360 DEGREE  PERFORMANCE APPRAISALS

Most of the younger Group Organisations and Software Industries have started implementing 360 Degree Appraisals.  360 Degree Means that all round.  The employee concerned at the central Point and he is appraised by all the officials who are all connected with him on the job.  I am afraid in most of the organizations, this new concept is being followed very religiously and systematically.  May be the acceptance level or maturity level is not as aimed.

What I want you if you want to implement, then try at the senior level first. If it is successful at their levels, then try to percolate downwards.  Higher the Maturity level  higher the acceptance level is.

OBJECTIVE:

To evaluate an employee by all the officials whoever connected with him on the job for his Attitude as well as Job Performance.  And to study the following:

1) To have an evaluation system very effectively.

2) To nullify biased approach

3) To view a person at different angles and utilize the same for gowth.

4) To have a consistent behavioural approach and job performance

5) To improve the quality in performance

TRAITS:

Before designing a 360 Degree Appraisals, decide what are the Attitudinal Traits and Job performance characteristics are required at each level when the person is evaluated.  For example, an Engineer is evaluated by his Manager, Workmen, lateral  Level of  functional officials, customers or vendors  and so on and so forth.

MANAGEMENT  OR APPROVAL AUTHORITY EXPECT:

1. Value Addition

2. Scope for Development

3. Result-oriented

Manager expects from his  Engineer the following:

1. Organisation Culture practices  

2. Value Addition by control of     Man, Material, Time, Training

3. Continuous Improvement on Work Methods, Data Control, Safety, etc.

4. Effectiveness of Communication on work execution, MIS system, etc.

5. Leadership Skills like Personality, Attendance & Punctuality, Team Work, etc.

6. Time Planning

7. Stress Control

8. Scope for Development

9. Learning Skills

10. Training Needs

Lateral Level Departments expect:

1) Co-ordination

2) Communication

3) Team Work

4) Sharing Knowledge

5) Flexible Approach

6) (You add as per Your Job Details)

     DOWN-LINE  Personnel expect:

1. Personal Cleanliness & Personality

2. Attendance & Punctuality

3. Team Work

4. Communication

5. Training

6. Concern for their developments

7. Sharing Knowledge and Skill

8. Listening Skills

CUSTOMER OR VENDOR LEVEL EXPECT: (Wherever applicable)


1. Corporate Culture 

2. Effective Communication thro information and product knowledge

3. Flexible Approach

4. Follow-up Attitude

5. Listening Skills

SELF LEVEL EXPECT:

1. Knowledge

2. Job Satisfaction

3. Training Needs

4. Problems  that were prevented him to perform

5. Positive Points that contributed in his Job Performance

6. Suggestions for Improvement

7. Suggestions for Welfare

8. Intra and Inter-personal relationships (All three levels viz. upward, horizontal & down level)

9. Needs if any of infra-structure facilities

10. Suggestions for Organisation Growth overall

I have given you some examples only.  If you design your organization 360 Pas, you decide properly the Job Details, Attitude Details and Levels by whom the concerned is to be evaluated.

FREQUENCY:

May be Annual/Half-yearly/Quarterly/Project-wise/Target-wise

FORMAT DESIGN:

It can be a single format starting from Down Level as follows:

Level 1. – By Sub-ordinates

Level 2. -  By Co-ordinating Departments/Officials while executing a job

Level 3. -  By Vendors/Customers (if applicable)

Level 4. -  Self Appraisal

Level 5. – By  HOD  (will refer all levels upto 5)

Level 6. -  By  APPROVING AUTHORITY (will refer comments of all levels)

IMPORTANT INSTRUCTIONS:

1. If you design a one single format, arrange the comments in such a way i.e. starting from down level to top-level.

2. Separate the forms of Customers/Vendors and Self Appraisal.

3. It is better to have separate Format  at  each level to avoid influences.

4. All comments are kept as confidential.

RATINGS:

Rating should  always be NUMERICAL  only.  In such a way, you design the Behaviour/Job Performance Descriptions.

For example:

Job Performance:

Rejections  (as per allowed terms) – Nil  - 100% - Excellent – Rating is 5

If achievement  is 90%-100% - Very Good

                Rating can be 5 – 4

80% to 90%, Good





    Rating can be 4 – 3.5

and so on

Customer Complaint: 

If it is Nil – Rating is 5

And so on 

Planning:

Successful execution as per Planning – Rating is 5 and

It gets reduced as per ratings of the Execution.

ATTITUDES;

HR Manager must know the skill of giving ratings to Attitudes also.  For this first define the Job and Man who is executing.  You give expected level as Rating 5 and so on the Performance  or Achieved Level.  The difference will give you the TNI (Training Need Identification).

SUCCESS OF IMPLEMENTATION OF 360 DEGREE APPRAISALS DEPEND ON THE EFFECTIVENESS OF ROLE OF HR MANAGERS.  It is not an easy task to implement and maintain 360 Degree Appraisals.  For this you have to Train all your personnel whoever involved in executing the 360 Degree Appraisals.  In the initial stage, you take the help of out-side Consultants’ help and expertise.

COMPETENCY MAPPING:

It is not nothing but another form Job Description Manual.  If you enrich the job description details, then you will get Job Enrichment Manual.  If you implement it property and evaluate and map the competency of a person  with expected level of Attitudes and Job Performance parameters.

Different Functions have different job details and different levels of Attitude expectations.

For Corporate Culture Practices, weightage is more at higher level.  Attendance and Punctuality weightage is more in down-level.  Weightage of Housekeeping is more in Production and Engg. Departments than EDP and Personnel Departments.  Safety Awareness is more in Technical Departments than non-technical Departments.  Sharing of Communication, the weightage is more in middle level than the lower level.  

Stress Level more in Project-oriented and target-fixed  Personnel than the Service Departments such as Accounts, HRD, etc. 

FIRST YOU TRY TO DRAW COMPETENCY MODEL FOR DEPARTMENTS/SECTIONS AND THEN TO THE DEALING PERSONNELS GROUP-WISE AS WELL AS INDIVIDUAL-WISE.

Competency Models can be drawn in Graph and Charts. This you keep as a Model for your future Man-power Planning and Recruitment.  

Competency data are available from the Job Performance of Star Performers of the Organisation.  Take their data available from their job and Attitude and Plot it.  This a Competency Model for you or Bench-Mark or Standard.

Again success of implementing Competency Mapping depend upon the EFFECTIVENESS AND INNOVATIVE SKILLS OF HR MANAGERS.

