you have initial performance plan now
what next. So, in performance improvement plan what you are going to do is that you are
going to collect collate all the information regarding the kind of performance that you
have achieved suppose you have been expecting a grade than you have got b grade. So,
try to identify what went wrong. So, collect all the information related to this poor
performance like getting feedback say for an employee it could from the customer

complaints or for a quality engineers say production manager what is the error rates.

So, you can get this feedback in different form depending upon the nature of the job right
then you mean the relevant team members and discuss the issues that why did not happen.
So, you go for a performance analysis that will take up later, but in performance analysis
you try to analyze the causes of poor performance right and you also see that what were
the deficiencies inappropriate behavior and that need to be identified for example, did you
engage in regular attendance of the classes did you write all the assignments did were you
serious to read all the elements that has been given to you did you go through text books
properly right did you appear in the test properly did you prepare well for the exam or
not. So, what went wrong? So, you need to identify inappropriate behavior to identify the

cause which may lead to deficiency ok.

So, as a part of the performance plan you must get feedback to ensure that you are able to



take certain corrective actions and based on that as I have stated early that you need to
develop a performance improvement plan; see, it is different from what we had discussed
early the performance development plan here the idea is that how you can improve upon
your existing prof performance, right. So, again you get back to the basics when you are
going to set the goal look at your competencies look your knowledge and skill base look
at what you are going to do and whether it is matching or not and accordingly you are
going to set the goals right and then you see that what is supposed to be done by you as
well as manager in terms of achieving those goals and targets, what kind of competencies
would be required if it is not there, then whether you need some interventions in terms of
learning and developments for improving or behavior and performance, that you could

meet the performance expectations, right.

So, it is also a part of what you call the performance improvement plan. So, it is going to
provide an outline of it is required by both the individual and the manager in the next
cycle. So, that you are able to improve the performance right and finally, you are going to
follow it up through feed back through monitoring through looking at the progress that
you made at regular intervals you need to ensure that whether you are on the right path or

not and that is going to again help you to improve your performance on a regular basis.
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What a Performance Improvement Plan should convey

* The area of performance that requires improvement or development
* The action(s) to be taken

* Any parties required to assist in the achievement of the set actions

* The timeframe for achieving each action

* How performance improvement will be reviewed

* When performance improvement will be evaluated
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So, what does it should convey? So, if you are talking about the performance



improvement plan it should convey certain things right what is its improvements are that
that that you want to happen what kind of actions you need to take in order to improve
your performance for example, suppose you have got b grades instead of a though you
wanted to have a grade. So, may be next time when you are going to take up this course

or another course.

So, you need to decide about the actions that you are going to take up. So, that as a part
of the strategy you have to think about those conducts and behavior which would be
required by you to achieve that level of performance right and what kind of assistance
would be required from different parties it could be supervisors it could be friends it could
be others right other sources of information which is going to assist you to get that
desired results and then you also need also to identify the time frame for achieving these
results, right and how this performance is going to be reviewed. Once you have a
performance improvement plan you have the time frame you have an objectives of set for
yourself then you see that whether this performance improvement is to be reviewed and

see that weather you have been able to able to reach to that level or not.

And then your manager going is going to evaluate that whether your performance has
really improved compared to the last cycle or not and if there is a significant a mark
difference then he can say yes there is a improvement in the performance due to this

performance improvement plan not it is different from the performance development plan.
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Performance Planning

Dialogue
This is where you discuss. /' -‘\ As a regular part of work,

expectations and set discuss progress, achieve-
goals. ments and issues.

/

I

This is where you review
progress and assess your

performance. \

This is where you check
and review your progress.

/' Performance -

P

Continuous
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Now, in aggregate basically this is what you call the performance planning right now if
you look at this performance planning the dialogue that happens is that; so, what where
we have discussed related to performance planning is conveyed here in this picture you
can say the first level you are going to agree with what agree with your supervisor on the
targets that is to be achieved make sure that it is realistic and that could be achieved in a
given time frame right then you are going to carry out certain behaviors and conducts and
after this behavior is conducted then you are going to review it, right, in the review or you
want to see how well you are doing right then ultimately you assess your performance

whether you have been able to achieve it or not.

So, at the first level what you do you discuss your expectations and set the goals with the
help of the supervisor right start with and then you have a dialogue that yes this is what I
need to achieve as a part of my job then when you are going for review what you are
going to do we are going to see whether you have been able to make significant progress
or not. So, you go for checking and review your progress to ensure that yes you are in the
right track and then you go for assessment in assessment you see whether you have been
able to achieve the desired level of performance or not and it say if you look at it shows it

is a continuous cycle it means this process goes on.

So, next time when you are going to plan your performance you go through the same



cycle. So, based on the feedback from the previous cycle you try to ensure that next time

you are able to manage your performance very well.
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Benefits of Performance Planning

EMPLOYEE WORKS TOWARDS
ORGANIZATION GOALS

REWARD

A Y4

ORGANIZATION 6
TO EMPLOYEES

o AL\/
ORGANIZATION GOALS

Y ACHIEVED & EMPLOYEE IS
REWARDED
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And finally, if you are able to manage your performance very well you can see what
happens this is the benefit of the performance planning; if so, if you are able to perform
well what happens you contribute to the goals of the organizations right and it becomes a
habit a right routine. So, if you are performing well this would result in good reward for
you right. So, performance to be linked with the reward, as a point your performance
planning you need to ensure that people who are performing very well and contributing to

the goals and objectives of the organization are rewarded well right.

Then this is going to help the organization to identify those employees who are
consistently performing well and organization is going to provide a queue or signal to
them to go for this kind of thing on a regular basis. So, that this kind of habits get

strengthened and they make it as a part of the routine and then again this rewarded.

So, it becomes a cycle you keep on performing well consistently you are being rewarded
and you grow in your profession and career and then organization is going to
communicate it on a regular basis that if you perform well you are going to be rewarded
well right and that is why if it is planned well, then it helps you to achieve the goals and
objectives and that is the first stage that we had discussed today.



Thank you very much.



