Guidelines for 2005 performance management

1. Why do we have to manage performance at ICRAF?

· Let staff know what is required:- performance standards

· Let staff know where they stand – performance feedback

· Let staff know how to close gap- performance development

· Energize staff to constantly raise the bar in what they do- performance enhancement

2. If the above are reasons for managing performance, this is what it means to the individual, supervisor and the organization

For the individual, it will provide:

· Clarity about job purpose and expectations

· An opportunity to address development needs and career aspirations 

· Balanced feedback on “how I am doing”

· An empowering contract 

For the supervisor, it will provide:

· Better work relationships and better understanding of employee needs and expectations
· Job effectiveness

· More effective people

· Feedback on own as well as staff performance

For the organization, it will provide:

· Improved climate (encouraging higher performance)

· Improved customer satisfaction

· Improved probability of success in the organization

· Direct impact on the bottom line

3. The evaluation cycle: 

ICRAF observes the calendar year: January to December as its financial year, which is also in tandem with the annual planning activities that should link with the annual performance management. The performance management activities may thus be divided into the following three key periods:

a) December - January period: The evaluation period as illustrated in Section B of the form where the staff and supervisor will evaluate what and how the objectives set for year in review were achieved. Secondly, as illustrated in section D from the outputs for the coming year will be discussed and negotiated and agreement of objectives to be achieved in the coming year documented.

b) July –August period: This is the “keeping it alive” period when the staff and supervisor review (either face to face, via email or phone) the progress on the objectives for the year and whether any revision would be necessary.

c) February – March period: Forwarding the completed forms to HRU for processing. Using the excel worksheet WS2, HRU will review and confirm the ratings that have been accorded to the staff. For example, if the objectives set in the evaluation forms have been achieved as indicated, then the staff has maintained value in the organization. Where a staff member has achieved the set objectives and there is a clear demonstration that they have exceeded expectations on the set objectives and in compatibility with the organizational values, then the employee has added value. HRU will review all assessments and where they have queries, the supervisor will be contacted for clarification. HRU will then forward the processed forms to SLT.

4. Performance ratings:

A rating is only essential where performance is directly linked to merit pay decisions. Where pay is de-linked from the performance process, a qualitative indicator for individual or group development is sufficient. 

The approach to rating depends on the purpose and emphasis of the performance management process. Where rating is essential, best practices suggests a 5 point scale, which may be expressed in numbers, letters or descriptions.  In this case, we are applying quantitative indicators on a 3 point scale:

a) Excellent rating: As explained above; the employee has added value through exceptional performance during the course of the year.

b) Good rating: The employee has consistently maintained value in the year. This is the optimal level of performance for all staff.

c) Fair rating: The employee has consistently not maintained value in the year. Both the supervisor and employee would need to determine what led to the dismal performance and consultation with HRU may be necessary in determining how it will be avoided in the coming year.  The development plan must be captured in Section C of this form. 

5. Errors to avoid during evaluation

a) Contrast effect

This is the tendency to evaluate a person relative to other individuals rather than on the requirements of the job and their own particular strengths and aptitudes.

Solution: Focus on the job, not the person

b). First impression error
The tendency to make an initial favorable or unfavorable judgment about an employee and then ignore (or perceptually distort) subsequent information so as to support the initial impression

Solution: Involve others in the approval; do not do the evaluation yourself.

c) Halo effect

Refers to inappropriate generalizations from one aspect of a person’s performance on the job to all aspects of a person’s job performance

Solution: Good goal setting and reflection of ourselves

d) Central tendency error

Consistently rating a person on or close to the midpoint of a scale when the employee clearly warrants a substantially higher or lower rating

Solutions:

-Use official language to avoid personalizing issues
-Be candid because the objective is to help the individual rather than pass judgment
-Get the job description right/objectives

e) Negative or positive leniency error
    Tendency to be either too hard or too easy in rating associates

   Solution: involve peers of the employee to ensure a balanced rating
There are guidelines for every section.  Should you have any difficulty, please contact your local HR administrator or HRU head office via email or phone.

