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Welcome back, to the Fourth session, on Human Resources Management, part one. We talked 

about, what human resources is. We talked about jobs, job analysis. We talked about, the 

importance of job analysis and we talked about, recruitments and staffing.  

(Refer Slide Time: 00:49) 

 

Today, we will talk about, performance evaluation. And before that, we will have a little bit of 

discussion on, organizational socialization. What happens, when employees join an organization. 

So again, as always, I will share the sources, I have used with you.  

(Refer Slide Time: 01:05) 



 

There is this book by, Briscoe Schuler and Claus. There is a book by, Cascio. There is a paper 

by, Cleveland, Murphy and Williams. I suggest that, if you really want to know more about 

performance appraisal, you should go through this paper. It is a brilliantly written paper. It 

appeared in the journal of applied psychology, in 1989, still very relevant. Then, there is a book 

by, Gilmore and Williams, who are the editors of this book. And, different chapters have been 

written in the book, by different authors.  

 

There is this book by, Gomez-Mejia, Balkin, and Cardy. There is a paper by Gray, that talks 

about performance appraisals. There is a book by, Modaff and DeWine, on organizational 

communication. And, there is a paper by, O’Boyle. So these are the sources that, I will be 

referring to.  

(Refer Slide Time: 02:16) 

 

 

 

 

 

 

 

 



 

There is a book by, Dessler and Varkkey. That, I forgot to mention in the sources.  

 

The first thing, that employees go through, when they join an organization is, employee 

orientation and on-boarding. Now, on-boarding is a process, that provides new employees with 

the information, they need to function effectively in an organization. On-boarding means, you 

bring the employees on board. We bring the employees. We bring them in. We select them. We 

tell them, what to do. And, we help them, become familiar with the environment, they find 

themselves in.  

 

Purposes of on-boarding or orientation are, we make the new employee feel welcome, and part 

of the team. We make sure, the new employee has the basic information to function effectively. 

So, when the employee joins, we introduce the employee to other members of the organization. 

This should be done.  

 

In some organizations, especially those, that recruit people, that hire people on, hire consultants, 

and do not hire them in bulk, or that hire people one at a time, this process is not really 

happening there. So, this is important. Then, every new employee needs to know, where they can 

go to, find out more about their salary, about their benefits, about their emoluments, about 

accommodation, about health, about this and that. So, it is nice to have an orientation program.  

 



Then, another purpose of orienting employees is, to help the new employee, understand the 

organization in a broad sense. It is always nice to inform employees, about the history of an 

organization, about the vision and mission of the organization, and about where the organization 

might be headed.  

 

So, it is always important, because these things help the employee, develop an understanding of 

the organization. And also, figure out or gauge, where they might be fitting in. And, how they 

might be able to contribute to the best of their ability. And, how the organization, in turn will 

help them, achieve their personal goals.  

 

So, knowing where the organization has been situated, historically, socially, in the sector that, 

the organization functions in, who the competitors are, what we are moving towards, what are 

the kinds of challenges the organization faces. It really helps people, develop a bond with the 

newcomers, develop a bond with the organization. Then, starting the person on the process of 

becoming socialized, into the firm's culture, values, and ways of doing things.  

 

Now, when we say, we manage something, we are essentially referring to, how we take things 

from when we plan them, from when we want them to happen, to how we plan them, to how we 

take steps, to make sure that our goals are achieved to evaluating those steps. So, this cycle is 

very important. And, everybody has a different way of doing, the same thing.  

 

Everybody has a different way of something, as simple as, entering an office and settling down. 

Some people will come, and switch on the lights, switch on the computer, switch on their 

electronic devices. Immediately, check their emails first thing, and then move on to more orders 

of business. 

 

There are others, who will come in, and immediately open their calendars, to see what they need 

to do first. If they have a meeting, if they have a calendar, they will first look at the calendar. 

They may put away their things, they may have. They may bring in food, that they may put 

away, put into the, wherever they need to put their food. May need a cup of tea, before they start 

the day. Something, as simple as that.  



 

Now, moving on to more complicated, or more work related stuff, handling day-to-day business.  

Getting updates from their subordinates, is something, that people will do very differently.  

 

Some people will probably, want their subordinates to submit, something in writing to them. 

Others will probably, let the subordinates, know that, they have arrived in the office. And, call 

subordinates to their office, for a quick update on, how things have happened, or what has 

happened in the past several hours’. Doctors do this, who have patients in-house. The first order 

of business for them, is to go to the ward, and find out, how their patients have done, or how 

their patients have been, the previous night.  

 

So, it is very important. And, everybody has a different way. Every doctor has a different way of 

doing these things. So, it is very important, to bring people in, and let them know, what might be 

important in an organization. And then, get them started. And, help them align, their ways of 

doing things, with the way, the organization wants them to do things, or needs them to do things.  

(Refer Slide Time: 08:06) 

 

The orientation process can consist of, in some organizations, an employee handbook. It is a very 

essential, very helpful tool, to have. If you do not have one, I suggest that, when you join an 

organization, you should help them, develop a handbook. There could be informal orientation, 



which could be through get-togethers, outdoor activities, picnics, etcetera. And, there could be 

orientation technology. There could be online learning, about the organization, you come in.  

And, when you install a new program on your computer, the program itself takes you through, 

the first few steps. Sometimes, when you join an organization, especially in virtual organizations, 

or virtual teams, you are put through a process. You download the software. You download the 

program. And, the program guides you through the different steps, that you will need to follow, 

in order to become, a part of that organization. And do, what is required to be done. So, various 

ways in which orientation takes place. 

 (Refer Slide Time: 09:12) 

 

Let us talk a little bit about, organizational socialization. Various ways in which, new employees 

are integrated, into the organization, and made a part of the organizational milieu.  

(Refer Slide Time: 09:26) 



 

Some definitions of organizational socialization. Again, you are not required to memorize these, 

for your test or whatever. Evaluation will be happening, later on, in the course. I would just like 

you to understand these definitions. So, according to Van Maanen and Schein, the organizational 

socialization is a process by which, an individual acquires the social knowledge and skills, 

necessary to assume an organizational role.  

 

Bullis proposes that, it is a process through which, newcomers become organizational members 

includes newcomer acculturation, employee attitudes and behaviors, and the shaping of 

newcomers’ identities. When, we talk about identities, we mean, how the employee, or how the 

newcomer, sees herself or himself, as a part of the organization. What do we want, our 

organization to know us as? What do we, where do we think, we will fit into the organization's 

structure and shape.  

(Refer Slide Time: 10:33) 



 

 

It is the organization. Modaff and DeWine feel that, organizational socialization is the attempts 

of the organization, to transform an organizational newcomer, into a full-fledged member, by 

instilling into the person, the organization's norms, values, and beliefs, as well as the, formal and 

informal role requirements, associated with the person's position. So, what is expected on a 

formal level or an informal level, etcetera.  

(Refer Slide Time: 11:05) 

 



So, when new members join an organization, the senior members are obligated, to help the 

newcomer, find ways of adjusting to the organization.  

(Refer Slide Time: 11:08) 

 

So, that the organization, so that the current ongoing practices in the organization, are disturbed 

to a minimum. 

 (Refer Slide Time: 11:30) 

 

After the new members are accepted as part of the organization, they are able to share 

organizational secrets.  

(Refer Slide Time: 11:35) 



 

When you come into the organization, you are able to, know what is going on. Know things that 

others, outside the organization, do not know. Separate the presentational rhetoric used on 

outsiders to speak of, what goes on in the setting from the organizational rhetoric, from the 

operational rhetoric, used by insiders to communicate with one another, as to the matters at hand. 

Which means, how do you represent the organization.  

 

You may have, one sort of feeling, about the organization. But, what is the company line, as we 

say, when you represent the organization in, and in public domain. And, understand the 

unofficial, yet recognized norms, associated with the actual work, going on. So, how are people 

coming. Are they coming on time? Are they coming late. What is acceptable, what is not 

acceptable, etcetera, etcetera. So, once you become a part of the organization, this is what, you 

have access to. 

 (Refer Slide Time: 12:35) 



 

Socialization process includes, or consists of, one of the ways in which, socialization can occur 

is, collective socialization or individual socialization. Individually, you join an organization. One 

by one, and you go, and meet your seniors. You go, hang out with your peers. You know, you 

may have again, I discourage smoking. I do not like people, burning their lungs. You know, it is 

a complete no-no. So, but then, there are offices, that have separate zones for smokers. And, 

some people see it as a way to socialize. Though I think, that is a very, very bad idea.  

 

Again, or having a common canteen, common area, where people can go and have their meals, 

which I think is brilliant. Many times, in IIT, we are only able to meet our colleagues, in the 

common eating areas. Who and these are colleagues, who we otherwise, would not have known 

about. So, we go at meal times. And then, we bump into, you know, some colleagues or in other, 

and we do start talking to them, and we end up becoming friends with them. So, that is one more 

way. So, that is an individual socialization.  

 

You just sort of, get a feel for the organization. The other is collective socialization, which 

means, when a group of people joined the organization, they are put through a group of 

activities, social activities, where barriers are broken, ice is broken. They become familiar with 

each other.  

(Refer Slide Time: 14:15) 



 

Formal versus informal socialization process. Again, depending on the formality, depending on 

the procedures, associated with the socialization, they do not really consider a newcomer, as a 

newcomer. You are not labelled as a newcomer, and identified as a newcomer. You become part 

of the organization, as soon as you join the organization. So, they become regular organizational 

members. Informal socialization, that is informal. 

 

Formal socialization is, when new newcomers are segregated. You are labelled as a newcomer. 

And then, after a while, after you got probation period is over, or you finished your training, you 

become part of the flock. And, new people come in.  

(Refer Slide Time: 15:02) 



 

Sequential versus random socialization processes. Sequential socialization is the degree to 

which, the organization specifies a certain set of steps, to be completed, in order to advance to 

the target role. So, you come, you do a, b, c, go, you get accommodation, get everything, in 

order. You perform your duties. One set of duties, and then, you move on to the next level in that 

hierarchy, or become a permanent member. And then, you are accepted as part of the main 

group. 

  

Otherwise or maybe, you have a separate eating place. And, so you come and sort of, become 

part of the regular group, or the group of, regular full-time employees.  

So, and random socialization is when, the sequence of steps is not known. You do not know, 

when you will be advanced to the next level. When you will become a part of the, in group of the 

boss. And, when you will still be out of the bosses in group, or when you will move to the next 

level in the hierarchy of the organization. So, that is random.  

(Refer Slide Time: 16:10) 

 

 

 

 

 

 



 

 

Fixed versus variable socialization. Fixed socialization is similar to sequential, but with a 

timeline. Variable is similar to random socialization, but, the time again, here the focus is on 

time, not on the steps. You do not know, even if you complete the necessary steps, you do not 

know, when your turn will come, to become a part of fully recognized, integral part of the 

organization.  

(Refer Slide Time: 16:39) 

 



Serial versus disjunctive socialization. So, in serial socialization, we have mentors. You come, 

you join the organization, you are assigned a formal mentor, who guides you through the 

processes. Disjunctive socialization processes means that, there are no role models. You just 

come, you join. You sort of, flap your wings. You wave your arms. And then, you suddenly learn 

to swim in the water. Metaphorically speaking. So, you are left alone, to discover the ins and 

outs of the position.  

(Refer Slide Time: 17:09) 

 

Investiture versus divestiture socialization. There is a very popular play, in the US, known as, I 

love you, you are perfect, now change. And, I have taken these words, from the title of the play. 

And again, investiture socialization tactic affirms, the personal characteristics and identity, that 

the newcomer brings to the organization. so, we say, we love you, the way you are. You have 

come with a specific set of skills, please remain distinct. Your uniqueness, your unique selling 

point is your distinctness here, the special characteristics, you have brought to this role.  

 

Divestiture socialization says, or divestiture socialization practices are more like a melting pot, 

where you come in with your own characteristics, and literally have to change everything about 

those special characteristics. So again, this is a modification of the name of the actual play. And 

so, the message, that is given to the newcomer is, that yes, we hired you, because of your special 

characteristics. But now, you need to change. We love you, you are perfect. Now change, 



because you become a part of this organization. And, I am telling you all this, because these 

things, have an implication for a human resources manager’s.  

 

Human resources manager’s need to know, how people have been socialized. And, how the 

socialization may have impacted the way, they feel about the organization, and maybe even 

organizational effectiveness.  

(Refer Slide Time: 18:54) 

 

 

How do you ease a newcomer's assimilation, into the organization, from the perspective of the 

new employees? If you are a new employee, collect as much information, about the organization 

as possible. Again, the role of the HR manager is very important here. That, the HR manager can 

help the new employee, collect the information that, she or he requires, in order to become 

familiar, with the organization.  

 

And, managers need to take special note of the progress, new employees are making, in the first 

few days and weeks, towards adopting the values of the organization. So, maybe as a manager, 

an HR manager can advise, these immediate supervisor of the new employee, to help them 

become comfortable.  

(Refer Slide Time: 19:41) 



 

As a new employee, you can assess, how much of your own culture, you are being asked to set 

aside. And, that can have implications for your satisfaction. We talked about, the job 

characteristics theory, in the previous, in the second lecture. And, this really relates to that. How 

much of your own comfort level, are you being asked to set aside, in order to become a part of 

the organization. You find yourself in. So, that is something, one needs to assess. Managers also 

need to consider, where to draw the line. How much, we need to expect, somebody to change.  

(Refer Slide Time: 20:22) 

 

 



How do you manage performance? Now, that you have become a part of the organization, you 

are in. Or, you have taken in employees, and they have sort of learned the ropes, and they have 

started working. Now, what next. The next thing, that comes is performance. How do we manage 

performance? 

(Refer Slide Time: 20:42) 

 

Definitions of performance management. Performance management has a lot going on. So, 

managing the business, there is a paper by Hall, in the book by Gilmore and Williams. And, in 

this paper, various definitions of performance management have been proposed. The first is 

managing the business, which is effective management is managing performance, and is the 

responsibility of all managers.  

 

So, the ultimate output. Every aspect of the business, managing every aspect of the business, 

input, operation, output, evaluation. Everything is, becomes a part of the performance 

management. This term was first used in the 1970’s by Beer and Ruh. And they, who 

emphasized the experiential aspects of performance management, and highlighted the 

importance of feedback, as a management activity, in this process. So, how much did people 

learn, and how much did they do, were the two criteria, that were used for assessing performance 

management.  

 



The second, the next part of this is, the first formal definition by, Chartered Institute of Personnel 

and Development, UK, 1992. They defined performance management as a strategy, which relates 

to every activity of the organization, set in the context of its human resource policies, culture, 

style, and communication systems. So, they say that, the nature of strategy, depends on the 

organizational context, and can vary from organization to organization. 

 

Armstrong and Baron propose that, performance management is a process, which contributes to 

the effective management of individuals and teams, in order to achieve, high levels of 

organizational performance. So, as such, it establishes shared learning about, what is to be 

achieved, and an approach to leading and developing people, which will ensure that, it is 

achieved. So, various definitions. One focuses on the performance, the other focuses on 

outcomes, the other focuses on strategy. Yet, another focuses on, the process involved in getting 

from, the stage of planning the goal, to achieving it.  

(Refer Slide Time: 23:17) 

 

Some, the connection between, human resources management and performance. Some models 

that were proposed, the first model here, that is referred, is the model proposed by, Fomburn, 

Tichy & Devanna, in 1984. That describes, selection appraisal and development. That talked 

about, influencing performance within the HR cycle. So, this model assumed that, managing 

these HR activities could influence, employee performance. And, they said that, it is you know, 



performance management is a function of, selection of the employees, of giving feedback, of 

monitoring their performance, which is appraisal and development of their skills.  

 

So, they said that, once we take care of these three the employee performance, overall can be 

improved. But, it did not offer any explanation of the processes involved. So, I did not talk about 

the processes involved, in each of these three aspects. Harvard model of HRM recognized, how 

stakeholder interests could inform, certain areas of HRM policy formulation. And, how the 

implementation of these policies produced outcomes, that have long-term consequences, 

including organizational effectiveness.  

 

So, Harvard model said that, emphasized on the interests of the stakeholders. Emphasized on the, 

what the people doing the work, and the people being affected by the work, that was done. Who 

were being, their personal characteristics, and their interests were. And then, how these interests 

led to influence the policies, that were formed in the organization, regarding the management of 

the people, who were working in these organizations.  

 

Then, we had Guest’s theory of HRM. Which described, how HR policy implementation, could 

lead to certain organizational outcomes. So again, this talked about, the influence of policy on 

organizational outcomes. How the rules and the procedures and the policies, that are laid down, 

influence, what ultimately happened. And how that, the outcomes, the end result, and how 

looking at the end result, or an understanding of the end result, influenced the employee and the 

performance of the employees.  

(Refer Slide Time: 26:08) 



 

Strategic HRM again. We will talk more about this later. But, it is essentially about managing 

human resources in such a way that, every aspect, of every staged, in an organization's life cycle 

is, seen in conjunction, in line with the interests of the people, who are working on that aspect. 

Then, we have a business partner model of HRM, which is a conceptual framework. That 

describes, how HRM operates as a business partner within organizations.  

 

So, HRM is an essential integral part of any business. But, business partner model of HRM, sees 

this department as, not really as an assistive department or activity. It sees human resources 

management as an equal shareholder, an equal stakeholder, in the process the organization is 

involved in. People and performance model says that, performance is a functional, is a function 

of abilities, motivation, and opportunities. So, various people have said various things, have 

proposed various ideas regarding, managing performance.  

(Refer Slide Time: 27:36) 



 

Now, whose responsibility is the management of performance. Who decides who is going to be 

affected? Performance-related work practices include, careful selection, recruitment, job 

security, emphasis on providing career opportunities. Assessing, how people are working, if they 

are doing well, they should be rewarded. If they are not doing so well, reasons should be found 

out, for why they are not doing well. And, helping people achieve their, maximum potential, 

training, and learning, and development.  

People need to be satisfied with the salaries, that they have been paid. They also need to be, able 

to achieve a balance, between their work and personal lives. They also need some challenge in 

their jobs. They also need some autonomy in their jobs. Teamwork is another one. So, helping 

people work in teams, and finding out, why if at all they are uncomfortable with working in 

teams, involvement in decision-making, is another one. Information sharing, and extensive two-

way communication, is yet another one.  

 

So anyway, all of these things are again, these are the responsibilities of the human resources 

personnel. And, because all of these, work practices are going to be affected, by the kind of work 

that human resources personnel do.  

(Refer Slide Time: 29:06) 



 

Performance management in practice. Performance management systems are developed. We will 

talk more about this in detail in the next class.  

(Refer Slide Time: 29:19) 

 

 

Now, we come to performance appraisal. What is performance appraisal?  

(Refer Slide Time: 29:28) 



 

Performance appraisal is, it came into prominence in the 1960’s, with the introduction of, 

management by objectives, a program by, in which management was done by objectives. It came 

substantial popularity in the 1990’s. So, it is an exercise undertaken by organizations, typically 

annually, to map actual performance, with goals decided previously. Now, many organizations, 

you will find that, the goals of every single employee are mapped.  

 

Every employee is asked, or informed as to, what is expected of her or him, in the next year. And 

then, at the end of that, either financial year or calendar year, employees are brought, face to face 

with their supervisors. Employees come and meet their supervisors. And, maybe a meeting takes 

place, or an interview takes place, or feedback is taken in writing, from employees. And, they are 

asked as to, how much they have been able to do.  

 

And, if they have not been able to perform to their fullest potential, why they have not been able 

to do so. And, if they done, better done, what was expected of them, then they are rewarded.  

So, that is called as performance appraisal.  

 

Now, psychological principles of performance appraisal are, it should involve adequate 

feedback, as to how they are performing. Knowledge of their output, should be an integral part of 

performance appraisals. It should have clear attainable objectives. Performance appraisals should 



have some targets. it should be taken on, with the idea of either helping, improve employee's 

performance, or rewarding them for excellent performance.  

 

And, it should be involved, in the setting of tasks and objectives. Everybody cannot have the 

same kind of background, same kind of achievement, same kind of potential, the same kind of 

output. So, performance appraisals needs to be, made a part of the setting of tasks and objectives, 

in line with, how the employee has been able to perform within that organization.  

 

All of us may be excellent performers. But, in certain settings, our performance tends to get 

better. And, in certain other setting, our performance tends to go down. It is not a function of, 

who we are. It is also a function of, how the environment that we function in, responds to us, 

responds to our efforts, towards it. So, all that should be taken into account, while setting targets 

and objectives. And, it should be taken into account, when our supervisors ask us to do certain 

things. They should also take our ability, and inclination, willingness, to do what we are being 

asked to do.  

 

So again, as human resources, as students studying human resources, I think it is very important 

for you to understand these implications. So, you are more sensitive to the needs of the people, 

you end up working for. If you become a human resources manager, you should know, what is 

going to affect the employees in the organization, that you are working. So, that you can get the 

maximum, get the employees to access to work to their maximum potential.  

 

And, not really feel that, they are working that hard. And, so that, employees are able to achieve 

their maximum potential, without really realizing that, they are doing it. And, they are rewarded, 

when the out-perform, the expectations of their superiors, which is unfortunately, not really done 

a lot, in many organizations.  



(Refer Slide Time: 33:31) 

 

Now why. Why should we, or the uses of performance appraisal again, you will say that, this is 

all a repetition. But, there are subtle differences. One is salary administration. 

When I talked about involvement in the setting of tasks and objectives, I essentially meant that, 

how these tasks and objectives, can eventually lead to various other things. So, salary 

administration. 

 

We need a performance appraisals. In many places, have been used to declare bonuses. So, 

everybody, has a base pay. And, the bonuses are decided, on the basis of, what the employee has 

been able to achieve. Promotions, Retention or Termination. If you take in an employee, and the 

employee does not perform. Shows no improvement, does not do anything, does not make any 

progress. Then, why should the employee be kept. The employee should be fired.  

Recognition of individual performance. So, if somebody outperforms others, then that person 

should be recognized also. Layoffs, you will say, hiring and firing, termination and layoff, is the 

same thing. But, layoffs in mass. So, retention or termination of individual employees. Or, bulk 

layoffs, bulk termination of employees, performing below a certain level. Identification of poor 

performance, identification of individual training needs. 

 

If some employees performing very well in one sector, one area, but not really doing so well in 

another area, then it would help to give them the training, they require to become better 



performance, feedback telling people, how they are doing. Determining transfers and 

assignments, that would be another aspect of this.  

 

Identifying individual strengths and weaknesses. Personnel planning, how many people, do we 

need for a particular task. How many jobs are required to finish a particular task, or achieve a 

particular objective. So, how many people, do we need. What kinds of skills, do they need to 

have. All of this information, can also be gathered, from the performance appraisals.  

 

We know that, say most of the employees, for example, are able to work. You know, the official 

timing is about eight hours. But, considering the extreme weather conditions, maybe it is too hot, 

and there are power cuts, maybe it is too cold, and there is ice and snow on the road. And, people 

need to, you know, they can try as hard as they want. But, they are not able to get to the office, 

before 10:00 or 10:30 in the morning. And, they have to leave by 5:00 or 5:30 in the evening. 

And, they also need, about half an hour to 45 minutes to have their food.  

 

So, you can keep thinking that, we will have an eight-hour day, and take Saturday and Sunday 

off. But, maybe the weather conditions, do not allow it. So, how many people do you need. May 

be sort of, instead of shrinking the work week, you expand it. And you say, you come at eleven, 

you leave at, six in the evening, or five in the evening. But then, in lieu of that, we will have a 

full day, working day on Saturday, to make up for the time, we may have lost.  

 

So, you know, those things, those adjustments, can only be done through performance appraisals. 

When you come to know that, a lot of people are not able to perform, to their full potential. Or, 

you may, the other side of it, may be that, you hired a lot of people, who you think, you may 

have initially thought that, people may not be able to do a particular task. But, because you have 

been lucky with your hiring, you have been able to hire, to select employees with certain 

qualifications, certain energy levels. And, they are doing better than, you expected them to do. 

 

 And again, you know, the employees will not like that. What I am going to say now. But then, 

you could may be, increase the workload of, further of employees in future, and not hire so many 

people. Or, you could redistribute the work, among a fewer employees, and give the remaining 



employees, some specialized training and give them, something else to do. So, all that counts as 

personnel planning. And then, determining organizational training needs, many of us have seen a 

life without computers, without cell phones. And, I have mentioned this earlier also.  

 

Now, you know, with the advent of computers, with the advent of the internet, with the advent of 

cell phones, a lot of things are happening online. And employees, who have been used to this 

old-style, Remington typewriters, that go, cut, cut, cut and they use rice paper for printing. And, 

used to have the cyclostyle machines. Now, none of that, is in use anymore.  

 

And, people are learning how to use the computer, which most of the times ends up, just being 

used, like an electronic typewriter. But, sending emails, responding to emails promptly. Keeping 

records of the information, received through emails of people, may need training on an 

organizational level. And, that should be facilitated.  

 

Evaluate goal achievement. Again, assist in goal identification. Whether they have been able to 

achieve, what they started out to achieve. Assisting people in goal identification. Finding out, 

what they should plan to do, within the next year. Reinforcing authorities evaluate personnel 

systems. Reinforce authority structure, who is boss, who is number two, who is the caretaker of 

different aspects of different departments, etcetera. And, reminding people, who they are 

answerable to.  

 

Identify organizational development needs. So, by speaking to individual people, one can find 

out, what the organization may be looking for as, a whole criteria for validation research, 

documenting personnel decisions. And, if you need to fire somebody, you need to be, able to 

write down. So, appraisal serve as an excellent tool. Document decisions, whether to fire them, 

whether to promote them, whether to reward them, whether to punish them, and meeting legal 

requirements, of course.  

(Refer Slide Time: 40:10) 



 

Some aims again. Communication, feedback, getting feedback from the employees, regarding 

the work, that they are doing, regarding their comfort levels, and giving them feedback. On how 

the, what the organization expect from them, getting feedback from them, regarding the support, 

they might need development. To identify, opportunities for professional development and 

motivation.  

 

If you provide positive feedback, praise an employee, it always helps. It always pushes the 

employee, in a direction in which, that can be taken up. It always provides that energy, that any 

employee needs to move forward. So, appraisals are, if done, if carried out properly, they are 

very-very, positive. And of course, for empowering people, by encouraging them to commit. So, 

you can reinforce things that, people may have missed. 
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Identifying performance dimensions. How do you identify the performance dimensions, from the 

employer's perspective? Individual differences in performance, can make a difference to the 

company of, to the company perspective. So, employers want their employees to understand, 

how much they need to do. And, every little bit, from the perspective of individual, employees 

contributes, adds up and contributes significantly, to the development of the organization.  

 

So, a manager’s need to, they understand this, and they just need to convey this, to their 

employees, that every little bit. Employees may say, okay, well, if I do my work properly, but so-

and-so does not, it is not going to make a difference. And, it is up to the managers, to convince 

their employees, through the appraisals. That, every little bit, every little contribution, is going to 

add value to the organization. 

 

And, documentation of performance appraisal and feedback, may be needed for legal defense, 

especially in the case of negative reinforcement or termination. Because of this, performance 

dimensions are very important. Clear-cut guidelines, clear-cut written down statements 

regarding, what is expected are important. The appraisal system provides, a rational basis for 

constructing, a bonus or merit system.  

 

If you want to reward employees, it is always nice to quantify things. It is always nice to tell 

them ahead of time, what is expected of them. And, to remind them that, they have been given 



something, because they were able to achieve XYZ. Appraisal dimensions and standards can 

help to implement, strategic goals and clarify performance expectations.  

 

So, you set a goal, and people will try, and achieve that goal. And, once the boundaries are 

defined, and you tell your employees that, this is what they can do, and this is what they are not 

supposed to, what they do not need to do. It becomes easier for them, to work towards, reaching 

those goals. And understanding, what the organization expects from them. Providing individual 

feedback is part of the performance management process.  

 

It is very-very essential to give individual feedback to the employees. Despite the traditional 

focus on the individual, appraisal criteria can include teamwork, and the teams can be the focus 

of the appraisal. But, individual feedback is also, just as essential to give the team, a feedback, as 

a whole. But, individual feedback should also be given. From the employee’s perspective, every 

employee wants feedback.  
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Appraisals can leads to improvement in performance. Why because, we all want to know, where 

we stand, from the perspective of the people, who are paying us, our salaries. Fairness requires 

that, differences in performance levels, across workers be measured, and have an effect on 

outcomes. How will I know that, the work that I am doing, is not useful for the organization.  



 

Only, when my superior calls me, and tells me that, this is something, you should not be doing. 

Only then will, I realize this. So, it is very essential. Assessment and recognition of performance 

levels can motivate workers to improve their performance. I have mentioned this earlier, and I 

will mention it again. Repeat this, for any human resources manager. It is absolutely essential, to 

assess the performance level, and recognize levels that are higher than expected.  
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How do you define employee’s goals and efforts? You assign specific goals. You assign 

measurable goals. The goals that you assign, should be measurable, should be tangible, should be 

clearly defined. They should also be challenging, but doable. They should not be undoable. You 

cannot, ask an employee to work for, say 50 hours, 60 hours a week, for a full year. If the other 

employees are expected, only to put in, say, on an average, about 40 hours a week. That, I think 

would be unreasonable.  

 

But, asking the employee to work, say, maybe up to 50 hours a week, say, may be once a month. 

May be possible, may be. And you know, telling them that, and of course, adding more 

remuneration, or telling them to, depending on the kind of employees, that are hired. You know, 

the work should be, you cannot obviously expect, all the employees to file patents, every month, 



that may be little unreasonable. But then, such goals can be decided. And, of course, in 

consultation with, what the employees can do. They should be challenging, but they should not 

be undoable. And, one should also encourage participation, from the employees in deciding their 

goals.  
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How do you assess objectives? An acronym. I am not a big fan of acronyms. But, this seems to 

be the one, very popular in the industry. So, I will use this here. We assess objectives by the 

smart method. S stands for, specific objectives, should be specific, significant and stretching. 

They should have room for flexibility, for increasing, other things to be covered in their ambit. 

They should be measurable, meaningful, and motivational. There should be some tangible, some 

quantifiable aspect to the objectives. They should have some meaning for the employee. And, 

objectives should be such that, the employee is motivated to work towards them.  

 

And then, objectives should be attainable. They should be agreed upon mutually, by the 

employee and the employer. They should be achievable. They should be acceptable to the 

employee. And, they should be action oriented. you cannot say, you should better your 

performance, next year. Yes, how so? Performance in which field? How will you measure this 

better performance? So, or you know, stretch yourself to the limit. I mean that, such a vague 

random statement. But, you tell people that, this is expected of them. And then, it will be more 

measurable, and more action oriented.  



 

So, you tell them that, you will need to go from point A to point B. And, they will be, they will 

know, what to do. They should be realistic, relevant, reasonable, rewarding, and results oriented. 

And, achievability, directly related to, the realistic aspect. They should be relevant to, what the 

employee knows, and what the employees working towards. They should be reasonable again, 

achievable. They should be rewarding. There should be some positive aspect to them. Something 

that keeps motivating the employee, to keep going. And, they should be results oriented. 

 

There, they should be time-based, there should be a timeline. So, please finish X in so many 

months, please finish Y in so many months. They should be timely. The objectives that are set, 

should be set in conjunction with, what is currently happening in the organization. And, they 

should be tangible.  

 

By tangible, I do not really mean, touch. I mean, it is not about physically touching, an objective. 

But, one should be able to see the effects, from beginning to end. Employees like to see, how 

their efforts, what their efforts, have produced. So, the beginning and the end of the work, that 

employees put in, should be visible to the employees. 
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Some concerns, regarding performance appraisals are that, some employees feel that, 

performance appraisals are not synchronized, with the developing structure of global businesses. 

People feel that, the performance appraisals are not really, in line, or they are not in sync, as we 

say. Because, appraisals measure, what you could have done. But, appraisals in many times, do 

not take into account, the current challenges, that people may have faced, while trying to 

achieve, certain objectives. And, things are changing, so fast.  

 

The current global business environment is so dynamic. That has, so many influences on, what 

people can do, what the organization expects them to do. So, finding a match between these 

things, becomes difficult. They may not motivate. Especially, performance appraisals only end 

up in negative reinforcement, negative feedback to the employees. Then, they may not motivate. 

How many of us want to be told, time and again, that you are not doing this so well, or if the 

information, that is discussed. If, whatever is discussed in performance appraisals, has been 

obvious, to the employee throughout.  

 

For example, let us take the case of professors, we are told. Your feedback from the students, in 

this semester say, X in autumn semester, Y in spring semester, you published five papers. Out of 

which, three were in international journals, two were in national journals. You went on a 

conference. Yes, I know that, about myself. So, what is the new thing that, you are telling me. 

And, how is all this, that is going to, affect my position in the organization? is what, I would like 

to know, as an active member of the organization. What more would you like me to do.  

 

And so, if that is all, that an appraisal, a physical face-to-face appraisal tells me, or a written 

statement containing my appraisal tells me, then that is not really going to motivate me very 

much. Because, I have already know, all that.  

 

No one is average, is another concern, that has been shared with, regarding performance 

appraisals. Which means, how do we define this Utopian average. How do we define, the 

benchmark for, who is average? And, that is something, that has been under fire, for a long-long 

time. People do not know, you know, where they stand, in terms of the performance. You know, 

who are they been compared to. And, how is this average being defined.  



 

The timing may impact the appraisals. For example, just before the holiday season, people make 

it, very quick appraisals. So, people may get very fast, people may be appraised or people may 

get very good appraisals, just before the holiday season because the superiors are getting ready to 

go for a break, or just after the holiday season because people have had a very nice time.  

 

But, very close to a deadline, appraisals may be very bad. So, the timing of the appraisal, may 

not really be a true reflection, of the actual performance. The timing of the appraisal is critical. 

Because the, an appraisal done at the wrong time, may not be an accurate reflection, of how a 

person has performed.   

(Refer Slide Time: 54:27) 

 

 

Values, attitudes, and behaviors are something else, that have been under fire, as far as appraisals 

are concerned. And, they are assessed, in terms of outcomes, based on competencies, 

demonstrated in achieving the outputs. And, these outcomes are linked with learning, 

development, and experience. And, they are the ones, that are desirable because they are 

necessary for personal development and performance improvement. Appraisal through 

generation of examples by examples that demonstrate, how their values, attitudes, and behaviors, 

contributed towards performance. So, these become more important. For example, 360° 



feedback, results, and mapping of values, attitudes and behaviors, against core values of the 

organization.  
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360° feedback is the feedback, that is given by, superior, subordinates and peers, to an 

individual. I will come back to the table, another time. (Refer Slide Time: 55:39) 

 

 



But, traditional performance appraisals are, usual question and answer, sessions, with the 

immediate supervisor. 360° feedback is, when feedback is given by superior, subordinates and 

peers. So, I will come back to it, in the next session, when we discuss, different types of 

appraisals. Today, we will end the session, with maybe, I will tell you about, how typical 

employees respond to performance appraisal.  

 

Employees are often, less certain about, where they stand, after the appraisal interview, than 

before it. It because they are given, very random, vague statements. Employees tend to evaluate 

their supervisors, less favorably, after the interview, than before it. Especially, the appraisal 

contains, a lot of negative feedback. Employees often reports that, few constructive actions, or 

significant improvements, resulted from appraisal interviews. 

  

Again, in most cases, supervisors or superiors see, appraisals as a way, to pull down the 

employees, to point out their mistakes, and not really appraised their positive points. Because, 

they feel that, if an employee has performed well, that is what is expected of them. But, only 

when an employee does not perform well, or they expected, should they be told. And, that is, I 

think in, not very right. We are all human beings, and we all need a pat on the back. But, that is 

one reason. 

 

Employees feel that, the authoritarian tell and sell approach, so common in appraisal interviews, 

is completely out of step, with today's emphasis, emphases on empowerment and workplace 

democracy. Somebody says, this is what I needed you to do, and now you go and do it. And, that 

really does not work.  
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How do you appraise performance? So, I will end the presentation with this slide today. What do 

you do, when appraising performance? Define the job in performance, and set achievable goals, 

facilitate performance. Tell employees, what you expect of them, what they should expect from 

the organization, that there are, a part of. How they can, you know, achieve the goals so, and give 

them all the support, they need.  

 

Encourage performance by giving them a voice. Listen to, what they say. Except, what they say, 

incorporate, what they say, in your decisions, treat all employees consistently. Do not have, in 

groups and out groups, and blue white boys. And, that does not work. The rewards, that are given 

to employees, should be relevant, to what they currently need. And, what they can do, with those 

rewards. Communicate in advance and communicate clearly, about the process of rewards. 

Appraise the performance. For heaven sake, please do not point fingers, at the personality of the 

employee.  

 

Do not make personal comments, under somebody's personality. So, disturbing that, it disturbs 

the environment. It may, even then, it would be helpful, to just tell them that, you know, what 

you are doing, may be disturbing for others. Give feedback to the employee, regarding appraisal, 

and directions for the future. This is what, I am going to assess. This is what, I would like you to 

do in future. Some challenges here are, what to measure and how to measure. And, we will talk 

more about, these challenges in the next session.  
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But, this is really, what I would like you to go through, and mull over, and think about today, at 

the end of this session. We will take it from here, in the next session. So, do think about the 

appraisal process, and if possible, a big online, and find out, what kinds of appraisals are there. 

And, if you have personal examples, please bring them to class and discuss them with your 

colleagues. And, we will take it from here, in the next class. Thank you very much for listening. 

Wish you all the best.  

 


