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SUMMARY OF THE THESIS 

  

  

This thesis begins with the premise that, basically, 

management involves the conscious attainment of prescribed end 

_ results. The preconditions necessary for the achievement of 

those end results and, thus characteristic of the process of 

managing are — 

The definition and agreement of required objectives. 

The development of necessary strategies, in the light 

of available resources, to attain the objectives. 

The establishment of means of both monitoring and 

measuring performance. 

A system which ensures that feedback on performance is 

communicated to those accountable for achieving 

results so that preventive and remedial ection may 

be taken in good time. 

If this rationale of management is accepted, it follows 

that the attainment of peti commenete and departmental 

objectives does not become a workable reality until such goals 

have been broken down into specifie individual work targets 

and re-stated as personal accountabilities. Necessarily, the 

individual manager must feel that his personal work targets 

are relevant, realistic and attainable with the resources and 

support he has at his disposal and within the limits of his 

sanctioned authority.



wat 

Currently evolving concepts of ‘accountability! 

management, based upon target-setting, performance appraisal 

and counselling and aimed at improving performance, by means 

of consciously developed managerial skills and abilities, are 

exerting a considerable influence upon both the philosophy 
and practice of management. The need for en effective j 
dialogue when clarifying personal accountabilities, appraising 

performance, highlighting and: making greater use of individual 
abilities and talking through wealmesses or inadequate perfor~ 

mance, is thus assuming even greater significance in 

managerial relationships, 

The research of this thesis is aimed therefore, at 
assessing the effectiveness of current target-setting, 
appraisal and counselling practices within a large organisation 
and to recommend how these crucial managerial controls may be 
improved. ‘The research has sought to collect and examine 
data in two complementary areas ~ 

i) The influence of inter-personal competence and 

work relationships upon appraisal and, 

ultimately, task performance, 

ii) The significance of false assumptions in the 

basic Philosophy of appraisal and the consequent 

constraints inherent in the derived systems and 

practices of appraisal,   Se er eae ore rer 
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1. THE SCOPE AND AIMS OF PERFORMANCE APPRAISAL 

At its most elemental, management involves the conscious 

attainment of required end results. At the most senior levels 

of management, ‘end results' will mainly be long-term company 

profit and growth objectives. Lower down the organisation, 

‘they are more likely to be the detailed, specific short-term 

targets and standards of performance necessary to translate 

board level plans into workable reality. The characteristic 

hierarchical and pyramidal nature of management structures 

inevitably means that strategy is evolved at one level and 

converted into action at several others. Moreover, as 

organisations grow larger and more complex and as new 

techniques exert their influence, so lines of communication 

tend both to proliferate and attenuate. ‘Thus, profit 

objectives defined at board level, in terms of corporate 

concepts of expansion and based upon long-term investment/ 

return cycles, may have little significance to individual 

managers unless they have been broken down into specific 

work targets and re-stated as personal accountabilities, 

Any statement of objectives raises both questions of 

their attainment and, therefore, of managerial performance 

and competence. In the context of overall company strategy, 

objectives usually reflect a desired return on capital, a 

more favourable ratio between inputs and output, or a 

specified, increased share of the market. For the individual 

manager, objectives must represent his agreed personal 

contribution and commitment to the attainment of corporate  
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or departmental goals, Necessarily, such personal work 

objectives must be felt by the individual to be relevant, 

realistic and attainable within the authority he may 

exercise and with the resources he has at his disposal, 

More specifically, a manager's ability to do his job satis- 

factorily presupposes that he - 

3) 

ii) 

iii) 

iv) 

Pully understands the end results expected of 

him in specific terms of output, quality, cost 

and deadline, or other appropriate criteria of 

requisite performance, 

Is provided with adequate resources, 

organisational backing and controls, together 

with the necessary authority to exercise 

discretion within agreed and prescribed limits. 

Has reliable and continual feedback so that he 

may constantly monitor his performance and 

initiate or suggest eny necessary corrective 

action in good time. 

Receives from his immediate superior the 

support and guidance which he requires to help 

him to deal effectively with those factors - 

both personal and organisational - which 

impair or restrict his impact within his role. 

  

 



  

v) Finds appropriate personal satisfaction, rewards 

and outlets from his particular role and 

activities - e.g. intrinsic work satisfaction, 

scope for promotion and personal growth, salary, 

etc. 

The opportunity to ensure that these five preconditions 

to effective managerial performance are fulfilled lies to a 

great extent within the performance appraisal interview. 

Indeed, performance appraisal would seem to be fundamental to 

effective management, As an essential and integral part of 

the whole process of control, appraisal provides one means by 

which relevant information about recent past or current,   
performance can be used to influence future results in the 

immediate and short term future. Furthermore, it presents 

opportunities for both superiors and subordinates to examine 

the effectiveness of their working relationship and re-emphasises 

for both the interface of their respective managerial accounta— 

bilities. It should thus serve to remind both of the inter- 

dependence of their roles and activities and provide an 

occasion whereby each may re-affirm what he expects of the other 

in order to do his own job more effectively. 

In general terms, the basic objective of performance 

appraisal is to create opportunities for managers and their 

subordinates to take stock, jointly, of work that has been 

done and to compare actual achievements with expectations.  
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As NeGregor(1) suggests, the process needs to be characterised 

by mutual analysis not, as has become the traditional pattern, 

simply @ one-way judgment of subordinates by their superiors. 

Kelly's(2) research substentiates McGregor's view and 

makes the point that ‘organisational reviews on @ more 

frequent - even daily - basis would help to develop a higher 

level of expectation of mutual candour within the superior/ 

subordinate relationship:' Both McGregor and Kelly postulated 

that two-way appraisals, characterised by a high degree of 

frankness would lead naturally to self-appraisal which, in 

turn is more likely to result in an increased commitment to 

improving performance. 

fo some extent, this concept of appraisal reflects the 

growing influence of the emerging 'participative' styles of 

management(3). Undeniably the growth of "results-oriented! 

approaches to management such as tmanagement-by-objec tives ' (4) 

and what is currently defined as ‘accountability menagement'(5), 

are glso underlining the crucial significance of joint 

appraisals in the achievement of required end-results. ‘Thus, 

“mtil as recently as five years ago the most frequently 

announced purpose of appraisal was - 'T> let people know 

where they stand', With the advent of 'task' approaches to 

management - for example, M.B.0. - which are based upon a 

recurring cycle of goal-definition, target setting, 

performance review and follow-up action, there has been a 

significant and fundamental emphasis in the interpretation     
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of the purpose of appraisal. Increasingly it is now coming 

to be seen as one of the most important means by which managers, 

in a paired superior/subordinate relationship, can consider, 

jointly, what specific actions must be taken to improve 

performance. 

In this context, the scope of appraisal now widens 

considerably andprovides the senior manager of the relation- 

ship with opportunities to - 

i) Acknowledge his subordinate's strengths and 

explore jointly, ways in which greater use may 

be made of them, 

ii) Acknowledge successes and, where appropriate, 

draw relevant lessons from them. 

iii) Agree areas where improved performance is 

necessary. 

iv) Agree what action is required of each (and 

other members of management) in order to 

remedy deficiencies. 

v) Re-affirm the subordinates role and the 

significance of his personal contribution to 

the work of departmental and company objectives. 

vi) Review his own role as a senior manager in 

the light of problems raised by his subordinate.  
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1.1. Some Significant Factors Influencing Current Menaperial 
Strategies 

In order to put the scope, aims and philosophy of 

performance appraisal into perspective, it is necessary to 

review some of the principal factors which have influenced 

management thinking and practice for a decade or more, 

First, the pace of growth, both of the size and shape of 

companies, as well as the speed of development of the science, 

technologies and techniques to which they are necessarily 

committed means that attracting, using and retaining the right 

people are matters of increasing concern, The proliferation of 

management selection consultants, the increasing space given 

over to managerial and specialist vacancy advertisements in 

the national press and the growing trend of professional bodies 

to publish regular ‘appointments supplements' to their journals 

are symptomatic of the degree of competition in the market for 

high-calibre recruits. Furthermore, it is - and is likely to 

continue to be - a seller's market end therefore one which is 

conducive to high mobility and turnover. The growing numbers 

of graduates who have specialised in managerial and technical 

disciplines directly related to the needs of industry and 

commerce is tending to produce managers end specialists who 

develop a loyalty to their profession rather than the company 

fealty of their older counterparts. This, together with the 

increased awareness of their market potential is giving rise 

to markedly different career patterns from those of over  
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twenty years ago. Unless a company can demonstrate 

convincingly that it offers scope and outlets for both personal 

end professional growth, it will experience a high turnover 

amongst its younger technocrats and qualified managers - 

especially in conditions of more or less sustained economic 

stability. 

Secondly, and related to the first factor, the problem 

of mental obsolescence, often accompanied by a stiffening 

resistance to new concepts and techniques, is leading 

increasingly to large numbers of generally middle-aged managers 

whose attractiveness, apparent usefulness and thus value to 

the company have diminished. This is obviously no new problem 

to industry but it is one which is likely to become increasingly 

prevalent for, as Mant(6) indicates - 

‘The cycle of usefulness of expertise is shortening 

as technological and economic operations of companies become 

more complex', 

Not only is the proportion of managers and specialists 

to blue-collar workers increasing, but so too is the number 

of white-collar staff whose primary accountabilities lie in 

their specialisation, rather than in their role as a manager. 

However, the specialist is ultimately so often confronted with 

the dilemma of either pursuing his particular line of activity 

to the detriment of a career in general management, or of 

 



  

attempting to combine his specialism with increasing managerial 

accountabilities and so risk the conflict of objectives that is 

so often the consequence of such a compromise. 

Finally, evolving philosophies and styles of management 

have placed increasing emphasis upon the need to develop and 

put to greater use the knowledge, skills and experience of 

people at all levels. With the disappearence of the earlier 

‘scientific' and human relations ‘happiness' schools of manage- 

ment and the emergence of participative and task-oriented 

styles, the accountability for improving the current perfor- 

mence and assessing the career potential of subordinates is 

assuming greater significance in the practice of management. 

Moreover, the experience of companies which have begun to put 

into practice, formally, the principles of ‘accountability 

management' is that while areas for which a manager is directly 

answerable can be delineated he is not the sole determinant of 

his own performance. Thus, while the need for performance 

reviews is increasingly being underlined the very scope and 

nature of the appraisal process appears to be changing funda- 

mentally, as has been suggested earlier. The conventional 

approach to appraisal, based almost exclusively on unilateral 

and subjective judgments, tends to ignore the reality of the 

many constraints which can adversely affect an individual's 

performance where he operates within a network of interdependent 

work roles. In larger organisations, particularly, the 

relationship between individual contributions and the results 

obtained by group effort may be both tenuous and difficult to 

  
 



   

establish, unless personal accountabilities and the requisite 

supporting action from superiors, peers and subordinates has 

been very clearly defined. Indeed, as McGregor(7) suggested 

thirteen years ago the term 'appraisal' is something of an 

" anachronism and as such is inappropriate. 

It is thus against such a background that performance 

reviews and counselling are increasingly coming to be considered 

as key managerial activities. More and more too, is the 

recognition that inappropriate approaches to appraisal may 

do far more damage than good, hence the current growing concern 

to examine both the philosophy and methodology of performance 

appraisal. Furthermore, performance assessments and counselling 

interviews, which are the ultimate proving ground for both the 

rationale and 'mechanics' of any appraisal system, are more 

than hitherto becoming a crucial factor in retaining and 

developing people and improving their effectiveness. Too 

frequently, appraisal has been seen as an issue in isolation, 

either to be got through as quickly as possible, or to be used, 

where necessary, either expressly or implicitly as a threat in 

order to coerce subordinates into increasing their efforts. 

As Humble(8) rightly affirms, appraisals are not ‘optional 

extras', or merely ‘tools of administration' which are largely 

the prerogative of the personnel function, they need to be 

seen as an integral part of the total process of improving 

management process which stresses a manager's role as mentor 

to, rather than judge of, his subordinates, 
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1.2. Appraising Performance, Potential and Salary 

Evidence from both research and extensive experience 

in industry indicates the importance of distinguishing between 

at least three different forms of appraisal - 

Current performance 

Potential 

Salary/rewards 

The studies et General Electric(9) in the States 

repeatedly confirmed the need to review achievements, in the 

context of performance improvement, quite separately from 

appraisals aimed at establishing the size of salary increases. 

As Meyer, Kay and French found at G.E., approaches to appraisal 

which set out to provide written justifications for annual 

rises and, at the same time, attempt to motivate people to 

greater effort frequently put these two objectives into direct 

conflict. Moreover, where the primary purpose of the appraisal 

is vague and where two opposing objectives emerge there is 

likely to be little or no worthwhile influence upon future 

performance - rather the reverse. Kay Rowe(10) similarly came 

to the conclusion, in her research into appraisals in the U.K. 

that there are occasions when appraisal should have no explicit 

connection with salary reviews, but added the rider that - 

'It would be illogical if there were wide discrepancies 

between appraisal and salary review, but the two should be 

regarded as separate activities',   

2 C
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There is also an apparent lack of logic in separating 

salary reviews from performance appraisals. Ultimately, salary 

and reward in its widest context must be demonstrably linked 

to contribution, including both the results achieved and the 

degree of directed relevant effort put- into their attainment. 

Undoubtedly, appraisals should provide much of the feedback 

necessary to determine the extent of reward or, in some 

cases, amount of 'compensation' a maneger deserves. It is as 

well, too, to remember that factors outwith the control of the 

job-holder, the need to preserve equity within and between 

salary scales and pressures external to the company may also 

exert varying degrees of influence upon the amount by which his 

salary increases in any one year. 

However, the introduction of salary increases into a 

discussion where the primary task is to talk through the many 

implications of improving performance means that money, rather 

than people's effectiveness will become the predominant issue 

of the interview. Where this happens, the opportunity for 

discussion of such critical problems as job accountabilities, 

impect in the role, constraints upon the individual's effective- 

ness and his personal development is likely to be lost 

completely. Even where the discussion ostensibly swings 

back to performance, a subordinate who feels resentful, or 

disappointed at the news df his increase (or lack of it) is 

more likely to be ‘listening to himself' rather than to what 

his chief is saying about work results, 

PRET IE 
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Undoubtedly, salary increases, specific promotion 

prospects, the challenge of new projects and promises of 

enhanced responsibility are all overt means of demonstrating 

recognition and appreciation of work that has been well done. 

Such rewards are potentially the most obvious indication to 

@ manager that his presence and contribution are valued, 

However, as Thompson and Dalton(11) concluded from their 

investigations - 

"eeceeee Once a formal system is set up to publicize 

a direct link between performance ranking and rewards, the 

reward chosen becomes the only credible indicator of manage-~ 

ment's evaluation of individual performance’, 

Furthermore, Thompson and Dalton found that the time of 

year when the general salary increase was given tended to 

pre-empt all other rewards. Though traditionally salary 

increases have been linked both implicitly and explicitly 

directly to contribution Thompson and Dalton and the three 

researchers into appraisal policies and Practices at @.E, all 

experienced widespread scepticism amongst respondents about 

the directness of the relationship. Kelly(12) further 

identifies the erosion which has taken Place in the link 

between salary increases and merit when he states - 

‘Nowhere is there more confusion and misunderstanding 

about the value and true functions than in the areas of 

salary administration....e.eee Little wonder that it is both  
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gelling and frustrating to the manager who experiences a 

satisfying appraisal interview only to be told at the 

conclusion of the meeting that there is little in the kitty 

for him this year’. 

Current schools of thought advocate that appraisals 

of performance be based upon an assessment of results 

achieved, compared with results expected. Prima facie, 

assessing what a manager has done against what he was 

supposed to have achieved should give an objective measure 

of his performance, provided that he agreed the validity of 

the criteria against which he was to be appraised. 

There is ample evidence to indicate the widespread 

dissatisfaction with the traditional, highly subjective forms 

of appraisal which use ‘assessments! of subordinates! 

personalities as a basis for evaluating their effectiveness 

as managers. The rejection of the impressionistic approaches 

which rely upon graphic rating scales or methods of 'paired- 

comparison' ranking as their basis for 'measurement' has, 

however, led to a tendency to push the, pendulum too far in 

the opposite direction. The growing use of M.B.0. approaches 

to management has seen a trend towards trying to quantify 

performance in exclusively objective terms, while, at the 

time avoiding all reference to behaviour and personality.  
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The difficulty and inappropriateness of trying to measure 

& manager's total contribution and impact within his role 

solely in objective and quantifiable terms has been described 

by Wilfred (now Lord) Brown in ‘Exploration in Management'(14) - 

‘The assumption is often made that a subordinate can be 

assessed in quantitative figures alone which indicates perfor- 

mance, This assumption is, I think, motivated by the desire 

to escape from the personal business of passing judgment on 

GNOthEr seccccces A manager has responsibility for making 

assessments of the work and of the behaviour of his subordinates, 

This is inescapable', 

The case for measuring a manager's recent or current 

performance wherever practicable in objective quantitative or 

qualitative terms is incontestable. However, experience 

suggests that it is equally important to examine, as well, his 

perceived attitudes and behaviour in terms of the demands of the 

role he occupies. In a Sense, this provides a basis for exploring 
the results which a manager is not achieving, but could well 

do so were his behaviour commensurate with the emotional and 

inter-personal requirements of his position in management, 

For example, a manager might be achieving agreed performance 

levels in the measurable key result areas of his job, but may 

well be identifying downwards too closely to the detriment 

of his lateral and upwards relationships, with a consequent 

failure to gain the respect and confidence of his peers and 

superiors - i.e, he comes to be viewdd as something of a 
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"security risk' by those whose activities impinge directly or 

indirectly upon his. He may, too, have allowed himself to be 

cast in the role of court jester - or 'stooge' by his colleagues 

and subordinates so that, whilst he may be extremely popular, 

he loses credibility in the eyes of those upon whom he depends 

for active commitment and support. 

In both instances, there are areas open to question = 

not necessarily in what the job holder does, but rather in what 

he is NOT doing and what it is generally, often implicitty, felt 

that he SHOULD be Going. However, experience indicates that 

ithe area of role behaviour is one of the most difficult to talk 

through during en appraisal interview. Usually discussions 

about personality factors and behavioural inadequacies 

presuppose a professional or intimate relationship such as is 

rarely to be found within industry, between superior and 

subordinate, Because of social convention, lack of verbal 

ability end social adeptness in potentially stressful face-to- 

face situations and the fundamental difficulty of articulating, 

in objective and emotionally neutral terms, the results of 

behavioural deficiencies many managers avoid opening up such 

ereas in appraisal counselling interviews. Evidence from 

discussions with managers (see replies of respondents to 

questionnaire on page 128, experience from studies carried 

out on seminars on appraisal within TI and from the results of 

past research all show that far too frequently managers either 

   



-16- 

a) Display extremes of social ingenuity to avoid 

saying what they would really like to say to 

one another, 

or 

ii) Ignore the taboo areas completely by tacit 

dismissal, 

or 

iii) Actively collude with their subordinates over 

the question of role behaviour by offering to 

- ‘get this over as quickly as possible, so 

that we can get back to real work again’. 

  

or 

iv) Resort to banal exhortations and admonitions 

  

to - 'do better', or 'pull your socks up' which 

have no positive effect whatsoever on job 

performance. 

or 

v) Contrive a measure of over-assertiveness, based 

upon the authority of rank and status, which 

they hope will be sufficient to enable them 

to act out a coercive role for which they are 

basically ill-prepared and which they largely 

recognise as being inappropriate to the real 

demands of the situation. 

  
Thus the appraisal interview - particularly where the 

‘taboo' areas are covertly the main issues - tends to become 
4 
: 
4 

i 
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something of a ritualistic chore, characterised by behaviour 

which is predominantly either 'fight' or 'flight't. In 'fightt 

situations, the manager and his subordinate may each spend 

far too much time trying to vindicate themselves at the 

expense of the other, Whether the recrimination is overt and 

expressed or whether it remains largely implied there is 

ample evidence to show that such confrontations, when repeated 

frequently, diminish the strength and effectiveness of working 

relationships and in no way improve performance(15). What 

may be intended as being helpful, constructive advice may well 

be interpreted by a subordinate as an unjustified personal 

attack. What is perceived to be an unwarranted or improper 

indictment is likely to be met by demands for chapter-and~verse 

and counter charges. As Thompson and Dalton(16) state - 

Ure «appraisal touches on one of the most emotionally 

  

charged activities in business life - the assessment of a 

man's contribution and ability. The signals he receives about 

this assessment have a strong impact on his self-esteem and 

on his subsequent performance’, ° 

On the other hand, a failure to talk through what are 

basically the results of a subordinate's deficiencies or 

the effects of an inadequate working relationship amounts to 

a serious abdication of the managerial role. Where ‘flight! 

is the predominant characteristic of appraisal interviews and 

appraisers and appraisees continually avoid the task of  
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confronting one another with reality, the process becomes as 

Gellerman(17) suggests - 'an exercise in compulsory insincerity". 

Summarised, an appraisal of a manager's current 

effectiveness is concerned principally with determining the 

most appropriate ways of helping him to do a better job in his 

present position, More specifically, it is concerned with 

answering the questions - 

i) Where precisely, at a given point in time, is 

the manager in terms of achievement and 

contribution? 

ii) What are his particular strengths and how may 

they be further developed and used? 

iii) What, exactly are his deficiencies and training 

needs end how can these be most effectively dealt 

with? 

iv) What are the constraints within the environment 

in which he operates and what can be done to 

reduce their adverse effect upon his personal 

impact and who is accountable for taking any 

prescribed remedial action? 
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more consciously to the longer term implications of corporate 

ectivity and external influences and, perhaps for the first 

time in his career, experience the stress and frustration of 

being able to exert little real control over events. 

The problem of successfully relating the there and now! 

to the ‘where and when' must be largely a matter of conjecture, 

but as Wilson(18) states the ‘quality! of a manager's present 

and past performance should indicate the degree of application 

which is likely to be carried over to a more senior position, 

This is largely a matter of deciding what constitutes ‘quality! 

and which are the transferable activities and behavioural 

attributes where quality in one role is likely to have a 

similarly significant impact in another, e.g. - 

i) Tolerance of ambiguity and capacity for taking, 

rather than avoiding, decisions in the absence 

of adequate data. 

ii) Ability to distinguish consistently between 

primary and subordinate tasks, hence the ability 

to establish appropriate priorities. 

iii) Capacity for innovation and the ability to 

communicate the implications of proposed or 

desired changes successfully.  



iv) 

v) 

Ability to present and support his case in 

the face of opposition without arousing 

excessive hostility. 

Success with which he has trained, developed 

and delegated to his existing subordinates 

effectively. 

1.3. Research into the Effectiveness of Judgmental Behaviour 

Clearly, there are many variables involved in assessing 

current effectiveness in order to relate it to future potential 

performance, e.g. = 

i) 

ii) 

iii) 

  

The accuracy and reliability of the assessor's 

judgments, e.g. the extent to which personal. 

values, relationships, idiosyncracies and names 

interfere with obj ectivity. 

The relevance of the attributes and peformance 

being assessed, e.g. impressionistic, as against 

analytical, correlated evidence, 

The appropriateness of the criteria which form 

the basis of measurement, e.g. yardsticks of 

efficiency appropriate in one role may be 

unrealistic measures of success‘in another, 
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iv) The similarity/disparity in educational and 

cultural background between the appraiser and 

appraisee (see Luft(19) whose research indicates 

that where both parties to the appraisal are of 

similar, rather than widely differing backgrounds 

there is a significantly greater likelihood of a 

more accurate appraisal. 

As Allport's findings(20) suggest the ability to judge 

others is neither entirely general, nor entirely specific, i.e. 

tT+ would be unreasonable, therefore, to expect a judge of people 

to be uniformly successful in estimating every quality of every 

PELSON seeeseces It seems more of an error, however, to consider 

the ability entirely specific than to consider it entirely 

general', 

faft(21) similarly found from his research into judgnental 

behaviour and the reliability of largely non-analytical 

judgments - 

'The degree to which a person can meke accurate judgements 

about others is a function of his general ability to judge and 

of specific situational and interactional factors, but the 

greater his general ability to judge, the less will be the 

relative influence of the specific factors'.   
ne me IETS ETE
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Taft defined ‘specific factors! as follows = 

i) 

ii) 

iii) 

iv) 

v) 

The type of person being judged. 

The relationship neuen judge and judged. 

The type of judgment demanded, 

The traits being judged. 

Material available to the judge. 

Among Taft's further important conclusions, substantiated 

by Adams(22), Dymond(23), and Cage(24) were that - 

4) 

  

The presence of high projection, identification 

and empathy in those judging others led to 

correspondingly high correlations between the 

judge's assessment of themselves andother 

people - i.e, they tended to ascribe to others 

similar goals, values and needs to their om. 

(This point seems to be repeatedly reinforced 

by the evidence currently being assessed by the 

ERGOM(25) teams evaluating the results of : 

exercise 'Appraisalt which has been completed to 

date (1970) by well over 1,000 managers in 

various parts of Europe and the U.S.) 
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Complementary findings to those in (i) above 

emerged from the work of Mead(26) and Sullivan(27) 

who both concluded that there were significant 

positive correlations between high self-awareness 

and the ability to assess other people success- 

fully. 

ii) Task-oriented and socially detached judges tended 

to make more accurate judgments then did 

socially oriented judges who became emotionally 

involved with those whom they were assessing, 

Frequently, those who made consistently inaccurate 

assessments of others were found to be socially 

very dependent and poor self-judges. 

iii) The capacity to judge people successfully 

appears to develop from three areas - 

a) The possession of appropriate judgmental 

norms. 

b) Judging ability compounded of general 

intelligence, social awareness and an 

innate capacity for making nonanalytic 

assessments (intuitive attribute described 

by Wedeck(28). 
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limited practical value for managers whose appraisals 

r necessarily should reflect much of the working relationship 

and mutual interdependence that exists between themselves and 

those whose effectiveness they must assess. It is frameworks 

of a non-analytic or semi-analytic nature that seem to provide 

the most effective and practical means of appraising the 

behavioural aspects of both current performance and career 

potential. 

Van Lennop(30) at the University of Utrecht has developed 

@ behavioural framework which corresponds with Cattell's 

personality continua, but which is written at a far lower level 

of abstraction and presented as a series of dimensions directly 

related to the managerial situation. Both Shell and Unilever 

have taken up Van Lennop's work and adapted it to suit their 

needs for appraising role behaviour. Used in conjunction with 

a graphic rating scale in order to provide some means of measure 

Unilever have developed from Van Lennop's framework the following 

areas of behaviour for appraisal - 

1. There is always a complete personal 1 2.514 5 

involvement in any task they have 

taken on. 

2. They can spontaneously adjust their 

original plans to any new develop— 

ments in the situation, 
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They are able to defend their point 

of view emphatically against a 

majority or authority of a contrary 

opinion. 

Evaluation of their own prospects is 

realistically linked to their capacities 

and potential. 

They know how to transform, break down 

or reformulate an apparently complicated 

problem into workable terms. 

Even in situations in which they are 

personally involved they can take a bird's 

eye view in order to make a realistic 

assessment. 

They have no tendency to perfectionism 

that hampers their own activities or those 

of their colleagues. 

They have a sound imagination, which is a 

continual source of promising ideas. 

Their views on the near future usually 

prove to be realistic. 
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10. 

il. 

12. 

13. 

14. 

15. 

16, 

- 2 - 

Their thinking is seldom simply in 

‘black' or 'white' terms. 

Their style of working is such that 

they make the most economic use of 

their time. 

They are able to looket-their work 

from a higher vantage point and their 

work appears to be directed by a 

personal comprehensive vision. 

Their assessment of sources and their 

interpretation of information enables 

them to maintain a continuously 

realistic judgment of the situation. 

They do not dislike situations in which 

various activities and obligations over- 

lap in time. 

They express themselves clearly and 

unambiguously, and they arouse spontaneous 

interest when they speak face to face, 

and in their writing. 
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18. 

19. 

20. 

21. 

29 « 

They are able to anticipate future 

developments in order to cope success= 

fully with changes in their functional 

situation, 

They can see at a glance any looseness 

or weakness or error in a proposal. 

Also they are alert to anything outside, 

which may be of importance for their work 

one day. 

They give a substantial contribution to 

the team-performance without losing their 

individuality. 

They can see facts and problems in their 

interrelation and within a wider context 

in order to organise them in relevant 

operational systems. 

Another semi-analytical approach which has been widely 

validated as a method of selecting employees in industry, the 

public utilities and the civil service and which offers a 

practical means of appraising managerial role behaviour is 

Munro Fraser's 'Five-fold Grading'(31). Used in conjunction 

with a twenty-point rating scale which permits both an 
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adequate range of measurement as well as a practical degree 

of refinement of assessment, the Five-fold Grading method 

seeks to examine behaviour in the following areas - 

4) 

ii) 

iii) 

iv) 

  

Impact on Others 

- The responses and reactions which the 

individual's appearance, speech and 

manner evoke in other people. 

Acquired Knowledge 

- Knowledge and experience gained by the 

individual which are relevant to the 

role he occupies/may be promoted to. 

Innate Abilities 

- Level of intelligence. The extent to 

which the individual perceives 

relevant relationships. His ability to 

synthesize end conceptualise and operate 

at an appropriate level of abstraction. 

Motivation 

- level, appropriateness and realism of 

the objectives the individual sets 

himself. His consistency and determin- 

ation in pursuing them and his ability 

to establish appropriate priorities 
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where objectives are in conflict. 

His success in achieving the goals he 

sets himself. 

v) Adjustment 

-~ Degree of effectiveness in his relation- 

ships with others. The level and types 

of role he plays both within the formal 

and informa organisations. 

His frustration, tolerance and capacity 

for dealing with stress situations 

effectively. 

The principal strengths of the Five-fold Grading system 

adapted for use in appraisals of both current effectiveness and 

career potential are - 

i) Necessarily, it demands an a priori, rather than 

a merely evaluative approach to assessing 

performance, It is thus concerned to differen- 

tiate between the causes and symptoms of 

ineffective behaviour and inadequate performance. 

It therefore offers opportunities for a higher 

success rate in diagnosing weaknesses correctly 

and consequently in prescribing the most 

appropriate remedial action.  



ii) 

iii) 

iv) 

  

= BE 

It is concerned with areas of the personality 

where behavioural patterns are either more or 

less consistent or evolutionary. It therefore 

provides the assessor with a means of evaluating 

behaviour on a basis of what hes occurred 

regularly in the past is liekly to be a valid 

indicator of future performance, 

The basic rationale invites an examination of 

the 'crime' rather than of the ‘criminelt, i.e, 

it focuses attention on the results of imperfect 

or inadequate behaviour rather than upon the 

personal qualities of the individual being 

assessed. It thus provides an objective basis 

for defining and comparing normative, with 

effective, behaviour, 

The five dimensions to personality and behaviour 

are not seen as being mae exclusive, but 

interrelate one with another. Combined, they 

thus create a relevant overall framework within 

which a manager's total impact and contribution 

can be assessed, 

Though the Five-fold grading does not provide 

quantifiable data about behaviour in the same 

detail as the multi-variate analyses developed 

by Cattell and Hysenck(32) inter alia, it does 

CE 
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provide a far more useful tool for practising 

menagers. Its strength lies not so much in 

accurate dimensional measurements of personality 

traits, but in the relevance of the areas of 

requisite behaviour it seeks to define. It thus 

+ introduces a disciplined approach which | gives 

situational analyses of behaviour an objectivity 

and validity which they so often lack, 

1.4. Summ of Section 1 

The traditional, impressionistic approaches to appraisal 

have generally proved to be irrelevant and ineffective because 

they have relied upon often ill-defined personality 'profilest 

as a means of evaluating managerial effectiveness. Both the 

philosophies and methodology of appraisal evolved in companies 

have tended to develop on a basis of fallacy - or, at best - 

empiricism, rather than as the result of thorough investigation 

of what is actually needed. Consequently, many appraisal 

practices have been based upon a confusion of personality traits 

and indications of levels of effort put into the period of work 

being assessed. There is a spurious air of euthenticity about 

many of the mting scales used which profess to both an eccuracy 

and objectivity and, therefore, validity which they do not 

in fact possess. Many of the personality characteristics selected 

for such inadequate 'measurement' are themselves frequently 

ill-defined, open to misinterpretation and not even always relevant 

to the demands of the assessee's role,   
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If discussions about effectiveness and performance are to 

achieve their purpose they must examine the realities of 

communication, understanding and interaction between people 

who, inevitably, are jointly accountable for achieving results. 

Many of the factors so often assessed on appraisal forms are 

basically the results of inadequate training, lacking guidance x 

and information which should be provided by @ superior for his 

subordinate. Rather too many appraisal systems which are 

currently still being operated appear to ignore this crucial 

aspect of improving performance. Frequently, they are set up 

almost exclusively from the appraiser's point of view and 

thus fail to take sufficient account of the significance, in 

achieving results, of the strength of the relationships that 

exist between a manager and the subordinates on whom he is passing 

judgment. As Gellerman(33) states — 

‘The appraisal is just about as good as the relationship 

that precedes it', 

Too often, the conventional, personality-trait type of 

appraisal has failed to improve people's effectiveness and 

improve performance because it - 

i) Provides little common ground for objective, 

factual discussion between a superior and his 

subordinate, 

  

 



  

ii) 

iii) 

iv) 

=a35 

Fails to examine the results which have been 

achieved against those which should have been 

agreed and expected. 

Does not provide sufficient data for making 

specific recommendations to correct deficiencies 

and improve performance. 

Tends to be a grand annual affair which is more 

of an administrative colossus than a process 

where there is continuity of both plan and 

purpose. Such annual reviews tend to be largely 

retrospective and historical, whereas the 

purpose of appraisal should be to create frequent 

opportunities for review so that continual 

forward planning andiprogressive action may be 

undertaken, 

Is rarely felt by appraisees(34) to be related 

to = 

Salary increases. 

Individual career development. 

- Succession planning and promotion, 

- In short, appraisal is a principal accountability 

of every manager, and is one of the most important 

means of providing the feedback which is a 

necessary preliminary to requisite, effective 

action. 
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20 THE INFLUENCE OF MANAGEMENT-BY-ORJEOTIVES UPON APPRAISAL 

2.1. The Rationale of M.B.0. and Accountability Management 

The planned growth of any company must, by definition, 

be based upon objectives which reflect a desired, measurable 

improvement in productivity and/or profitability. Conscious, 

planned improvement presupposes that there is a known starting 

point or datum line, a defined requisite level of attainment 

and a period of time in which that objective should be achieved, 

If they are to become something more than pious hopes objectives 

must be defined in positive, specific terms which are either 

quantitative or qualitative. Furthermore, wherever practicable 

they must be translated into precise statements of personal 

accountability if individual effort is going to be related to 

corporate goals, 

Over the last ten years, M.B.0. has exerted a significant 

influence upon both the philosophy and practice of managenent. 

In seeking to clarify and integrate company, departmental and 

individual performance objectives M.B.O., prima facie, represents 

@ logical, formalised means of relating personal contribution 

to improvements in overall profitability. A precondition to a 

management=by-objectives approach is the establishment of 

agreed, measurable criteria of what is considered to be effec- 

tive performance, Furthermore, the success of the approach is 

dependent upon the quality of the regular discussions between   
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managers and subordinates which serve to = 

i) Monitor performance. 

ii) Re-affirm or re-define objectives and priorities, 

iii) Review the controls necessary to ensure that i 

constraints upon personal contribution are kept 

to a practicable minimum. 

Since it was first propounded as a way of managing by Drucker, 

in 1954(34) these have remained the principal tenets of the 5 

philosophy of M.B.0. Indeed, over the last decade, there has 

been little significant development of the basic concept, 

though considerable experience in operating management—by~ 

objectives has seen some refinement in the methodology. 

In a sense, M.B.0. is basically concerned with managing 

growth ~ not simply that of the company, but also that of the 

individual. It seeks to move from the known to the predicted 

and expected and represents a way of managing which aims to 

eliminate or reduce that which is purely subjective, fortuitous 

or 'played off the cuff'. The management of growth necessarily 

involves the development and use of appropriate criteria of 

effective performance. Growth is based upon increasing 

returns on capital and improvements in the ratio of outputs 

to inputs. Effective management ~- particulerly themanagement   iene
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of change, innovation and growth - cannot be one hundred per 

cent, a formalised, clinical and intellectual process. To 

some extent, entrepreneurial risk must always contain some 

element of 'hunch', However, consistent success in recognising, 

isolating and optimising the many variables that influence 

managerial action and the ability to perceive the interplay of 

relevant relationships presupposes both analytical skills and 

techniques of a high order. Furthermore, consistency in 

forecasting and control depends upon the existence and 

intelligent use of quantitative and qualitative criteria of 

excellence ~ both at individual strategies of a company. 

Both corporate and individual objectives require that the 

assumptions, yerdsticks and predictions upon which they are 

based are constantly reviewed so as to take account of changing 

influences and conditions. Moreover, the objectives themselves 

must also be reviewed to ensure that they are currently 

appropriate, attainable and valid. In the absence of clearly 

defined company objectives which are continually subjected to 

review, individuals may have difficulty in relating successfully 

to activities on a wider front. Conversely, unless the contri- 

bution of individual managers is defined and planned and 

unless his performance is monitored and 'measured', departmental 

objectives and company profit plans may remain wishful thinking. 

Objectives at the most senior levels may not alter 

Significantly in the short term, especially in large, capital- 

intensive companies where the investment/return cycle must, 
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almost inevitably be measured in years. However, the specific 

targets and standards of performance of individual managers 

which represent the tactics necessary to make overall strategy 

a reality may well change annually, monthly, or = even weekly. 

The fact that a manager's job objectives and short-term targets 

may change is, in itself, reason enough for helping him to 

establish valid benchmarks and a means of both monitoring and 

reviewing his contribution in terms of achieved end results. 

In the conditions of constant change characteristic of 

management there is evidence(35) to suggest that too few 

managers have a clear, realistic idea of what.is expected of 

them in terms of specific end results. Individual and group 

attitudes, formal and informal roles and unofficial as well 

as official relationships are the reality of most management 

structures and may result in an informal extant organisation 

which bears little resemblance to the manifest hierarchy 

printed on the official company organisation charts. It is 

the informal groupings, conflicting ‘tribal’ aims and. objectives 

and differing interpretations at each level, and within the 

different functions, of management that . can confuse, 

corrupt or distort intended official objectives and directives 

and consequently erode and re-shape boundaries to individual : 

accountability and authority. Frequently these are the problems 

that impose the most restricting constraints upon the personal 

impact of individual managers. Paradoxically they are all too 

often the issues which are not given the prominence they deserve  
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in discussions between managers and their subordinates < 

possibly because the root causes of the problem become lost 

in the confusion of the effects. 

here @ company has no known or recognisable philosophy, 

there is hardly likely to be a coordinated approach to problems 

which seeks to integrate, rather than isolate, departmental 

and individual work objectives. Where managerial activity is 

largely characterised by piece-meal expediency and the 

preservation of tribal boundaries what would be regarded as 

gross inefficiency and a loss of management control in more 

effective organisations comes to be accepted as a necessity 

to self preservation. Wasteful in-fighting and both inter and 

intra-group conflicts become, necessarily, institutionalised 

norms which impair, considerably, task performance. 

It is such wasteful practices that M.B.O. seeks to 

remove or reduce by defining the personal accountabilities of 

managers, relating them to those of other managers and, in 

turn, to corporate objectives. To these ends it requires of 

executives and managers, throughout the organisation, from the 

top downwards that they work through the following questions 

with both their superiors and subordinates - 

i) What specific results should we be attaining 

- both currently and within agreed time scales 

in the future? 
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di) What are we actually achieving? 

iii) Are current objectives and achievements 

sufficient - both for immediate needs and in 

order to attain future growth objectives? 

iv) Are current quantitative and qualitative 

criteria of efficiency/excellence valid? 

v) What, precisely, are the obstacles, deficiencies 

and limitations that prevent or restrict 

requisite levels of performance? 

vi) What exactly must be done and who, specifically, 

is accountable for taking the action necessary 

to eliminate/reduce such constraints upon the 

achievement of required end-results? ; 

Where M.B.0. is wrking effectively and is felt to be an 

appropriate style of managing by executives and specialists, 

managerial behaviour appears to be characterised by increased 

levels of frankness and the pervasive climate becomes one of 

constructive dissatisfaction with the status quo. The work of 

Humble(36), Odiorne(37) and the findings of Kay, Meyer and 

French at G.E.(38) which suggests that effective M.B.0. styles 

of managing are likely to result in more positive managerial 

attitudes and behaviour are borne out by the extremely 

Pa reer rem ne eee 
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favourable responses to the questionnaire and interviews at 

Plant 'A'(39). Over 92% were strongly in favour of M.B.0. 

and of that percentage more than half commented on the 

increased frankness in exchanges between superiors and 

subordinates, Typical of the statements made were - 

'Previously I was never told if Ita done anything 

wrong ~ people just talked about me behind my back. Now 

my boss is forced to tell me and we get on better as a result', 

"It's helped to cut down the amount of dirt that    gets swept under the carpett, 

‘Target setting has made my chief and I more honest 

with each other and brought home to us the need to be honest!, 

4 
'I'm completely hooked on the idea, It's logical, | 

clear-cut and helpful and.makes us communicate with one another 4 

instead of talking at each other', 

The remaining eight percent were concentrated in one large 

function where there had been a history of mistrust and over— 

competitiveness reflected in the unwillingness of the senior 

manager in charge to commit himself to decisions. 

Comments on M.B.0. from him and his three immediate 

subordinate managers were =  



a 

cutie 

‘My people are very suspicious. They're not very 

enthusiastic about what they see as a "do-it-yourself hangnan's 

kit', There's a lot of pressure in this department'. (The 

executive in charge of the function). 

From those who reported directly to him - 

'Although we've got M.B.0., we can't get a bloody 

decision out of him. We've really got management by committee 

in our department', 

'M.B.0. and appraisal are struggling in this department 

because of the lack of response from people. Personally, I 

can't see much value in it because we're just not committed', 

"We're not really sure of the purpose and we're not 

convinced it's much use, though I admit, we're way behind the 

other departments here where M.B.0. and appraisal are concerned', 

(The suspicion, hostility and generally negative attitudes 

reflected and, in turn, reinforced by the lack of clearness 

and understanding in the department over the purpose of M.B.0. 

and appraisal, correlate closely with Stewart's findings on 

appraisal(40). Examining appraisal practices in two large and 

dissimilar organisations Rosemary Stewart concluded that - 
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i) A major concern among subordinates and cause 

of suspicion and resentment was confusion 

over the purpose of appraisal, 

zt) Generally, far more superiors than subordinates 

believed appraisals to be useful, 

In all other functions and departments M.B.0. had 

evolved ‘organically! and become institutionalised as a way of 

managing, with the result that the one department which does 

not conform has tended to be used as an organisation 'waste 

basket! into which the remainder project blame, confusion and 

conflict, The department that.is out of step provides too 

important a service to be by-passed, hence its current role of 

whipping-boy into which it has been largely cast by middle 

management levels from other functions. Evidence from discussions 

with both managers in the department concerned and heads of 

other functions indicate that the problem of conformity is 

likely to be lessened when individual work objectives and 

areas of accountability within the department are more 

precisely defined than they are at present, 

The suggestion, following the survey and discussions with 

respondents, that task performance within the department neéds 

to be re~defined and expressed in terms of twork specifications 

is to be taken up jointly by the personnel function and the 

department concerned, By doing this, the terms ‘key result   anos Si CER eect mer pe
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area' and 'key task’, common to the M.B.0. job descriptions 

currently in use, will be translated into "specifications of 

requisite levels of performance’, which are more directly 

related to the concepts and criteria of qualitative excellence 

peculiar to the department. Wach task will then be re-slated 

as a series of personal accountabilities for each individual, 

thus ~ !This task will be satisfactorily performed when the 

following conditions exist soeccccecccce’ 

202. Some of the Realities of M.B.0. Secs 2Ome of une Realities of M.B.0. 

Much of the success of M.B.0. appears to depend upon the 

extent tovhich, as Wickens (41) indicates, the motivation of 

managers to achieve objectives or standards is strengthened 

by active participation in setting them. If one accepts the 

significance of the basic need to achieve in man, postulated 

by Maslow(42) and developed by Argyris(43) as tself-cotualising 

man', then perhaps the extent to which M.B.O. is allowed to 

operate as a participative style of managing is, in fact, a 

principal determinant of its potential effectiveness. Indeed, 

the prevalent belief within the department where M.B.0. and 

appraisal did not work was that — 'Wetre different, of courset, 

There was, too, considerable evidence to suggest that, from 

the top of the function downwards, rather too many targets or 

objectives were set by conditions and circumstances than by the 

menagers themselves, The initial failure of the department to 

meet what have subsequently proved to be inappropriately 
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quentified targets, during the early stages of M.B.0., 

contrasted with successes in other functions made for an 

increased level of frustration where there were already poor 

working relationships and hostility. Evidence suggests that 

the members of the department failed to select the most 

relevant criteria from the outset and, under pressure, lost 

sight of the need to operate what Milne(44) has defined as 

‘necessary strategies for the possible', as opposed to 

desirable, but unrealistic end unattainable goals. Moreover, 

where relationships are characterised by overt competitiveness 

and aggression, the reluctance to put one's leadership skills 

to the test in such an exposing situation as an appraisal 

interview is likely to reduce the occasions on which such 

confrontations take place and severely confine the extent of 

frankness. Under such conditions, appraisals are more likely 

to become carping monologues, or what Paterson(45) terms 

‘Conversations in parallelt where both parties talk and neither 

listens, rather than the constructive dialogues necessary to 

provide a basis for working agreements between a manager and 

his subordinate, What is more, the reluctance to appraise and 

discuss performance experienced by Rowe(46)* in her research into 

appraisal is not always merely a rationalisation of the fear of 

confrontation - it is a direct reflection of the frustration 

and sense of futility experienced as a result of largely waste- 

ful meetings where each tries to exhonerate himself at the 

expense of the other. 

* See Appendix IT   
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Experience in defining and agreeing work targets, the 

supporting action necessary for the job-holder to achieve them 

and discussions in depth with over a hundred managers on the r 

effectiveness of M.B.0., within TI, indicate that success or 

failure is largely determined by = 

i) The attitude and level of perceived commitment 

of the chief executive of the company. i.e, 

the MD needs to be explicit to the point of 

declaring publicly - tThis is the way we are 

going to run this company’ and you and I are 

answerable for doing so'. (In two major units 

ee
 

within TI M.B.0. failed largely by being 

introduced at mid-management levels with the 

overt approval but without the commitment of 

the chief executive and boards of those units). 

ii) The need to recognise the disparity which 

exists between the concepts and ideals upon 

which M.B.O, and, in particular, appraisal are 

based and the actual managerial styles which 

constitute the ‘culture! of the organisation, 

iii) The extent to which such an approach becomes 

integrated and institutionalised as a style of 

managing, rather than superimposed as a technique 

upon traditional patterns of managerial behaviour,   Pte erarec per ereesinrecrereeceserermesecere SE eT er ere seer meric TORE STE
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Where it remains secondary to the primary task 

of managing for results it may exist for a time 

as mere artifice, grudgingly sanctioned by 

managers until such time as they can adapt or 

reject it on the rationalised grounds that - 

‘it's alright in theory, but it just doesn't 

work in practice’. It may even be operated as 

a form of luxury-style menaging to be abandoned 

whenever a major crisis arises and re-instated 

once the pressure lessens and management again 

feels itself to be in control. (In two companies 

where M.B.0. appears to have been perceived as 

something distinct and divorced from the process 

of defining and achieving results one manager 

admitted that it was twenty months since his 

‘current! performance had been discussed with 

him, whilst in another the chief executive stated 

that they had abandoned M.B.0, because they had 

fallen behind with a contract worth over 

£1,000,000). 

The recognition and acceptance by managers that 

many techniques of control, particularly those 

that seek to monitor and measure human effort do 

not provide consistently precise and infallible 

answers. Evidence from discussions with managers 

suggests that there is a tendency in management    
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to over simplify and tidy up the realities of 

human behaviour and to rely, hopefully, upon 

techniques in order to achieve positive results 

where motivation, effort and accomplishment are 

concerned, i.e. technique is looked to as a 

means of avoiding the fundamental tasks of trying 

to understand and manage people. M.B.0. is not 

a device for providing solutions - it is intended 

primarily as an ordered means of providing 

“opportunities where both thinking and action can 

be regularly reviewed, challenged and put to the 

test. 

v) The cent to which appropriate follow-up ection 

is taken to maintain the initial momentum of the 

approach. Manifestly, this is an indication of 

the sustained commitment of top management, 

particularly where specific individuals are 

charged with maintaining and developing the system, 

The Seine and weaknesses of M.B.0. and some of the 

reactions to it quoted above, from within TI, relate closely in 

part to examinations of M.B.0. carried out in this country by 

Wickens (47) and Tosi and Carrol1(48) as well as those recently 

undertaken in the States by Levinson(49). Wickens' point that, 

in unit and batch production where, because of frequent programme 

changes managers are usually only able to plan a short way ahead, 
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the setting and achievement of objectives is largely dependent 

upon the cooperation of others, is borne out repeatedly within 

TI. Tosi and Carroll found that where performance targets were 

defined success in achieving them was related significantly 

(correlations in brackets) to - 

i) Time devoted to M.B.0. by the job holderts 

superior (0.47). 

ii) Organisational support and commitment to 

M.B.O. (0.21). 

Lid) The amount of perceived subordinate 

participation (0.46). 

iv) The job holder's satisfaction with his 

superior 
(0.39). 

These findings correlate closely with the experience and 

perceived attitudes at Plant tat where only one department was 

dissatisfied with M.B.0. Moreover, at Plant 'At the ambiguity 

of priorities and negatively authoritarian leader activity, 

within that particular department, were also identified by Tosi 

and Carroll as being adverse influences upon the success of 

' MB.O. styles of managing, Wickens, on the other hand, makes 

the interesting observation (also sibstantiated within TI) that 

positively authoritarian styles of maneging may also disrupt an 
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M.B.O. approach and fail to provide the support needed by others, 

but nevertheless may well both lead to high achievement and 

satisfy the emotional needs of dependent subordinates within 

that particular manager's department. Levinson, commenting on 

the problems inherent in striving for objectivity in target- 

setting and appraisal, states(50) - 

"A man may do an excellent job by objective standards of 

measurement, but may fail miserably as a partner, subordinate, 

superior or colleague «ssseeeeeee Furthermore, since erery 

subordinate is a component of his superior's efforts to achieve 

his own goals, he will inevitably be appraised on how well he 

works with his superior and helps the latter meet his needs. A 

  

heavy subjective element necessarily enters into every appraisal 

end goal setting experience, 3 

The plea for objectivity is vain for another reason. The 

greater the emphasis on measurement and quantification, the 

more likely the subtle, non measurable elements of the task will 

be sacrificed. Quality of performance frequently, therefore, 

loses out to quantification’, 

At Plant 'A' targets are set and performance is appraised 

jointly by the job holder and his chief. ‘The documents on which 

dedisions are made are then passed to the appraiser's chief 

who states what action he feels he and the appraiser must take 

to help the appraisee. Such a three-tier system generally means   Terr sree yeermmneatery nnn 
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that Levinson's objections to the current preoccupation with 

objectivity do not apply. However, discussions with managers 

and specialists in other plants operating M.B.0. or target— 

based appraisals within TI indicate that where assessments are 

confined to the paired relationship Levinson's observations do 

apply - perhaps in as many as 25% of the assessments that take 

place. Most of these, however, are not followed up by 

discussions of the appraisal between the appraiser and the job 

holder whose performance is under review. ‘To-date, little 

pressure is put on these managers to communicate the results of 

their appraisals to their subordinates, except in Plant 'A', 

There is, too, considerable evidence within TI to suggest 

that the main problem has not necessarily been excessive 

emphasis on objectivity, but rather a failure to identify and 

examine, with sufficient objectivity, the significance of the 

many inter-personal and organisational variables in task perfor- 

mance and their influence upon the qualitative, as well as 

quantitative, aspects of achieving results. 

2.3. M.B.O. — Style Job Deseriptions as _an Objective Basis 

to Appraisal, 

The growing influence of M.B.0. upon managerial practices, 

particularly performance appraisal has tended to reinforce the 

view of McGregor(51), Rowe(52) and Humble(53) that appraisal 

cannot be viewed in isolation as it has sometimes been regarded 

in more traditional patterns of managing. Where management-by- 
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objectives is operating effectively as a style of managing 

evolving and institutionalising new norms of managerial 

behaviour it becomes increasingly difficult to separate M.B.0. 

from appraisal, At Plant 'A', further evidence of this inte- 

gration wes apparent from the extent to which (about 60% of 

respondents) were no longer able to differentiate between 

occasions of formal appraisal and informal frequent reviews of 

performance, e.g. — 

"We believe you cannot review performance successfully 

at prescribed intervals. My chief and I review work whenever 

necessary - which means almost a continuous appraisal', 

"We've got the basis of a really good system(M.B.0.) 

here. It runs itself and we only hold formal appraisals in 

order to determine salary increases - not to discuss performancet, 

Discussions with senior personnel staff and line managers 

at Unilever, GKN, IBM, and Shell within the UK and at the NHKG 

Steel Works in Czechoslovakia all indicate that similar trends 

are also becoming apparent in those companies. lLevinson(54), 

writing in the States, similarly, suggests that, fundamentally, 

appraisal and M.B.0. are almost indistinguishable and for 

practical purposes should be considered together as one practice, 

which is intended, inter alia - 

i) To clarify and agree the job to be done and 

the expectations of accomplishment. 
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ii) To relate individual performance to organisational 

goals, 

iii) To enhance communications between superior and i 

subordinate, 

iv) fo measure and judge performance. 

v) To serve as a device (sic) for organisational 

control and integration. 

3 I would add - 

  

vi) To improve performance as a result of conscious, 

specific action for which individual managers 

have been made accountable, 

Current thinking and practice suggest that there are 

basically five steps to the ‘ideal! process = 

i) Discussion with his superior of the subordinate's 

job description and agreement of the principal 

end-results which the job is set up to achieve, 

ai) Establishment of specific, short-term targets, 

related to time scales for completion and, where 

appropriate, relevant standards of performance,   Pere emma gen corscimemeercere 
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iii) Re-affimmation and review of the checks and 

controls necessary to ensure optimum operating 

conditions, 

iv) Subsequent meetings between the Job holder and 
é his boss to monitor progress, 

v) A joint appraisal by the job holder, and his 

Superior, at the end of an agreed period, to 
assess the achievement of results and to determine 
the causes of any shortfalls in performance so 

that the necessary corrective action may be taken, 

The rationale of the process cannot really be gainsaid, 
but it does highlight the crucial importance of both task 
objectives and the job description Since these represent the 
agreed basis to expectations of achievement, Moreover, they are 
the major yardsticks against which an individual's performance 
may be measured objectively, However, a fundamental paradox 
which so often escapes the many writers of managerial job 
descriptions is that they are essentially static, whereas working 
to attain objectives is a dynamic process, Many such documents 
are still written up largely in terms of STANDARDS OF PERFORMANCE 
- or, even more inappropriately ~ as lists of DUTIES, Standards 
of performance, as defined by Miller(55) are - tthe conditions 
that will be present when @ job is well done! and are, of themselves, 
basically static whereas objectives represent ~ ta desired 
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improvement in results ....eee+. for accomplishment in a 

specified time period', Duties, per se, require to be expressed 

as personal accountabilities before they can be considered to 

be a valid basis for fulfilling obligation and measuring 

performance. Moreover, the term does not convey the connotation 

of interdependent effort which, increasingly, is becoming a 

principal feature of managerial activity and which necessarily 

demands clarification of the boundaries of authority and 

responsibility between one manager and another. 

The growing body of knowledge and experience within TI and 

many other organisations - some not necessarily industrial (56) 

- suggests that there is no universally applicable style of 

managerial job description. However, the basic information, 

needed to agree, appraise and improve performance and which should 

be agreed by the job holder and the manager to whom he is 

directly accountable, must include - 

i) THE BASIC PURPOSE OF THE JOB: 

(i.e. a succinct statement of the reason why 

this particular job exists), 

ii) THE NATURE AND SCOPE OF THE JOB: 

(which is best written up in a narrative style 

to develop a continuity of theme and to put the 

job clearly into its organisation context. This 

includes - 

       



iii) 

  

a) 

e) 

f) 

g) 

Say = 

The financial and physical 'size! of the 

Job, e.g. budget, number of subordinates, 

To whom the job holder reports. 

Significance of work and organisational 

relationships with superiors, peers and 

subordinates. 

The major challenges or problems inherent 

in the role, 

The constraints which may limit the job 

holder's personal impact in his role. 

The scope for personal discretion to deal 

with specific and major issues, i.e. controls 

and limits. 

The scope for innovation and improvement). 

THE PRINCIPAL ACCOUNTABILITIES : 

(i.e. The overall end-results the job has been set 

up to achieve. By definition, principal 

accountabilities are those areas where effective 

performance reflects the true significance of the 

job to the attainment of departmental objectives 

and, ultimately, those of the company as a whole, 
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A positive contribution in these key result areas 

of a manager's job is most likely to enhance his 

personal impact upon either the profitability or 

effective operation of the company. Conversely, 

it is in these areas, that inadequate performance 

is likely to have the most adverse effects upon 

Necessarily, principal accountabilities need to 

be expressed as a series of desired Job objectives), 

I i 
| 

the operational efficiency of his organisation, 

i 

Such an approach to producing a manager's job description | 

may require up to two full days for completion and final agree- 

ment before the document can be claimed to represent the end- 

results of the job accurately and realistically. (Please see 

Appendix III). Even so,what the document represents is still 

largely static or, at best, evolutionary in the long term. In 

order to portray the dynamic reality of the manager's job, the 

basic purpose and principal accountabilities must be periodically 

re-stated as specific and detailed, short-term targets and drawn 

up as current PRIORITY or ACTION PLANS. Diagrammatically, the 

logical and progressive refinement of the basic purpose, principal 

accountabilities and specific job targets of a manager's job, 

using this approach, looks like this -      
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'Strategyt BASIC PURPOSE Job Description 
of the job. 

! 
i 

(Largely static, | 
overall job objectives), 

| 

: 
2 

Day-to- PRINCIPAL ACCOUNTABILITIES Current Action or 
day fan : Priority Plan 
reality (Key Result Areas) 

(Dynamic and if 
detailed task 
objectives). 

SHORT-TERM, SPECIFIC TARGETS 

(Key Tasks) 

Typical Principal Accountabilities of menagerial jobs, 

taken at random, are - 

i) Maintain agreed levels of output and quality, 

ii) Develop and control an organisation structure 

capable of achieving effectively the work 

objectives assigned to it. 

iii) Review regularly the performance of subordinates 

against programmes, standards and objectives. 

iv) Train and develop subordinates in order that 

they may contribute to the limits of their 

capacity and according to the demands of their 

roles.    
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Ensure that the purchasing requirements of the 

company are always fully met, 

Similarly taken at random, typical specific and short-term 

targets, with time limits included are - 

i) 

ii) 

iii) 

iv) 

Introduce and begin operating a revised method 

of yield reporting by the end of January, 

Submit detailed proposals for the modernisation 

of No. 2 Seamless Mill by week ending 28th 

February. 

Ensure that new preferred size ranges in metric 

dimensions are agreed by mid March. 

Ensure that Thomas and Farrell are fully 

conversant with the materials clauses and 

tolerances of B.S.S. 806,1387,1775 and 1986 prior 

to joining Sales Department week ending 10th June. 

Achieve departmental cost reduction target of 

£23,000 by the end of August. 

There are many opponents to the M.B.O.-style job description 

who feel that it is too mechanistic and restrictive of initiative. 

Levinson(57) says = 

RR eres 
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i) 'The higher a man rises in an organisation and 

the more varied and subtle his work, the more 

difficult it is to pin dom objectives that 

represent more than a fraction of his effort', 

ii) ‘With pre-established goals and descriptions, 

little weight can be given to the areas of 

discretions open to the individual but not 

incorporated into his job description or 

objectives, 

Following discussions with respondents and other managers 

my conclusions run directly counter to Levinsonts first point, 

The overwhelming concensus of opinion is thet the higher a man 

goes in an organisation the more imperative it becomes for hin 

to define his objectives accurately, Mozeover, such precision ~ 

in definition does not constrain, but emphasises the areas where 

maximum effort must be concentrated. Urwick Orr's extensive 

consultancy experience in M.B.0.(58) also contradicts the second 

half of the first of Levinon's conclusions in that they find 

15% - 2576 of the time spent by managers and directors results 

in 75% - 90% of their most important contribution to the company, 

As Humble(59) suggests, job descriptions for managers might, 

more appropriately, be described as — 'Management Job Guides! 

so that implicitly they are necessarily subject to regular review 

themselves in order that they may be kept up to date. Our 

experience also contradicts Levinson's second assertion, i.e. the 

TP een ecenemreeeenreersenanar ae  
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'whatt and twhyt of the manager's job are more precisely 

defined for him the ‘how! is what he is largely paid for. 

Diametrically opposed to Levinson's belief, our experience was 

that at Plant tat approximately 10% of managers found the 

sudden recognition of the real extent of their freedom to act 

and accountability for using their discretion, something of a 

source of anxiety for the first few months. As Valentine(60) 

states - 'Objectives measure the results of his efforts, not 

his way of doing business. Thus he has freedom of action 

which he should recognise as a vote of confidence in his ability', 

Evidence from the Glacier Institute of Menagement(61) similarly 

indicates consistent success in determining the boundaries to the 

discretionary areas of managerial jobs in both vertical and 

collateral relationships. ‘he work of Jaques(62) which forms 

the basis of much of the Glacier thinking stresses the fundamental 

importance of the relationship between the extent of discretion 

@ manager is expected to exercise and his capacity for making 

such decisions, The right and accountability to exercise dis- 

cretion presuppose requisite levels of both competence and 

authority. If a manager feels he is lacking in either, or both, 

he may perceive his accountabilities to be threats, rather than 

challenges, The job description and current action plan should 

provide the objective measure of requisite levels of performance 

in the discreet areas of his job agreed by and expected of the 

job holder, The performance appraisal interview provides an 

occasion where the job holder and his superior may create 

opportunities to talk out such problems, where a role is not seen 

to be viable or where there is felt to be a disparity between   

—_
—
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an individual's capacity and the ‘sizet of the job he is 

doing. 

Management~by-objectives, more than traditional approaches 

to managing, encourages managers to examine departmental and 

inter-functional performance as well as that of individuals, 

A frequently expressed view in Plant tat and in several other 

units within TI is that it is becoming more important to 

appraise managers! performance in terms of the extent to which 

they contribute positively to the work of others. Conversely, 

experience within TI shows that the degree of organisational 

    

support given a manager, the viability of his role in the light 

of current philosophy, policies and practices and the influence 

of informal groupings are factors which demand far closer 

examination as important influences upon an individual's effective- 

ness as a manager, Experience (63) has demonstrated the need to 

‘ distinguish between the manifest, assumed and extant organisation 

of companies. The analyses preceding the agreement of M.B.O. 

style job descriptions, which place high emphasis upon defining 

the extent of personal authority and accountability of the 

individual and so clarify for him the boundaries and interface 

areas of his role, have done much to highlight the considerable 

discrepancies between organisation cherts and reality. In Plant 

t ‘Bt where the initial impact of M.B.0. has not been sustained 

through an abortive introduction and inadequate follow-up, 

the initial systematic ma formalised approach to defining and 

coordinating work objectives has done much to penetrate and even 

erode away the boundaries surrounding enclaves which have long      
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been at variance with the more progressive and effective parts 

of the company. Moreover, as job descriptions evolved and as 

inter departmental and inter personal accountabilities were 

defined and agreed, it became possible to rationalise the 

management structure and reduce it, in some functions, by up 

to #o levels of manager. In perhaps as many as six major units | 
a TI the development of ‘accountability! job descriptions and 

appraisals of performance, using the job description as a 

basis, have undoubtedly resulted in a clear understanding of 

the significance of organisational anomalies as constraints and 

of a more realistic appreciation of what the requisite organisational 

structure should be. Wickens(64) suggests that evolution in 

organisational structure, as a result of the introduction of 

M.B.O., is likely to be perceived as arising out of a need for 

"necessary cooperation! rather than as conscious 'reorganisation', 

The experience at Plant 'At would seem to bear this out, but 10% 

of the respondents made quite categorical statements on their 

questionnaires, or during the subsequent interview, that they 

would like to see cooperation put on a formalised and more 

‘controlled! basis e.g. - 

‘It's so informal you don't really realise that it's 

happening and I'd welcome the opportunity for much more 

formal exchanges occasionally', 

"Undoubtedly cooperation has improved, but without the 

sense of occasion that you get with formal reviews the 

fundamentals sometimes get overlooked',     

i aeaciacetara re ee
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This latter point to some extent, bears out Leasby's 

claim for systematic formalised procedures(65) that - 

'The great value of formal procedure eeeee is in the 

raising and broadening of important issues that are liable. 

otherwise to be inadequately considered', 

Performance objectives are not 2 cure-all but, as 

Valentine(66) states, they probably represent the most effective 

technique yet developed for measuring managers job performance. 

A major danger with M.B.0., however, which has become apparent 

in some units of TI is a preoccupation with results in the short 

term, As one maneger put it - "We have frequent reviews of 

performance, but they probably occur too often for us to stand 

back and look at where we're really supposed to be going'. Bryan 

(67) has suggested that the standards, norms and appraisals 

enshrined in M.B.0. tend to encourage what he has termed 

'suboptimisation' ~ a situation whereby long-term organisational 

goals tend to become forfeit to the individual's personal short 

term accountabilities. The high enthusiasm in Plant 'A' and 

widespread initial keenness experienced in several other TI 

units which adopted M.B.0. suggests, interviews with managers, 

that a significent number found management~by-objectives as a 

means of satisfying ego and achievement needs. Indirectly, this 

point is reinforced by Drucker(68) who stated - 'It (M.B.0.) 

motivates the manager to action, not because someone tells him 

to do something, but because the objective needs of the task 
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demand it', Gill and Molander(69) make the point of which we 

also have some ae that, where key results are not readily 

quantifiable, for instance in the area of inter personal relation- 

ships, managers tend to concentrate on, and vgive priority to, 

the quantifiable aspects of their jobs. ‘he evidence thus 

seems to indicate the need for an appraisal of a manager's 

effectiveness in TWO complementary areas where it is possible 

to achieve an objective measure of his performance - 

ah The degree to which he meets his specific, 

short term objectives. 

ii) The extent to which, in achieving (i) above, 

he fulfils the overall and, necessarily, long- 

term principal accountabilities of his job. 

(See rationale of currently evolving TI 

M.B.O.-style managerial job description on 

page 59 where short term objectives are 

consciously related to, if not always derived 

from, the job holder's agreed principal 

accountabilities). 

2.4. Summary to Section 2. 

The evidence within TI seems, conclusively, to suggest 

that there is both a growing concern to assess performance in 

terms of achievement, against expectation, as well as an 

— 
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increasing ability to measure personal attainments more 

objectively. However, there is also an emerging awareness that 

approeches to M.B.0. currently operating within TI do not 

actively encourage an appraisal of the perceived attitudes, 

behaviour and personal development needs of managers. Thus, 

in ‘addition to appraising the accomplishment of results in the 

two objectively measurable areas referred to in (i) and (ii) 

above, it would seem that the necessary appraisal of a manager's 

TOTAL CURRENT EFFECTIVENESS WITHIN THE ROLE also presupposes 

a third, largely subjective assessment of the individual's 

behaviour within the areas prescribed by Van Lennop(70) and 

Munro Fraser(71) inter alia, as well as a preparedness to 

examine the traditionally socially 'taboo' areas such as the 

relationship between appraiser and appraisee. As the results 

of the surveys appear to indicate, M.B.0. and M.B.0.-style 

appraisals, based upon a measure of results attained, have 

increased the extent to which managers are prepared to discuss 

performance in objective, realistic terms within certain depart- 

ments and companies. However, a significant proportion of 

responses in other units indicates that where M.B.0. is used as 

ameans of providing more power to the elbow of the extreme 

autocrat and serves to legitimise coercive managerial behaviour 

it appears to increase both the preoccupation with attaining 

short term goals and the search for alibis when targets are not 

met. The surveys also suggest that managers from the companies 

using the style of job description outlined on page 56, which seek 

to agree, from the outset, extent of support the job holder 
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requires in order to achieve his targets, tend to be less 

defensive and less inclined to look for excuses. Moreover, 

the respondents from those companies showed a considerably 

higher level of frankness and degree of satisfaction with 

performance appraisal. Obviously, other relevant variables 

need to be considered before valid conclusions can be drawn for, 

as Woodward's earlier research showed(72), factors such as 

manufacturing technologies and type of production can be major 

determinants in the degree to which managements are generally 

permissive or autocratic, For example, Woodward found that 

in companies engaged in unit and process production, there were 

usually more participative styles of management and a greater 

degree of delegation. In companies committed to large batch 

and mass production methods there was generally greater evidence 

of authoritarianism in prevalent managerial behaviour. It would 

seem, too, that the conditions of ‘organismict and 'mechanistict 

organisation postulated by Burns and Stalker(72) which arise, 

in part, out of the technological influences in a company and 

which both demand and foster disparate styles of managing, in 

the main, substantiate Woodward's conclusions. 

Futhermore, Woodward found that the planning and control 

processes yaried, as did the time cycles involved, e.g. large 

batch end mass production require longer term production 

schedules and patterns of stock control, and there is often less 

interdependence between production and functional departments, 

In companies where production is largely unit or small batch in 
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nature, planning and control tend to be more complex, while 

close, continuous contact is necessary, emphasising the need 

for greater mutual support and interdependence. Thus, in the 

latter environment, an individual's achievement of his ow work 

objectives is likely to be much more dependent upon and influenced 

by support from managers and specialists in other functions than 

in‘large mass production companies. Moreover, under such 

conditions, M.B.0. is likely to be effective only where long tern 

objectives are defined within comparatively broad tolerances and 

short term objectives are given considerable flexibility. Both 

may need to be reviewed and revised frequently, but as and when 

needs demand, rather than at regularly set intervals. 

It would seen, therefore, that M.B.0. encourages the 

objective appraisal of managerial performance by providing 

valid, quantitative and qualitative criteria against which 

managers may be assessed. Its motivational potential would seem 

to be enormous, particularly if the managerial styles which 

constitute the culture of an organisation are largely participative 

and conducive to the individual's needs for self-actualisation 

and fulfilment. As a way of managing an organisation it would 

seem to have an almost universal application, provided that the 

organisational, plenning and control implications of its imple- 

mentation are fully recognised. After all, managing by objectives 

is no more than effective managers have always sought to do(73). 
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3. TRAINING IN PERFORMANCE APPRAISAL AND COUNSELLING 

3.1. Scope, Significance and Problems, to date, of training in 
Appraisal Counselling 

o
e
 

As a necessary preliminary to improving performance, 

career development and succession plenning, performance appraisal 

was felt by the chairman and Board of TI to occupy a crucial 

role. In 1967, the central personnel function was charged with 

the task of establishing the degree to which directors and 

managers might be trained in performance appraisal and 

counselling. A survey of the problem was carried out over a 

4 
period of four months using the following investigatory methods ~ 

  

ap Discussions in depth with personnel managers 

' responsible for operating appraisal tsystems! 

and planning management development and 

succession, 

ii) Discussions with managers in companies with 

appraisal schemes and who periodically found 

themselves alternately in the roles of both 

appraiser and appraisee, 

iii) Examination of appraisal forms completed in 

various TI Companies in order to identify both 

comments on performance and proposals made by 

appraisers for improving the performance of 

appraisees,      
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iv) Discussions with managers in companies which 

had no formalised schemes of appraisal whatso- 

ever but who occupied the roles of both superior 

and subordinate to other managers. 

S
e
 

v) Discussions with members of both companies 

outside the TI Group and of various national, 

professional, educational and research 

institutions including - 

Companies External Bodies 

G.Kany Engineering Industry Training 
Board 

I.B.M. Iron and Steel Industry 
Training Board 

— 
Unilever Construction Industry Training 

Board 

Joseph Lucas Wool, Jute and Flax Industry : ‘ 
Training Board 

I.M.I. British Institute of Management 

Shell Institute of Personnel 
Management 

Esso M.S.L. 

B.0.A.C. Urwick Orr & Partners 

Rediffusion University of Aston in 
Birmingham 

Rootes Motors Iondon Business School 

B.M.C. C.R.A.C. 

B.A.C. M.A.N.T RA, 

Plessey Tavistock Institute of Human 
Relations      
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vi) Review of the then extant literature end research 

into appraisal and ‘limited social interactiont 

situations. 

The surveys both within the TI Group and in outside companies, 

with few exceptions, generally substantiated Rowe's findings(74). 

i.e. 

a) Managers were reluctant to appraise. 

b) Managers were even more reluctant to follow up 

(eppraisals by counselling interviews. 

c) Comments on those appraisal forms that were x 

completed were usually glib, stereotyped and 

provided little or no basis for improving 

performance or developing potential. 

Where sound appraisal practices were in evidence they had 

generally evolved on an empirical basis, or as a result of the 

introduction of management-by-objectives. Several of the national, 

professional and academic bodies had developed conceptual 

approaches to appraisal of varying levels of sophistication and 

abstraction but no one, apart from I.B.M., had any direct 

experience of training menagers in appraisal and counselling, 

The evidence from the survey confirmed the view of members 

of the central personnel department, who were fundamentally 

LRT NER 
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influenced by their considerable experience of group dynamics 

with Tavistock, that the emphasis in the training to be under- 

taken must be upon learning, rather than teaching. In other [ 

words, the teaching of interviewing techniques, which are suited 

to develop skills in selection interviewing is largely | 

inappropriate as a method of enhancing the social perception 

necessary in appraisal counselling. Social interaction in an 

appraisal interview was considered to be task behaviour and as 

such a considered, as Kelman(75) states, to be learned by means | 

of ‘internalisation' rather than merely by indentification and | 

compliance. Furthermore, the group dynamics based work of | 

“Bion(76) and Rice(77), inter alia which wes already familiar to 

the Department suggests that behavioural changes - i.e. internalised 

learning - take place largely as the result of insight and 'felt 

experience', Thus, any behavioural changes which could be hoped 

for on a short course would be likely to result from - 

i) Enhanced social awareness, akin to what Etzioni(78) 

has termed - ‘normative compliance', 

43) Increased inter-personal competence which is a 

manifestation of (i) above. 

- as opposed to dispositional chances which are quite outwith 

the scope of any training course, even where the philosophy and 

techniques of sensitivity training are largely being used.   
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Experience at Woodbourne Grange, the TI Residential 

Management Training Centre, has frequently shown that a manifest 

intellectual appreciation of concepts and a capacity to articulate [ 

inter-personal behaviour in a priori terms is not necessarily 

indicative of internalised learning. In other words, the ability 

to, intellectualise and verbalise about behaviour is not, of 

itself, SRS evidence that learning has taken place at the 

more fundamental emotional and even sub-conscious levels, 

of the extent to which inter-personal competence seems to be a = 

major determinant in the effectiveness of performance appraisal 

| 

| necessary to bring about requisite or adaptive behaviour. Because 

interviews it was felt that the seminars should be highly 

participative throughout the three days of their duration. Further- 

more, it seemed appropriate to evolve largely heuristic learning 

situations, whereby delegates could discover, for themselves, 

what principles and 'lawst appear to be most important in 

confrontation and social interaction situations, such as appraisal 

and counselling interviews. To this end, the seminars were 

structured around the following learning experiences - 

i) Short talk and discussion on the aims, scope and 

significance of performance appraisal, 

ii) Role-play appraisal interview case studies, using 

closed circuit TV and video tape recorders.    
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iii) Syndicate study groups evolving both job 

descriptions and appraisal forms. 

iv) Free ranging group discussions on the major 

robes areas in appraisal and counselling. 

To date, twenty seminars have been run and 308 directors 

and menagers_have attended. In addition, four in-plant seminars 

have been designed and run for individual companies, attended by 

a further 81 executives from senior, middle and junior management 

levels. Though the content and presentation of both residential 

and in-plant seminars have evolved and been refined during the 

three years they have been running, the basic objectives have 

remained those of providing managers with opportunities to - 

4) Explore and put into perspective some of the 

problems inherent in performance appraisal. 

a4) Develop an increased awareness of the social 

skills necessary within face-to-face confron- 

tations where there is likely to be considerable 

stress. 

iii) Re-affirm the importance of their own role, as 

managers, in appraising and counselling their 

subordinates. 

o
y
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Because of the heuristic nature of the learning experiences 

on the appraisal seminars reactions to them and the degree to 

which people feel they have been of benefit have largely tended 

to polarise, As Schein and Bennis indicate(79) the problem 

facing the training staff who conduct training courses aimed at 

helping people to learn more about the behavioural processes — 

partiovlerly their own - is that of distinguishing between the 

norms that concern how people learn and those involved in what 

should be learned. Genuine collaboration is undoubtedly 

required in order to maximise what should be learned, but the 

variables involved in what is basically both intellectual and, 

more importantly, emotional collaboration, are many and formidable. 

Collaboration to maximise learning about behaviour especially 

one's own interpersonal competence in socially stressful. 

situations presupposes, amongst other factors, that - 

4) The learning goals of the seminar are meaningful 

to the individual in terms of the interpersonal 

and group problems which he experiences in his 

work environment. 

ii) The individual is attending the seminar largely 

of his own free will and, therefore, does not see 

what may be a rather painful experience as he 

begins to get feedback on his performance from 

both tutors and his fellow delegates as some form 

of 'punishment' contrived by his superiors. 
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iii) The individual's social adjustment is sufficiently 

mature to enable him both to give and receive 

feedback which reflects the reality of his 

Smee with his fellows and which is a 

necessary precondition for him to learn about 

himself and other people. 

Whereas point (i) above is largely a matter of how the 

individual interprets his work situation and what he perceives 

to be the prinipal problems involved in improving performance, 

point (iii) is concerned with what Paterson(80) describes as an 

individual's 'model of man', Basically, the individual's social 

attitudes and interpersonal competence are influenced significantly 

by the assumptions he holds about people. For example to use 

MeGregor's concepts(81) a manager's basic assumptions about his 

fellows might be predominantly ‘theory X' or, conversely, largely 

a ‘theory Y' model. Furthermore, the extent of his social 

maturity will determine the degree to which he can tolerate 

situations where he encounters sociel and behavioural norms which 

conflict with those upon which his om personal value system is 

constructed. For example, an intolerant, highly authoritarian 

("theory X') individual may learn little or nothing and so fail 

to modify his behaviour, where he finds himself in what may be a 

predominantly permissive and participative ("theory Y') seminar, 

This is not to suggest that the proponents of ‘theory X' styles 

of managing are automatically imaune to influence from "theory Y! 

menegers but, where the conflict is based upon significant issues, 

the fundamental disparity of the norms involved may prevent any 
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real learning from taking place. ‘The more likely reaction is 
\ 

one of a positive re-affirmation and reinforcement of the 

individual's existing norms, beliefs and expectations, with a 

commensurately stronger rejection of those values and standards 

which are perceived to be in conflict with his om scheme. 

Moreover, defensive behaviour, characterised both by increased 

emotionalism, the impairment of rational thought and a mrked 

deterioration in the individual's capacity for internalised 

learning may occur on highly participative courses not only out 

of conflict, but also as a result of - 

i) 

ii) 

iii) 

Fear of exposure in face-to-face situations where 

delegates are, in a sense, testing one another 

out and establishing the "pecking orders! of the 

course, 

The inability to operate at the requisite 

conceptual levels and therefore a failure to 

compete successfully with other, more effective 

members of the course. 

The attempts of both individuals and groups on 

the course to evolve and preserve a protective 

or supportive 'culture' which frequently in the 

guise of apparent task behaviour, is intended 

primarily to meet people's security, social 

and/or ego needs. What Bion(82) hes termed "basic 

assumption' behaviour may adversely affect the 
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amount of real 'work', i.e. learning, as often 

sub-conscious socio-emotional needs, find 

expression in the more conscious levels of 

activity, manifesting themselves as - 

a) 

b) 
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'Pight/flight' whereby people may tattack' 

the course, the teaching methods, the tutor 

and each other, or they may avoid the task 

facing the group by discussing other issues. 

‘Dependency', where course members attempt 

  

to cast the directing staff in the role of 

conventional teachers, often hopefully 

ascribing them with the ability to provide 

"all the answers', A frequently recurring 

feature of the appraisal seminars which, as 

was mentioned earlier, necessarily use 

heuristic learning methods is intense 

pressure from delegates for direct teaching 

in appraisal interviewing techniques. The 

danger of responding too fully to the demand 

is that, in what is so 'grey' and indeterminate 

an area of manegerial activity, the individual 

is likely to abdicate his personal accounta- 

bility for experimenting and developing his 

own approach to the problems if he feels he 

is going to be given the answers. The 

evidence from the seminars run so far is that   TI NNN EI SS
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as much as 75 ~ 80% of the group may 

experience extreme difficulty in accepting 

that theirs is the primary responsibility 

for learning. The realisation that no 

‘packaged' answers are forthcoming may lead 

the group back into a fight/flight situation 

or result in the third usual manifestation 

of deeply-rooted psychological needs, that 

of pairing. 

‘Pairing' occurs when one individual within 

the group relates frequently and, usually, 

consciously to another. In a sense, the 

process is a largely compensatory one and 

rarely does it result in effective task 

performance. Rather, it leads usually to 

task avoidance and may degenerate into 

competing bids for the leadership of the 

group from the two individuals who began as 

a mutually supporting pair. ‘The restof the 

group tends to collude in the pairing by 

remaining lergely silent waiting to see who 

of the two will emerge as the eventual ‘fight! 

or ‘flight! leader. 

Thus, the evolving culture and prevailing norms of the group 

may lead people away from what Rice(83) has called the 'primary 

    i woe ewes
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task' which, in the case of the seminars on appraisal, is to 

explore ways in which appraisal and counselling may be made 
| 

more effective, 

Below are two examples of basic assumption behaviour which 

occurred on recent seminars and which seriously interfered with 

the extent to which the group made the most of the learning 

opportunities available to it. 

ai) On the one seminar, which consisted of one TI 

main board Director and fourteen middle/senior 

managers the deference shown to the Director and ’ 

the tendency amongst some of the others to 

compete for his attention resulted in stereo- 

typed and very conservative behaviour. ‘The course 

‘culture' became one of ‘don't let's rock the 

boat! and "surely reason will prevail' with the 

result that there was a great deal of reluctance 

to experiment in role play stuations and confront 

people. The group avoided the task of raising 

and talking out the 'taboo'! areas of appraisal, 

such as superior/subordinate relationships and so 

failed to explore the comparative significance of 

structural, sapiential and personal authority. 

Eventually the course tutor drew the group's 

attention to what appeared to be happening, in 

behavioural terms, within the group. The Director     
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commented to the effect that he had become aware 

of the rather ritualistic behaviour and had found 

himself reluctantly, but compulsively colluding 

with the charade. 

The second example occurred on a seminar where 

there was a strong reaction to the heuristic 

learning methods from one of the delegates who 

was also from the personnel function and who was 

strongly committed to direct teaching methods. ‘The 

inevitable reluctance of many of the other delegates 

to take on the burden of learning for themselves 

became focussed and crystallised in the dissatisfaction 

with the seminar repeatedly expressed by the 

personnel manager. In 2 sense he became, alter- 

nately, the 'fight' and 'flight' leader of the 

seminar, When the atom Intereroted the situation 

to the group and talked through the problems of 

dependent teacher/pupil relationships and the risk 

of a closure of the learning process in such 

relationships, the rest of the delegates rejected 

the personnel manager's criticisms, dispensed with 

him as a leader and got down to the task of 

exploring problems in face-to-face appraisal. 

x 

In both the above examples of typical basic assumption 

behaviour which may interfere with internalised learning, the group 
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norms are transient and the group itself is a temporary one, 

constituted solely for the duration of the seminar, Thus, to 

use Kelman's terminology(84), whet learning was taking place, 

before the tutor confronted the group, was largely either by 

inlentification or compliance and therefore was not internalised, 

since there was very little evidence of value-congruence between 

the majority of the delegates and the learning norms of the 

seminar, Furthermore, the response norms of the group may not 

necessarily reflect the values, standards and expectations which 

determine the behavioural and learning patterns of the delegates, 

as individuals, in their ow normal work situations. In other 

words, the temporary but strong pressure of a learning group 

which seeks to avoid the task of learning and demands conformity 

of its members to the transient though prevailing norms is 

sufficiently powerful to induce compliant, negative behaviour 

from people who as, individuals, would probably express contrary 

views in a more supportive environment. Evidence from 

questionnaires completed by the delegates after the seminar, 

supports this assertion, as have follow-up discussions with 

people who showed both ambivalent and negative attitudes during 

the seminar. In some plants, attitudes expressed in 

questionnaires(85) have shown up to 20% more positive and 

favourable responses than were evident during the seminar, what 

is of concern, however, is that where compliant, as opposed to 

internalised, learning is taking place under the influence of 

strong negative behavioural norms there is likely to be Little 

transfer of learning taking place once the individual has returned 

from the seminar and, therefore, no significant improvement in 
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the effectiveness of his appraisal and counselling and ultimately 

the performance of his subordinate. 

3.2. Recent Research and Development into Training in 7 
Performance Appraisal and the Effects of that Training 
Within TI. 

An attitude survey, using questionnaires, waa carried out 

by the central personnel department into the effectiveness of 

sensitivity training within TI, using a sample of ep proximately 

300 managers showed that 84% of the respondents were in favour 

of group dynamics and supported its retention on the two principal 

management courses run at Woodbourne Grange. Of this percentage, 

almost half articulated their impressions in such a way as to 

suggest that some valid transfer of learning had taken place, es 

the result of sensitivity training. The evidence from this 

particular survey (last year), feedback fron follow-up 

questionnaires and interviews (see pages 98109 with people who 

have attended the appraisal and counselling seminars, together 

with reactions and comments from delegates while on the seminars, 

all suggest that training which seeks to help people to improve 

their social skills is likely to be far more successful where 

the dynamics of interpersonal behaviour are explored and inter- 

preted as and when they occur. The belief that interpretation 

of the "here and now! is a valid means of gaining a deeper 

insight into behavioural cause and effect is based upon the 

premise, already postulated in section 3.1., thet learning about 

behaviour is not principally a matter of intellectual formulation, 
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but occurs largely as the result of emotional experiences which 

lead to a restructuring of the individual's concepts, beliefs 

and expectations. 
- 

Since sensitivity training was first developed at the 

National Training Laboratories in Bethel, Maine, in the mid- 

footiess it has been the centre of more controversy than any 

other method of learning. Odiorne(86) has referred to sensitivity 

training as ~ ‘managerial narcissism! and described T-groups as 

~ 'self-flagellation societies.! Fleischman's well know study 

at International Harvester, in the States(87) suggests that 

after the initial increased emphasis in human relations, 

immediately following sensitivity training, many of the super- 

visors not only reverted efter a further period of several months 

but actually became less favourable to human relations. Probably 

the most important finding in Fleischman's study was that the 

reversion was greatest amongst those supervisors whose superiors 

were most strongly against human relations approaches, Thus, 

training that was basically strongly anti-orgenisational tended 

to have something of a boomerang effect which, as Smith and 

Moscow(88) state, ‘more than wiped out the effect of the training.' 

Elliott(89) conducted attitude surveys, using control groups, in f 

a British engineering company in the late ‘fifties. The attitudes 

of two groups, matched for age, intelligence and job were measured q 

in order to determine both Supervisory and job attitudes, The 

members of one group had a1] experienced sensitivity training, while 

no one in the other group had been trained on such courses. On 

both scales (the supervisory scale and that for job attitudes)
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the group that had experienced sensitivity training showed 

significantly more positive attitudes to both the question of 

supervisor/subordinate relationships and to their jobs. 

Unfortunately, Elliott's research only gives an indication of 

more positive attitudes - not actual behavioural changes. 

Probably the most important study of the effects of sensitivity 

training whidh does show that verifiable positive changes in 

behaviour actually took place following training and were 

sustained in Bunker's research(90). Bunker, similarly, used a 

matched control group and found that of the 229 people who had 

experienced sensitivity training 67% showed verified behavioural 

changes, Bunker recorded three major areas of change - 

i) Increased openness, receptivity and tolerance 

of differences. 

ii) Increased operational skill in interpersonal 

relations, with overtones of increased capacity 

for collaboration. 

iii) Improved understanding and diagnostic awareness 

of self, others and interactive processes in 

groups.e 

Boyd and Elliss(91) conducting post-sensitiviy training 

surveys in Canada found verifiable positive changes in the 

behaviour of 64% of their sample of 42 manegers. Though different 
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scales were used the areas of improved behaviour corresponded 

to those identified by Bunker, 

Within TI, one large unit, Plant 'Ct sent 45 managers on 

courses at Woodbourne Grange where sénsitivity training was 

used. Of this group 31 replied to the questionnaire (See Appendix 

VIII) end the following facts emerge - 

i) 81% showed positive changes in attitude and 

described subsequent behavioural changes in their 

working relationships. 

ii) 19% considered that they had undergone no change. 

iii) 2573 of the sample read books or articles on 

sensitivity training following the experience, 

iv) 10% found the experience embarrassing. 

v) 10% found it to be worrying. 

vi) 20% expressed mixed feelings of anxiety, confusion | ; 

and anger, 

Sensitivity training appears to mean different things to 

different people. However, experience in TI seems to suggest 

that it both lends significance to and serves three basic 

organisational concerns -    
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i) Managers are accountable for achieving results 

in complex, human and technological organisations. 

The definitions of the term ‘organisation! are 

many and varied, but in this context, the 

structure of organisation may be seen as Collier 

(92) suggests as - 'a persisting pattern of 

interaction', If one accepts Albrow's concept 

of organisation(93) es being - ta set of structures 

that perform the functions necessary to the fulfil- 

ment of Bs organisation's objectives! then it 

would seem that from the manager's point of view 

the important questions are - 

a) Is the organisation that which is needed 

to meet defined and desired objectives? 

b) Are the patterns of interaction appropriate 

for the structure? 

ce) To what extent are individual membership, ig 

commitment and co-operative effort reinforced 

and legitimised by the setting and achieve- i 

ment of work goals? 

a) What is the nature of effective authority 

and what control mechanisms influence the 

effectiveness of the organisation's  
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functioning, What is the nature of 

"informal' organisation, and what are the 

sanctions that represent the realities of 

power? 

e) What are the institutionalised norns, 

values and ‘sanctitied of the aganisation? 

Are they a stabilising influence which help 

to perpetuate and develop effective 

behaviour, or do they stultify, encourage 

conventional wisdom and result in largely 

sterile behaviour? 

f) To what degree do sound informal social 

processes eventually become over-formalised 

and ritualised, so that they become over— 

precise and therefore, cease to be effective. 

Organisations attain their objectives consciously 

through the co-operative and coordinated activities 

of people. More precisely, targets are set and 

results are achieved principally by the interaction 

of human perception and motivation with the 

prevailing environmental conditions. ‘Thus, the 

practical, managerial issues here appear to be - 

a) What are the causal relationships between 

motivation and effort that apply within a 

   



  

iii) 

2/90 « 

particular set of conditions and how can 

they be most satisfactorily influenced by 

management? 

v) What is the social philosophy projected 

by the company and its executives? How is 

it communicated? 

ce) What are the pervading assumptions that 

managers appear to hold about their 

subordinates and vice-versa? Are these 

assumptions congruent with the declared 

social philosophy and/or personnel policies 

of the organisation? By way of a corollary 

to this, are inappropriate assumptions 

about human behaviour - particularly motiv— 

ation - a root cause of ineffective 

managerial strategies? 

While companies represent secondary, or even 

tertiary groupings, most managers work through 

and control primary groups. The work of Argyris(94), 

Likert(95) and Klein(96), inter alia, suggests 

that people, potentially, satisfy the majority 

of their social and ego needs and accomplish tasks 

most effectively, throush face-to-face work groups. 

The questions which primary group activity appears 

to pose managers are = 
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a) To what extent are individual roles both 

viable and interdependent? What is the 

likely impact of ineffective role behaviour 

upon relationships within the work group? 

b) What constitutes appropriate behaviour and 

how is nonconformity normally dealt with? 

ce) What are the primary group norms and 

emotional needs and to what extent do they 

interfere with effective task performance? 

From the research carried out by the writer during the last 

twelve months, these three areas of learning appear to be those 

most worth exploring if training is to have positive effects 

upon managerial skills and behaviour ~ particularly those 

demanded of managers in the roles of superior and mentor. 

People develop their social competence and awareness through 

various learning experiences. Any experience which will further 

interpersonal skills, in the managerial context, appears to 

depend upon the following conditions for learning - 

i) The recognition on the part of the trainee of a 

need for improving his ow human relations skills 

- i.e. only the learner will learn.
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ii) An opportunity for the trainee to interact in a 

learning situation so that_actual behaviour 

Serves as the curriculum. 
f 

a te curriculum, 

iii) A supportive and constructive climate for 

learning, 
| 

iv) Opportunities for the trainee for realistic 

feedback on the effectiveness of his behaviour = 

either as it occurs or as soon as possible 

j afterwards, 

v) A basic understanding of individual &roup and 

organisational behaviour to lend definition to 

the results of his interaction with others, 

vi) Opportunities to practice and improve new skills 

of relating in Person~to-person, person~to-group, 

and group-to-group situations. 

vii) Opportunities to relate learning to the conditions 
f 

and values that apply within his own work situation. [ 

i As was stated earlier, the reactions of delegates to the 

heuristic learning experiences have tended to polarise. Of the 

308 delegates who have taken part, interaction on and discussions 

on the seminars suggest that, overall, approximately 25-30% show aa
ti
 cai

ed 
ai

e i
ns m
a
e
 

ie
ne

 
A
c
e
d
i
a
 

E
O
S
 

ea
e 

sea
t 
BR
E 
R
e
c
e
s
s
 

positive responses to such forms of learning, though on five 
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seminars the proportion was about 20%, ‘The extremes of overt 

negative reactions which represent about 5% of the throughput of 

course members are normally characterised by expressions of con- 

siderable hostility towards the trainer and dissatisfaction with 

the seminar, evidenced by such statements as — 

i) ‘I've sat here for two days and, so far, I haven't 

been told once how to appraise my staff. I can't 

see that I'm taking anything back with me which I 

can use', 

ii) ‘As fer as I'm concerned this seminar has been a 

complete waste of time - all it's done is pose 

problems, not solve them'. 

iii) "Role playing is embarrassing and the situations 

we've been put into are too artificial to be of 

any value', 

The polarisation, which has occurred on eighteen of the 

twenty seminars has provided the tutor with an opportunity to 

demonstrate the significant influence of the ‘culture! of an 

organisation upon the prevailing managerial styles, and therefore, 

approach of individual managers to appraisal and counselling, 

Much of the negative behaviour and culture of a seminar, where 

a significant minority of members are largely refusing to accept 

that theirs is the responsibility for learning, manifests itself 
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in the way they participate in syndicate studies and conduct 

the role-play appraisal and counselling sessions, During the 

plenary sessions where the perticipants come together to compare 

experiences, having conducted their role-play interviews in 

separate rooms, negative attitudes towards both appraisal and 

the experiential learning find expression in such statements as - 

i) 1 decided te hit him with all Ita got, right 

from the word go', 

a) ‘I was determined to get my spoke in first and 

keep him down for the rest of the interview', 

iii) "I soon had my chap squirming and I didn't let 

him off the hook', 

The attitudes of individuals, the interection within and 

between groups and syndicates and the evolving culture of the 

seminar as a whole, all constitute a reality which provides 

opportunities for exploring the significance of attitudes and 

behaviour in inter-personal competence, in face-to-face 

situations. 

The credibility of the role-play situations, the behavioural 

interpretations of the tutor and the reactions of other delegates 

have been enhanced by the use of closed-circuit television role- 

play interviews,lasting a minimum of thirty minutes and tele-recorded 
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on video-tape, provide the individuals involved with a second 

showing of the "here and now! and thus opportunities to work 

through the strengths and wealmesses of the interview. The intro- 

duction of an observer into every role-play situation has provided 

further opportunities for feedback for both ‘interviewers! and 

"interviewees". Each role-play pair conduct their appraisal/ 

counselling interview with an observer sitting in and at the end 

of thirty minutes the pair come out of the role and talk through 

the experience in conjunction with the observer who discusses with 

them the extent to which he perceived - 

i) Positive, supportive and constructive behaviour, 

ii) The establishment of rapport and stratagems, 

conversation and even individual words which 

appeared to lead to a strengthening in relation- 

ship. 

iii) Task-oriented behaviour devoid of fight/flight, 

dependency, pairing or other, largely emotionally 

based, behaviour. 

iv) Negative, destructive behaviour characterised by 

aggression, dominance/submissiveness, task- 

avoidance, over-competitiveness and tension. 

All seminar members act, in turn, as observers - hence 

there is a conscious development, through actual observation and 
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interpretation, of the need for social awareness in appraisal / 

counselling situations. Delegates acting as observers are 

coached in the use of a modified form of Bales' ‘Social Interaction 

Analysis'(97) and record the occurrence of various aspects of 

positive/constructive, task-centred and negative/destructive 

behaviour, i.e. - 

1. 

2. 

Socio~ 3e 
emotional Area 
(Positive 

Stimuli) 

4. 

De 

6. 

Task Centred 7. 
Area 

(Weutral) 

8. 

9. 

20. 

  

Shows agreement and acceptance. Raises 

other's status. 

Shows tension release - e.g. laughter. Shows 

satisfaction. 

Recognises, understands and encourages other's 

contribution, 

Complies. Develops, extends and/or 

synthesises other's ideas and concepts. 

Gives suggestions and direction. 

Gives opinion, evaluation or analysis. 

Gives orientation information, repeats, 

clarifies and confirms. 

Asks for opinion, evaluation, analysis, 

expression of feelings, 

Asks for orientation information, repetition 

and confirmation. 

Asks for suggestions, direction, possible 

ways of action. 

Srey 
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il. Disagrees, shows passive rejection, resorts 

to formality and (FIGHT) withholds help. 

Socio~ 12. Shows tension and lack of direction. Ask 
emotional 

Area, for help. ‘'Withdraws' from the situation. 

(legative) 
(FLIGHT and/or DEPENDENCY) Colludes with 

the other (PAIRING). 

13. Shows aggression, deflates other's status. 

Defends or asserts self. (FIGHT). 

The introduction of syndicate tasks, involving members in 

designing and putting to use their own appraisal and counselling 

forms, has helped to increase their awareness of the need to heave 

a thoroughly considered framework of ideas within which to conduct 

& satisfactory interview. More specifically, studies directed 

towards the development of members' own ideas of what is an 

appropriate format for a job description, as well as for 

appraisal forms, has increased the appreciation of what constitutes 

a valid basis to appraising people's effectiveness. Moreover, 

the concentration upon defining and agreeing those areas which 

need to be discussed between superiors and subordinates appears 

to be increasing the recognition that appraisal is a principal 

accountability of managers, not merely an annual form-filling 

chore, devised by bureaucrats for bureaucrats. 

Follow-up interviews not using, but structured around, 

the Schein and Bennis type questionnaire(98), revealed the 

following reactions from thirty respondents at Plant 'At - 

  

 



- 98 - 

i) Was the seminar relevant to the problems of 

appraisal? 

Very relevant ...... 11 (36.33%) 

Relevant seccceseses 17 (56.33%) 

Partially relevant .. 2 ( 6.33%) 

Largely irrelevant. - (Cee) 

ii) Has your approach to appraisal changed as a 

result of the seminar? 

Fundamentally ...... 4 (13.33%) 

Significantly ...... 8 (26.66%) 

Somewhat ..ccccceccee 10 (33.33%) 

Hardly at all ...... 8 (26.66%) 

iii) In what ways does your approach to appraisal 

differ as a result of the seminar? * 

** More frank and in- 7 (23.33%) 
formed 

More thorough and 2 ( 6.33%) 
formal 

More frequent esses. 16 (53.33%) 

Less frequent seccoe 0 Gse 

ee oe 9 (30%) 

* Question (iii) was put in such a way so as not to present 

respondents with an teither, or' choice of answers, e.g. some 

stated ‘more frank and informal! and 'more frequent’. 

** As respondents pointed out, the developing approach to M.B.0. 

at Plant 'A' also influenced their approach to appraisal. 
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How could the seminar be improved? 

More practical work 5 (16.667) 
(including role- 
playing) 

Less practical work 4 (13.33%) 

More direct instrucion 8 (26.66%) 

Less direct instruction 0 Ce) 

More discussions 4 (13.33%) 

Any other ways 
(please state) 2 ( 6.66%) 

Does not require Terie T (23.33%) 

In addition, questiomaires aimed at assessing the perceived 

relevance and benefits of the seminar were sent to ten managers 

at Plant 'Ct and six at Plant 'Ft all of whom had attended 

during the last two years. Responses were as follows - 

3) 

ii) 

Was the seminar relevant to the problems of 

appraisal? 

Very relevant ..... 3 (30%) 3 (50%) 

Relevant ssseseseee 7 (70%) 3 (50%) 

Kad 

(a) 

Partially relevant - (- ) 

Lergely irrelevant - (- ) 

Which subjects did you find most useful? 

Plant ‘Cc! Plant 'F 

All subjects ...... 2 (20%) 3 (50%) 

Appraisal/counselling 
interviews .....6. 5 (50%) 3 (50%) 

  

 



- 100 = 

Plant 'C! Plant ‘Ft 

The development 
of appraisal forms 3 (30%) O (-) 
and job descrip- 

  

tions 

None .. O(a ire 0-n: (ca) 

: aid) Have you any suggestions for improvement? (Please 

state) 

Plant ‘ct Plant 'F 

More practical work 
(including role- 1 (10%) 1 (16.66%) 
playing) 

less practical work 2 (20%) OG a2) 

More direct instruc- 
TION cecececeseeeeed (30%) OFC =n) 

less direct instruc- 
TION cececccccccceel (10%) 1 (16.66%) 

More discussions ...3 (30%) 0 ( - ) 

Any other ways 
(please state)......0 (-) 3 (16.66%) 

Does not require 
Amproving ....eeee01 (10%) 3 (50% ) 

Thus, from a sample of forty managers, from three companies, 

there is a response of 95% to indicate that, retrospectively, 

the learning was felt to be either 'very relevant' or trelevant', 

There would seem to be a mixed reaction to the basic problem of 

‘teaching' or 'learningt, e.g. - at Plant 'A' over 26% of the 

sample wanted more ‘direct instruction' and at Plant 'C' three 

of the ten respondents expressed a similar need. Against this, 

one respondent at Plant 'F' and one at Plant 'Ct stated in very 
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specific terms how valuable they found the experiential 

  

learning. At Plant 'At three of the five who wanted more 

practical work (i.e. 10% of respondents in that company) 

expressed strong views supporting the increased use of role-— 

play and heuristic learning methods. 

Experiences on the seminar and the follow-up interviews 

seem to indicate that the role of the tutor is critical in the 

extent to which trainees learn by a combination of participative 

and partially sensitivity training methods and generally, bear 

out Lippitt's conclusions(99) that - 

i) Intervention by the trainer has as its purpose, 

for the most part, the learning of the group 

about its processes, i.e. emphasis is upon 

interpreting perceived attitudes and social 

interaction (or lack of it). 

ii) Trainer interventions may be helpful both to the 

individual and the group in bringing about an 

exposure of behaviour for analysis. 

iii) Trainer intervention may be necessary if, in 

i
 

ha 
a
 

the professional judgment of the trainer, a 

particular individual or sub-group is being 

excessively threatened by an analysis of 

a
 

behaviour. (To some extent, this belief is 

generally shared by Bion, Rice and Menzies(100), 

Pi
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inter alia, though they suggest that some 

learning is, necessarily, a painful or threatening 

experience), 

Intervention by the trainer is helpful in 

encouraging the use of feedback among members 

of the group for both individual and group 

learning. 

As group members take over the observer function 

interventions from the trainer may become less 

frequent and at a different level from those 

made by the group observers, i.e. once the 

delegates themselves are observing, analysing 

and interpreting perceived attitudes and 

behaviour on the seminar, the trainer's task 

becomes less a matter of interpreting, but more 

concerned with encouraging reflection. This is 

in no way aimed at inducing a confessional, but 

as one manager at Plant 'A' commented - 'The 

most important thing for me on that seminer was 

that I have learned that any performance review 

begins with self-appraisal. In the past, I 

simply thought of it as a routine which I went 

through, rather mechanically, as fast as I could', 

In those companies where a significant proportion of 

managers have taken part in the seminars evidence from interviews 
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with them, interviews with their immediate superiors and subordinates 

suggests that appraisals and follow up action are more effective 

than in many companies within TI which have sent very few or no 

managers on the seminars, Moreover, the results of the comple- % 

mentary survey into the extent to which appraisal forms are used 

as a.basis for improving performance and developing managers 

indicates that the degree of specificity in the identification of 

weaknesses, the definition of required remedial action and the 

joint setting of new objectives is up to five times greater 

in companies that have sent a large proportion of their managers 

on the seminars than in those that have not. (Please see pages 

163-166 ). 

Furthermore, evidence from both interviews and the extent 

to which action is taken indicates that in the companies which 

have made extensive use of the seminars appraisal practices have 

improved as a result of - 

i) Increased acceptance of the importance of 

appraisal as a management accountability. 

ii) Increased recognition of its immediate relevance 

to improving performance. 

iii) Increased awareness of the difficulties involved 

in making appraisals effective, 

iv) Some re-definition of thé significance of the 

superior/subordinate relationship in improving 
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performance on a joint, or interdependent basis. 

4n enhanced awareness of the need to agree and 

set work objectives. 

Specific requests to the Central Personnel Function 

for follow-up in-plant seminars in appraisal and 

counselling to pursue the subject in more depth 

and with greater numbers of managers. 

3232 Summary to Section 3 

The evidence emerging from training in performance appraisal 

and counselling end the research conducted into the effects and 

appropriateness of that training is emphasising the following 

problems = 

4) 

ii) 

Commitment to appraisal must be from the top of 

an organisation downwards. Furthermore, an 

executive of both competence and significant 

influence must be made accountable for ensuring 

that appraisals do take place and that the 

requisite follow-up action does occur. 

Far more thought must be given to the develop- 

ment and use of managerial job descriptions = 

particularly the extent to which they describe 

reality and the degree to which specific end~ 

results are defined, reviewed and renewed,  



iii) 

iv) 

O08 

Appraisal forms currently in use within the Group, 

are to some extent inappropriate and inadequate. 

Moreover, investigation shows they need to be 

simplified so that attention is concentrated on 

the critical areas in improving performance, 

particularly the correct diagnosis and elimination, 

or reduction, of constraints upon performance, 

More training, aimed specifically at underlining 

the importance of the information on appraisal 

forms and, therefore, emphasising the need to 

complete them correctly is required, 

Training in appraisal and counselling while 

intended both to develop appropriate interpersonal 

skills and to foster constructive dissatisfection 

with inadequate current practices must be 

perceived by the trainee to be relevant to his 

particular work situation and what he comes to see 

as his social needs in face-to-face confrontations. 

4s Smith(101) suggests where a trainee develops 

and preserves a strong identification with both 

the learning norms and the group norms prevailing 

on the seminar and where these norms conflict with 

the standards and values in his ow work situation 

there is likely to be a reversal in learning, 

comparable to that experienced in the Fleshman 

experiment(102). In other words, learning under 
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i 5 

such conditions is likely to be by compliance 

or, at best, identification and not by 

internalisation so that little or no real 

transfer of training can be expected. 

Training in the field of interpersonal competence 

is, es Smith has demonstrated(103) largely a 

matter of internalisation or, to use Bion's 

term(104) - "felt experience’, However, my own 

research seems to endorse Kelman's assertion(105) 

that the role of the trainer is a significant 
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influence in the type or level of learning 

occurring in behavioural studies. A corollary 

to this is that the influence style and level of 

learning is also likely to determine who will 

influence whom in a given learning situation and 

whether the effects of that influence will persist 

after the termination of the relationship between 

the learner and influence agent (the trainer). It 

would seem therefore, that a major skill of the i\ 

influence agent is the degree to which he can lend ib 

recognisable definition to learning opportunities, 

as they emerge, so that trainees can formulate, 3 

within appropriate frameworks of reference, their | 

own conclusions as a result of internalised learning. 
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vii) Evidence from the research into the effects of 

training in appraisal supports the findings from 

the research into actual appraisal practices 

(please see section 4) that many superiors and 

subordinates do not discuss work and work relation- 

ships as frequently, objectively and effectively 

as such interdependent roles demand, ‘The 

effectiveness of a dialogue must, inevitably, 

presuppose an acceptable level of articulation. 

However, the principal barriers to effective 

interchanges are matters of perception, logic 

and emotion. As Howe states(106) a dialogue 

between superior end subordinate is basically - 

"the serious address and response between two 

or more persons in which the truth of each is 

confronted with the being and truth of the other’, 

Moreover, as Rosten concludes, (107) - 'The 

problem of getting an idea from one head to 

another is escseese apparently more complicated 

than any the physical sciences have had to deal 

with .....We go on the assumption that there is 

; 
something called ‘the truth and forget that 4 

facts and forget that there is something called 

context', 

| 

: 
1 

{ 
| 

there are truths. We think we can talk about | 

| 

} 
j 

Thus, despite some reaction against heuristic and experiential ; 

learning in face-to-face situations, there would seem to be a 
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strong case for increasing the degree to which behavioural and 

interpersonal experiences form part of the sctual learning 

-gurriculum, i.e, sensitivity training, but under more structured 

and, thus, ‘controlled conditions than those which frequently 

characterise unstructured T-Groups. 

Resistance to experiential learning stems, in part, from 

the need in many managers attending the seminars to tlearn how 

to learn', However, our evidence, supported by that of Rice, 

Richardson and Turquet, inter alia, suggests(108) that unfavour- 

able reaction against such forms of learning are largely due 

to - 

i) Fear of exposure, or tattack', in the form of 

ridicule, or a challenge which cannot be coped 

with. 

ii) The refusal to accept that personal values and 

beliefs, cherished for perhaps twenty or more 

years, may after all be false or inappropriate. 

Many managers appear to hold deceptively precise beliefs 

about the motivations of others. ‘These may be an over-simplification 

of behavioural cause-and-effect and thus may represent a 

‘tidying up' of reality in order to make facts fit personal 

theories and assumptions, Nevertheless, such views are often 

both rigid and strongly held and, therefore by definition, highly 
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resistant to change. It would thus seem from the evidence we 

have that more extensive use of behavioural frameworks ~ such 

as the 'Five-fold Grading! are necessary in order to discuss 

behaviour in appropriate contexts. Furthermore, there would 

seem to be a need for more opportunities to experience behaviour 

in more depth and thus exchange, test out and work through 

beliefs end feelings as they occur rather than leave them 'in 

the aix' to be merely considered subsequently by delegates, 

once they have left the seminar,    
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4. RESEARCH INTO APPRAISAL AND APPRAISAL PRACTICES IN TT, 

4eole Objects of the Research 

Supplemented by the survey of the effects of training in 

performance appraisal and counselling, described in Section 3, 

the aims of the research, carried out in seven separate companies 

in TI were to - 

3) 

ii) 

iii) 

iv) 

   

Gain an accurate appreciation of the effectiveness 

of existing appraisal practices on the basis of a 

rendom sample of companies and managers. 

Acquire data which would identify the principal 

courses —- both personal and orgenisational - of 

ineffective appraisals, 

Assess the extent to which appraisal is regarded 

by managers as a principal accountability and 

therefore institutionalised as an essential part 

of managerial practice. 

From (i), (ii) and (iii) above, evolve more 

appropriate and valid bases for assessing a 

manager's current effectiveness in his role, 

improving his performance and, where appropriate, 

developing his career potential. 

      

| 
| 

| 

    
 



-1lu- 

v) Determine, in the light of (i) - (iv) - 

a) What further policies, procedures and 

practices need to be evolved by both 

the Personnel Function and Line Manage— fi 

ment in order to operate appraisal schemes 

more effectively. 

bd) What modifications and follow-up to 

existing training in appraisal and 

counselling would most usefully contribute 

to improving inter-personal skills in face= 

to-face situations and ensure that all 

vital information is written into appraisal 

forms as a basis for action. 

The data for the research has been obtained from the 

following sources - yy 

i) Questionnaires seeking to establish the level. 

of frankness, scope of discussion and perceived 

usefulness of appraisal were sent to 210 

respondents. Of this number it was possible to 

follow up the questionnaires by interviews in 

depth with over 50 managers. Of the sample, 182 

replied, 

Plent ‘At ~~ 35 junior, middle and senior managers/ 
specialists    



ia) 

- 112 - 

Plant 'G! 

Plant ‘Ht 

Plant 'jt 

Plant 'Kt 

Plant 'L' 

Plant 'Mt 

- 15 junior, middle and senior managers/ 
specialists 

- 45 junior and middle managers/specialists 

- 25 junior, middle and senior managers/ 
specialists 

- 15 junior, middle and senior managers/ 
specialists 

- 10 junior, middle and senior managers/ 
specialists 

35 junior, middle and senior managers/ 
specialists 

Division 'X'- 30 junior, middle and senior managers/ 
specialists 

a 
Questionnaires seeking to establish the perceived 

usefulness of training in appraisal and counselling - 

Plant 'At - 30 junior, middle and senior 

managers/specialists (followed by interviews 

in depth since both superiors and their 

subordinates hed attended the same seminar 

- thus there was opportunity to examine the 

relevance of the training, both from the 

appraiser's point of view and also that of 

the appraisee interviewed by a boss who had 

attended the seminar, ) 

Plant 'C' - 10 junior, middle and senior 

managers/specialists, 

Plant 'F! - 6 junior and middle managers/ 

specialists. 

ee
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Discussions in depth with 300 directors, managers 

and specialists while acting as course tutor on 

twenty 3-day seminars on performance appraisal 

and counselling. Additionally, similar discussions 

were held with a further 81 executives on four 

in-plant seminars, on appraisal conducted by 

the researcher. 

Data exchanged with other researchers, personnel 

staff and line managers concerned variously, with 

performance appraisal and M.B.0. in universities, 

national and professional institutions, the Civil 

Service and companies outside the TI Group, both 

in the U.K. and abroad. 

Analysis and classification of the contents and 

relevance of 236 appraisal forms completed in eight 

different units within TI as follows - 

Plant 'Bt .ecccccccccccecccveceess 27 forms 

Plant 'C* ccccccccecsece 

  

Plant 'D* esesccccccsescccescccses 36 =" 

Plant 'E! ceccccccscccccssscccoses 38 =" 

Plant 'Ft .recccsecccccccccscseces 20 

Plant 'G! cacccceccccccccccecscces 2” 

    

Plant sececccccccccesesees 20" 

Plant 'N* ceccseecccccsecccccesess GO 
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4 Research Methodology 

os As Herzberg has indicated(109), the findings of behavioural 

end, in particular, psychological research are far less reliable 

than those of the physical sciences because of the number and 

type of variables involved and the more subtle intrusion of the 

investigator's own bias. Attitude research in psychology has a 

long, tortuous and, in places, somewhat suspect history. ‘The 

definition of oe an attitude is and how it differs from 

opinions, feelings and pre-dispositions has not yet been satis- 

factorily resolved. Furthermore, experience with attitude and 

opinion surveys suggests that answers are given without the 

respondents knowing what data the researcher is seeking, or what 

the real significance of the questionnaire is, 

Because of the inherent difficulties in attitude survey 

it seeméd that a ‘situational! approach to the investigation, 

using a detailed narrative style, was more appropriate than a 

‘dimensional! approach, ‘The very empirical nature of social 

confrontation = especially that which appears to characterise 

behaviour patterns in appraisal and counselling interviews tends 

to militate (as yet) against a formalised theory of ‘confined 

social interaction', There is some behavioural theory(110) 

which is partiyopposite to limited social situations, but it is 

largely anthropological, not related to industrial environments 

and, furthermore, is concerned with the interaction of primitive 

peoples of a totally different culture from that found in 

British managerial relationships. 
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Thus, the principal methods used by the researcher were 

. those outlined on pages 111 - 114 but set in the following 

context ~ 

3) 

ii) 

Questionnaire on franimess in exchanges between 

superiors and subordinates and perceived usefulness 

of appraisal. 

This was sent, wherever practicable, to people 

in paired relationships and the ‘upwards and 

downwards' implications of frankness were 

talked through with both superiors and their 

subomlinetes after the completion of the 

questionnaires. In allc ases, a carefully 

worded letter, following discussions with plant 

personnel staff, was sent to respondents 

explaining the purpose of the survey. The 

anonymity and ¢onfidentiality of responses was 

stressed repeatedly, both in writing and in 

discussion and only 4 respondents, out of 182, 

expressed concern about maintaining the secrecy 

of the data they had provided. At only Plant 'At 

was there any form of M.B.0. though the other 

companies used written job descriptions, with 

requisite levels of performance written in. 

Questionnaire on the perceived usefulness of 

training in appraisal and counselling, 

Where possible, this was sent to delegates from 
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Plant 'At who had attended the seminars and 

whose superiors had also come as trainees. Out 

of the 16 respondents from Plants 'C' and ‘Ft 

only four were in direct superior/subordinate 

relationships with one another. All three 

plants used some form of target setting and 

virtually all the respondents had written job 

descriptions expressed, more or less, in terms 

of requisite end-results. 

Discussions in depth with delegates attending 

seminars on appraisal and counselling run by 

the researcher. 

The role of the researcher in these discussions 

was principally that of seminar leader and 

involved - 

a) Lecturing. 

b) Discussion leading. 

c) Controlling role-play interviews and 

syndicate studies/projects. 

Data exchanged with other researchers and 

practitioners concerned with evolving and 

evaluating performance appraisal and M.B.0. 

policies and practices. 

Researchers included - 

J. Van Lennop - University of Utrecht, 
Hollend 
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JeWeH. Combrink 

R.S. Milne 

DeWright 

M, Budirsky 

J. Orlik 

E. Moorby 

Cc. Tennent 

M.D. Casey 

The exchange of research data on appraisal with 

Unilever (UK) - Application 

of Van Lennop's concepts, 

Director, International 3 

Management Centre, Turin, | 

Italy. ! 

Department of Psychology, } 

University of Leicester, 

Director of Personnel, N.H.K.G. 

Steelworks, Czechoslovakia, 

Senior Research Assistant, 

Czech Institute of Management, 

Prague, Czechoslovakia. 

Engineering Industry Training 

Board. 

Consultant, Urwick Orr and 

Partners, formerly Director, 

Iford Manor Training Centre. 

Director of Personnel, 

The Wallpaper Manufacturers 

Association. 

Milne, Budirsky and Orlik occurred when the ! 

researcher read papers on performance appraisal 

in Ostrava, Brno and Prague, at the invitation of 

the Prague School of Economics and the Czech ' 

Institute of Scientific Management. The other 

contacts arose out of the follow up of various
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published papers on, or references to, research 

into performance appraisal and social interaction. 

  

  

  

a v) Analysis and Classification of the contents of 

236 appraisal forms in TI. 

The companies chosen for the sample were selected 

on the basis of their appraisal practices, whether 

or not job descriptions existed, whether or not 

formalised target-setting occurred and the type 

of manufacturing technology/process in which the 

unit was engaged, i.e. - 

iene ar Technology/ 

wt presales wee. 5 re 
Yes No Yes No 

Plant'B' Annual x Partly Flow/batch/jobbing 

Plant'c* " +tagetsc x Flow 

Plant'Dt " x x  Flow/batch/jobbing 

Plant'Et x x x Research and 
development 

Plant'Ft " Partly Partly Batch/jobbing 

Plant'ct s Partly x Process 

Plant'y' " Partly x Batch/jobbing 

Plant'Nn' ee Partly x Flow/batch/jobbing 
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The data was analysed, classified and compared 

in order to - 
ee 

a) 

b) 

e) 

a) 

23. Des of the 

Determine the extent to which strengths 

and weaknesses were specified and related 

to successes and failures, or effective/ 

ineffective performance, 

Determine the extent to which work targets 

were agreed by the appraiser and appraisee. 

Assess the wlevance of proposed courses of 

ection (where stated) both to the need to 

improve performance and to the personal 

development needs end, where appropriate, 

career development of the appraisee. 

Determine the extent to which assessed 

current effectiveness related realistically 

to estimated company succession needs, 

Obtain further evidence of the usefulness 

of the training given on the appraisal and 

counselling seminars, 

uestionnaire 

The questionnaire on frankness and the perceived usefulness 

of appraisal and counselling was sent to 210 junior, middle and 
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Fa 

senior managers or specialists. The most senior respondents 

were two directors of operating companies, while approximately 

5% of the sample were classed as ‘senior executives'., The 

majority were from middle management and approximately 25% 

were of junior managerial status, The age range was from 

approximately 23 to just over 60 years of age. Follow-up 

interviews with over fifty of the respondents varied in length 

from twenty minutes to over an hour, with the majority lasting 

about thrity minutes. Plants 'At, 'G' and 'J' are medium-sized 

manufacturing companies producing ranges of engineering goods. 

Plants 'H' and 'L' are special development or research units 

of about two hundred staff each, and plant 'Kt is a small 

processing plant, some of whose products are almost unique in 

the U.K. Plant 'M' is a large manufacturing company of about 

14,000 people end-has a virtual monopoly of U.K, and some foreign 

markets. The thirty respondents from division 'X' come from four 

similar medium-sized companies from within the same division, 

The questionnaire was designed principally to obtain 

attitudes towards the superior/subordinate relationship and the 

value of appraisal and counselling interviews from the assessee's 

point of view, though over 75% of the respondents have subordinates 

reporting, in turn, to them. At plant 'M' a specific request was 

made by the company for additional questions to be included so that 

respondents might express their views as appraisers, as well as 

eppraisees. Of the total of 210 questionnaires 35, appropriately 

modified, were received from respondents in plant 'M', 
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In general terms, the questionnaire was modelled on those 

used by Bennis and Schein(111), but also included, in a somewhat 

developed form, questions similar to those used by Merrill and 

Martin(112) in their recent survey of appraisal practices and 

superior/subordinate managerial wlationships in the U.S. During 

follow-up interviews with 52 respondents the "sequence of events! 

method, employed by Herzberg(113) inter alia, was used to verify, 

where possible, that real attitudes did, in fact, exist - i.e, 

3 i) 

ii) 

iii) 

iv) 

v) 

vi) 

vii) 

viii) 

When did this occur? 

How long did the feeling (events) last? Gan you 

describe, exactly, what caused the change in 

feelings (events) ? When did it end and how did 

that come about? 

Was what occurred typical of what was happening 

at that time? 

Can you be more specific about the reasons why 

you felt (feel) as you did (do) ? 

To what extent did (40) these feelings interfere 

with your ability to do your job? How long did 

this lest? 

Can you give me a specific example of how your 

work performance was affected? 

How did this influence your relationships with 

your superior, peers and subordinates? 

Did events (your feelings) influence your views 

about continuing to work for the company? 
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ix) Did you feel you would like to change your job 

or your immediate boss? 

x) Could the same events (feelings) ocour again with 

the same results? If not, what precisely has 

happened to you, or the situation generally, 

which would make the outcome different from what 

it was previously? 

Respondents were asked to provide supporting comments to 

their responses to each question and were invited to make any 

other additional observations on their expectations and experiences 

of appraisal at the end of the questionnaire, 

4.4. Problems in ‘Measuring! Attitudes 

Necessarily, some conclusions from the research will be 

speculative. The theory of social interaction is not, as yet, 

sufficiently validated and formalised to make definitive state- 

ments about the attitudes communicated by respondents - both 

in the questiomaires and during subsequent interviews. ‘The 

alternative is to identify and examine what appear to be cues 

or 'triggers' for expressed attitudes and/or perceived behaviour. 

By tradition, behavioural wientists have sought to differentiate 

between the 'cognitive' and 'affective' components of attitudes, 

While attitudinal cognition is concerned principally with 

objectivity and facts the affective aspect of an attitude is 

compounded of emotions and value judgments which have their roots 
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in the irrational and often subconscious. Ag Young(113) states, 
- 'A basic postulate is that when the affective and cognitive 

components of an attitude are mutually consistent the attitude 

is in a stable state, but when the affective end cognitive 

components are mutually inconsistent the ete is in an 

inconsistent state and will undergo reorganisation until there 

is affective-cognitive consisteney'. ‘The demonstrable validity 

of this view of attitude ‘structure was sometimes apparent 

during interviews when Some respondents noticeably modified 

their attitudes as they talked through their feelings in the 

absence of any facts. In other words, perceptions and inter- 

pretations were re~structured and re-organised to attain congruence 

with the modified feeling about appraisal or the respondent's 

boss. One manager actually re-wrote his questionnaire half 

was through the interview and considerably changed several of his 

responses from strongly negative to moderately positive as he 

experienced something of a change of heart towards his superior, 

Festinger(114) suggests that where dissonance exists between 

cognitions themselves, in terms of an individual's concepts the 

individual will seek to change the cognitions in order to reduce 

the dissonance, 

It is likely that the strict anonymity and confidentiality 

of the survey may have increased the extent to which wsponses 

were influenced by affect, rather than by cognition. However, in 

some plants, e.g. 'H' and 'L' where much of the information 

obtained was largely the result of affective cues in the form of 
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supporting comments to responses, there was, nevertheless, a 

significant degree of consistency in the feelings expressed by 

respondents from within the same plant. Moreover, while it is 

now considered to be inaccurate and inappropriate to attempt to 

classify people into 'types' there is evidence to suggest that 

mich of human motivation centres around taffiliative' or 

affective needs on the one hand and tachievement' needs on the 

other. This is not to say that there is simply and ‘either, ort 

choice but evidence from the behavioural sciences suggests that 

the motivations of a significant number of people tend to emanate 

largely from one or the other of these needs and so attitudes 

and behaviour tend to be more or less congruent with the need 

patterns. This, again, was evident from both responses in 

certain of the questionnaires as well as from perceived behaviour 

during interviews. 

Because of the anonymity of the exercise, except in the 

case of the fifty-two respondents who were interviewed, the normal 

cues about behaviour and attitudes could only be taken from the 

responses and must inevitably ignore such important factors as 

respondents' status, personalities, 'value-sets' and relation— 

ships. However, much is known to the researcher about the 

opportunities and constraints which exist within the environ- 

ments from which respondents were drawn. Undoubtedly, all the 

variables cannot be isolated analysed and correlated to validate 

data conclusively. On the other hand, the degree of articulation 

in many of the supporting comments suggests that a realistic 

picture of relationships, as well as the state and usefulness of
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face-to-face contact on performance appraisal, was obtained 

in the majority of cases, 

were as follows = 

The questions and percentage responses to the questionnaire 
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QUESTIONNAIRE ON PERFORMANCE APPRAISAL AND COUNSELLING (1) 

Please answer ALL questions and tick the answer which best describes your situation. Add any comments which you feel usefully add to your answers. Please do NOT put your name on this questionnaire. 

QUESTION RESPONSE (4) 

tat - tg? tye ye Ke yh! ae ‘xt 

Ge §3 8 GB O3 (3 & BL. 
1e Do you have a clear idea of what specific end 

results are expected of your job? 

ALWAYS cocccccccccccccccccccccccccsccecscoecs 45% 30% 25% 38% 40% 20% 52% 25% 
Usually Secccescccesesceaccesscsccecsoccceccs 50% 10% 10% 62% 60% 80% 44% 634% 

0 

°      

Occasionally . Wdssgeeeeceeece 5% ° 5% ° ° ° 6% 
Drccesecesseesesas 0 ° 0 0 ° ah 64, 

    

Rarely ever 

2 To what extent are there adequate opportunities 
for discussing the scope, end results, problems 
and constraints of your job with your superiors?   
Completely satisfactory ccccsccccceccccccccce 36% 20% 8% 26% 10% - ° 35% 25% | 
Generally satisfactory cocccsccccccccccccccce 50% 60% 15% 61% 90% ° a5% 51% | 
Generally unsatisfactory sesssescccccceccccns 14% 20% 17% 13% 0 80% 22% 12% | 
Completely unsetisfactory ecccccccccscccccces ° ° ° ° ° 20% 8% Ce 

* Questionnaires sent out 
**Questionnaires returned completed. 
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5e 
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QUESTIONNAIRE ON PERFORMANCE APPRAISAL AND COUNSELLING (1) covt#D 

Do you have a clear idea of what your superior 

thinks about (a) your current performance, (b) 
your potential and future prospects? 

ALWAYS coccccosccccscccrccosccesscevecescseoee 

Usually eeee 

Occasionally ceccsceccccccccccvoceesescescscces 

    

Rarely ever con ceececcsccesceneccessecesscese 

To what extent do you and he discuss those 

areas where you need to improve performance? 

Completely satisfactorily cccecccesesescecvccce 

Generally satisfactorily 

Generally unsatisfactorilye. 

Completely unsatisfactorily 

eeccccccsevcoses 

  

ee 

  

To what extent are you and your superior frank, 
about personal factors which either enhance or 

restrict your effectiveness, eeg- your 

relationship with him, the support you give 

each other, your relationships with others, 

your capacity to see jobs through, your 

managerial skills generally, etc? 

Completely satisfactorily .. 

Generally satisfactorily 

erecccceccesore 
     

Daeecveceesesceccoes 

  

At ‘yt 

(a) (b) (a) (b) (a) (b) (a) () (a) (®) (2) (») (2) () (2) () 

gt tye Ke tht Mt xt 

32% 236 204 0 34 0 234136106 0 0 O 17% 13% 38% 6% 

45%, 236 40% 20% 39% 28% 77h 48% 80% 108 0 0 44h 13% 186 25% 

23% 3676 20% 40% 41% 25% 0 134 0 10% 0 0 17% 48% 38% 25% 
0 18% 20% 40% 17% 47h 0 24% 10% 80% 100f100#22% 26% 6% 44% 

32% = 30% 9° 61% 10% ° 116 = 25 
366 = 40h 50h OH 10% 0) 3 

21% = 206 30K 13 10 2 4 2 

5h = 10%. Sf ° 10% 60% 17% 6% 

41% = 20h 8% 13% CY) ° 228 38h 

306 = 406 ATH 31% 80% ° 53% 36% 
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QUESTIONNAIRE ON PERFORMANCE APPRAISAL AND COUNSELLING (1) CONT'D 

Generally unsatisfactorily cccccccccce 

Completely wunsatisfactorilyscccecsccecce 
   

  

To what extent to discussions about personal 
and behavioural factors provide you and your 
chief with a basis for improving work 
relationships and your joint effectiveness? 

Completely satisfactory o.     eeeeccccnsesccsce 

  

Generally satisfactory sesso 

Generally unsatisfactory eccsccccccccscccccccs 

Completely unsatisfactory eoccccccccccccccccce 

  

tar 

23% 
° 

32% 
32% 

$qr 

30% 
10% 

10% 

40% 
10% 

‘ge 

31% 
14% 

44h 
36% 
15% 

‘yr 

31% 
13% 

136 
31% 
31% 
13% 

Ke Et 

106 20%, 
106 80% 

° 0 

10% ° 
20% 20h 
10% 8h 

SETA 

yt 

19% 

11% 
39% 

21% 
11% 

xt 

18% 

18% 

18% 
14% 
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Plant "Nt and Division 'Xt on): <lant "Nand Division *X' only 

QUESTION 
RESPONSE (4%) 

Plant Division ‘xt Te To what extent do you and your subordinates discuss 
those areas where they need to improve results? 

Completely satisfactorily Pe ereceecoecesccescecocce % 21% 

  

Generally satisfactorily seccccccccccccccscccccece 82% 12h Generally unsetisfactorily Seeccccccccccccccecccccs % 1h Completely unsatisfactorily sccccescceccccccccccece ° ° 
8 To what extent are you and your subordinates frank 

about personal factors which either enhance or 
restrict their effectiveness @eg- your relationship with them, the support you give each other, their relation~ ships with others, their managerial skills generally eto.? 
Completely satisfactorily . Oe eecresercesevess of 21%      Generally satisfactorily . 82% 69% 
Generally unsatisfactorily . o% 10% 
Completely unsatisfactorily ooccwrneee ° Qo 

9- To what extent do your subordinates accept comments 
about those personal and behavioural factors which 
either enhanoe or limit their working relationships 
and job performance? 

Completely satisfactoryiy coccccscsccvecccscececece 4% 21% 
Generally satisfactory cscscccccesecccccccccccceces 87% 12h ‘ Generally unsatisfactory secsssccccescccesccccccces 9% 1h 
Completely unsatisfactory Pe ccervcerooscscescoscone 0 0 

~ ’ 
res 
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4.5. Findings from the Attitude Survey (II) 

Of the 210 questionnaires sent out 182 were returned, 

completed, giving a response of 87% of the whole sample. From | 
plants 'G' and 'Kt two thirds of the forms were returned while | 
om plant 'L' only 50% of the questionnaires came back. Of 

the 182 received 19 (10.4%) were without any supporting comments 
whatsoever. Six of these came from plant 'M’ and five from 

plant 'Ht, 

Taking the sample as a whole, an analysis of the responses 

to the questions provides the following data - 

1. Do you have a clear idea of what specific end-results are expected of your job? 

AIWAyR occ ecoss testes 36% 

UbUaLIS: coccc eee seeaces 61% 

- 2% 

Rarely ever ..00...06.. 1% 

  

Occasionally .,    

2. To what extent are there adequate opportunities for discussing the scope, end-results, problems and constraints %, of your job with your superiors? 
Y 

Completely satisfactory 24% j 
Generally satisfactory 56% 

Generally unsatisfectory 17% 

Completely unsatisfactory 3% 

Se Do you have a clear idea of what your superior thinks about (a) your current performance, (b) your potential and future prospects? (a) (b) 

ALWAYS eecoseccsnsseees 19% 8% 

Usually .eeecess 44% 23%    
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} 

(2) (b) 
Occasionally ........ 23% 30% | 

3 
Rarely ever «cecceees 14% 39% i 

il 
4. To what extent do you and he discuss those areas where 4 ; 

you need to improve results? | 

Completely satisfactorily 23% 

Generally satisfactorily 42% i 

Generally unsatisfactorily 26% 

Completely unsatisfactorily % 

5. To what extent are you and your superior frank about 
personal factors which either enhance or restrict your . 
effectiveness, e.g. your relationship with him, the 
support you give each other, your relationships with 
others, your capacity to see jobs through, your managerial 
skills generally, etc? . 

  

Completely satisfactorily 21% 

Generally satisfactorily 42% 

Generally unsatisfactorily 26% 

Completely unsatisfactorily 11% 

6. To what extent do discussions about personal and behavioural 
factors provide you and your chief with a basis for improving 
work relationships and your joint effectiveness? 

Completely satisfactory 17% 

Generally satisfactory 39% 

Generally unsatifactory 30% ‘ 

Completely unsatisfactory 14% 7 

Taking the overall percentage responses in the sequence 

-in which they occur, the following emerge as the most obvious 

conclusions which may be draw - 

  
 



  

i) 

ii) 

iii) 

iv) 

vi) 
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The managers in the sample almost all had a 

clear idea of what was expected of them in 

terms of work results (totally 97%). 

Of the 162, 80% felt that there were adequate 

opportunities for discussing the scope and 

problems of their jobs. 

While 63% declared that they believed they 

kmew what their superiors thought of their 

current performance only 31% felt that they 

knew how their bosses regarded their potential 

and future prospects. 

65% were more or less satisfied with the extent 

to which they and their bosses discussed areas 

where they need to improve performance. 

Frank exchanges on personal factors, including 

the working relationships of the respondents 

and their superiors were felt to be satisfactory 

by 63% of the sample. 

56% found that talking ebout personal and 

behavioural factors tended to enhance their 

relationships with their superiors and to lead 

to improvements in their joint effectiveness, 
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The percentage of favourable responses to questions 

iii(a), iv and v (above) corresponds very closely with those 

obtained by Merrill and Martin(114) in the U.S., viz - 

Q. TI Survey Merrill and Martin- 

iii(a) 63% 60% (Superiors' views of 
appraisee's current 
performance), 

iv 65% 64% (Extent to which 
superior draws 
appraisee's attention 
to areas where 
improvements are 
needed), 

v 63% 59% (Extent to which 
respondents were 
satisfied with the 
perceived franimess 
in their relation- 
ships with their 
superiors), 

Whereas 97% of the TI managers appear to understand what is 

required of them, Merrill and Martin found that 85% of their 

respondents were clear about the end-results of their jobs. 

Of the 82 (45% respondents who added tadditional comments 

about the usefulness of appraisal and counselling, at the end 

of the questionnaire, 56 expressed favourable views, while 26 

showed negative attitudes and dissatisfaction. 

Of the latter, however, while disillusioned or dissatisfied 

with current practices 12 expressed favourable attitudes towards 
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‘effective' appraisal practices which they had either experienced 

elsewhere or hoped would develop within their companies, 

The greatest number of responses displaying favourable 

attitudes came from plent 'A' where comments indicated a generally 

high level of satisfaction with both formal and informal appraisal 

procedures. The turnover figures in plant 'A' for managerial 

steff affected by the appraisal scheme would seem to substantiate 

the positive responses in the survey, €.g. In the two years 

preceding the introduction of the scheme ennual staff turnover 

was 11.38% and 10.65%, Following the introduction two years ago, 

turnover went down to 8.05% and last year fell to 7.18%, the 

lowest for many years. It is impossible to relate the effects 

of target-setting and appraisal to profitability in plant 'a', 

however, since nationalisation, two years ago, has exerted many 

influences upon both costs and selling prices as well as upon 

the structure and competition of the markets in which plant tat 

sells its products, = 

The greatest number of unfavourable or negative responses 

(10) came from plant 'Ht, though all 5 from plant 'L' expressed 

strong dissatisfaction with current practices within that unit. 

Moreover, 50% of the responses from plant 'K' also expressed 

dissatisfaction with present personnel policies and appraisal 

procedures. It is interesting to compare the turnover figures 

from plants 'l' and 'Kt with those (above) from plent 'A', During 

1969 figures for plant 'Kt were 24.5% and for plant tL! 38%. Of 
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the 31 completed forms received from plant 'M' 20 were returned 

with no additional comments. This was by far the highest 

proportion of blank final pages received from any of the companies. 

It is perhaps significant that a common characteristic of 

plants 'H', 'K', 'L' and 'Mt is high dissatisfaction with the 

extent to which future prospects appear to be discussed in those 

units, ice. - 

Plant 'H' .....s06. 72% dissatisfied 

MIE TSK cece ness o0h = 

100% " 

© E! seseessce TH8 x 

  

- whereas in plant 'At 54% of respondents expressed dissatisfaction 

with appraisals of their potential. Furthermore, the findings 

of an independent survey carried out in 1969, into the wastage 

of graduates in TI, indicated that plants ‘Kt, 'L! and 'M! were 

"badt (i.e. high turnover) units where the main causes of 

dissatisfaction and reasons for leaving TI were found to be lack 

of job satisfaction and apparent lack of future prospects, A 

repeatedly expressed view from respondents to the survey on 

graduate wastage was that they had never had a satisfactory appraisal 

interview and consequently had no real idea of how well they 

were doing or what the company thought of them.
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Many of the espondents either 'took sides' or treated 

the question of formal appraisel and informal discussions as 

a means of improving performance as an ‘either, or' choice, Of 

the 82 responses to the question of the merits and de-merits of 

formal and informal appraisal i.e. ‘additional commentst 

opinions were divided as follows - 

Prefer formal appraisals sesececssecess 29 (16% of total 
response) 

In favour of both ssscccccecccecccseess 27 (14% of total 
response) 

Prefer informal discussions csscceccoes 20 (11% of total 
response ) 

See both as impracticable or impossible 6 ( 3% of total. 
response ) 

4.6. Conclusions from the Attitude Survey - Interpreting the Data 

Because of the disappointingly small response from plants 

‘Gt, 'K't and 'L' any conclusions drawn are likely to be 

questionable - except perhaps in the case of plant 'L' where 

there has been a known history of considerable discontent and 

dissatisfaction. The returns from plants 'A', 'H', 'g', 'M' and 

'X' provide data which is statistically more reliable and from 

which valid conclusions may be drawn. Furthermore, the 52 

follow-up interviews, using the ‘sequence of events! method of 

questioning, were carried out in all of these latter companies, 

except at plant 'J' which, geographically, is rather inaccessible,
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Favourable responses, indicating satisfaction with the 

present situation, in these five companies are as follows - 

Question 

1. 

260 

3e 

Be 

5e 

Understanding of end- 
Zesults of job. 

Opportunities for 

discussing work with 
superiors. 

(a) Discussions with 
superior on 
respondent's current 
performance, 

(b) Discussions with 
superior on 
respondent's future 
prospects. 

Extent to which respondent 
and his chief discuss 
areas where respondent 
needs to improve. 

Extent to which respondent 
and his chief discuss the 
influence of personal and 
behavioural factors upon 
performance. 

Extent to which discussions 
about personal and 
behavioural factors lead 
to improvements in the 
respondent's relation- 
ships with his superior and 

‘at 

95% 

86% 

Th 

46% 

68% 

11% 

68% 
in their joint effectiveness. 

ty 

95% 

83% 

42% 

28%, 

56% 

55% 

49% 

1g 

100% 

87% 

100% 

61% 

87% 

50% 

yt 

96h 

10% 

61% 

26% 

61% 

75% 

56% 

a 

88% 

82% 

56% 

31% 

69% 

16% 

68% 

As the data indicates, there is considerable consistency 

among the different companies in the responses to questions 1 

and 2, but distinct differences appear in questions 3a and 3b and 

continue, though not always consistently, through the response 
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pattern to questions 4, 5 and 6. The high satisfaction ratings 

from plant 'Jt to questions 1 - 4 are strangely at variance with 

the supporting comments which either express or imply considerable 

dissatisfaction where, for example, ‘generally satisfactory! is 

ticked as the appropriate response. The responses from plant tJ! 

to ‘questions 5 and 6, which are concerned with the frankness and 

interpersonal relationships between the respondents and their 

superiors, indicate the lowest level of satisfaction and show 

little congruence with the ratings from 'J' to questions 1 - 4. 

However, the supporting comments to questions 5 and 6 are consis-— 

tent with and confirm the chosen ratings. 

4.6.(i) Conclusions on discussions about current performance 
(Question 3a, 

Satisfaction on this matter varied widely (100 - 42%). 

Responses from plant 'H' (42%) suggest that respondents feel that 

their superiors do not create sufficient opportunities for 

frequent informal discussions about performance, but tend to 

‘save it all up' for the formal annual review. Seven questionnaires 

returned from plant 'Ht expressed concern about this particular 

problem, Typical of these were - 

‘Except for comments at the annual assessment there is 

little or no indication of your short-term performance,' 

‘I never see the superior who has most say in what work I 

will be doing next and I believe only an incomplete picture of 

what my team is doing gets to him; this is confixmed by the
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decisions he makes which suggest that he is ignorant of what 

is really going on.' 

About 80% of the staff at plent 'H'. are graduates and show 

a high technical ability. The unit is heavily structured into 

project teams which, though highly task oriented, discuss work 

almost exclusively in terms of 'results' and rarely in terms 

of ‘personal contribution'. Discussions with project team leaders 

and other specialists following this investigation suggest that 

more frequent appraisals on the basis of both individual and 

primary group performance, focussing attention on problems of 

roles, relationships and interaction are likely to be introduced 

in the near future. These will supplement, not replace, current 

reviews of results. In division 'xt (56%) responses suggest that. 

two principal factors account for the comparatively low level of 

satisfaction - 

a) Current transitional problems involved in moving 

from 'conventional' 'trait-rating' appraisal 

schemes to more 'results-oriented! M.B.O. approaches. 

CnBe 'This should improve once my key tasks have all / 

been defined', 

ii) Problems arising out of long-established "paired! 

relationships which are characteristic in some of 

the units of this particular division. 

Coe ‘We have been in the department for ten years and 

he considers us to be permanent members of his steff.! 
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'I made it clear to my superior that I was generally 

content in the job and he therefore does not discuss 

work with me very much." 

At the other end of the scale, comparatively high satis— 

faction in plant 'A' appears to stem from the very frequent 

informal discussions about performance and the percentage perfor- 

mance rating scales introduced two years ago as a basis for both 

M.B.O. and executive job evaluation, 

CoS ‘This is immediately brought to my attention by the 

Hay-MSL rating of my job and readily available contact 

with my superior for informal appraisals of my key 

tasks.' 

4.6.(ii) Conclusions on discussions about future prospects 
(Question 3b 

In the sample, as a whole, 69% of respondents expressed 

dissatisfaction with opportunities to talk about their future. 

Extreme dissatisfaction was most evident in plant 'H' and 

division 'X' and, in particular, in the questionnaires returned 

from plants 'L' and 'K', while high concern was evident at plant 

wt, 

To some extent it is unrealistic to expect firm promises 

about the future from any organisation, but as was indicated in 

section 4.5., the responses from these units confirm the findings 

en
e 
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of the TI survey into the loss of qualified young managers and 

specialists where dissatisfaction with future prospects was found 

to be a principal cause of high graduate wastage. 

. Typical of the supporting comments received were - 

‘There is no indication of your longer term potential 

or prospects", (Plant 'H'), 

*I am quite mable to ascertain where ny future prospects 

lie, either within this company or the Group as a whole. 

Direct questioning only produces evasive answers.! 

(Plant 'L'), 

‘Although I have been with 'L' for five and a half years, 

I have never had a formal appraisal of my potential.! 

(Plant 'L'), 

‘The future is seldom ever discussed directly, consequently 

it is distinctly hazy', (Plant 't), 

From plant 'H' a very typical comment was - 

‘No clear picture of one's potential is readily offered - 

the impression is that there is no such picture available.' 
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At plants 'G' and 'K' very little emerges from the supporting 

comments to indicate that factors other than the strength of the 

peletionanine between respondents and their superiors determines 

the respondents' perceived expectations and satisfaction about 

the future. A comment that announcements about vacancies within 

other parts of the Group do not appear on Kts staff appointments 

notice board suggests that official staff development policies for 

the Group as a whole are not operating effectively and are not 

known at this and other plants in TI. Consequently, officially 

declared policies and advocated personnel practices in such matters 

as management development, individual career planning and staff 

succession appear to have failed to remove or supercede long~ 

established 'fire-fighting' and largely fortuitous approaches to 

these problems. 

In rather too many companies within the Group the development 

of an individual's potential, his career planning and thus future 

prospects still occur largely because his particular superior 

happens to take an interest in him and takes the necessary steps 

to ensure his future in the company. These conclusions would 

also seem to be confirmed by the findings from the survey of the 7 

236 appraisal forms described in section 4.7 . Furthermore, from 

responses obtained from plant 'A' and discussions in follow-up 

interviews the introduction of amended personnel policies two 

years ago, based upon Group Staff Development Policy appears to 

be improving the extent to which managers at all levels formalise 

and discuss plans for the career progression of their subordinates - 
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e.g. 'My superior is always prepared to discuss my future with 

me,' 

‘Though relations are strained between my superior and 

myself I have recourse to another member of the Board 

; and feel that my future can be discussed openly and 

frankly.' 

'Regular appraisals of performance provide my chief and 

I with a basis for reviewing the future whenever this 

is necessary,' 

426-(iii) Conclusions about extent to which respondents and 
their superiors discuss areas where improvements 
are needed (Question 4) 

Taking the semple of 182 as a whole virtually two thirds 

(65%) of the respondents indicated that their superiors pointed 

out where they needed to improve performance, However, at plant 

‘L' all 5 respondents expressed dissatisfaction as did 44% at plant 

'H', ‘Typical of the comments from plant 'Lt (a research estab- 

lishment) was - 

‘My superior shows complete disinterest in anything apart 

from his own particular fields of interest. 

From plant 'H' which also develops largely exclusive areas 

of specielisation among its highly qualified staff, of whom about 

80% are graduates, came the following comment (expressed by eight 

(25%) of the respondents from 'Ht) = 

i
e
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‘This is only discussed at formal annual assessments, 

More frequent guidance would be of benefit both to my 

job and me personally.! 

Where dissatisfaction was expressed in units showing a 

comparatively high level of satisfaction the root cause of dis- 

content generally lay within the ‘paired' relationship of the 

respondent and his immediate superior, e.g. - 

‘This matter normally resolves itself as - "do better-or 

else!" There is little or no analysis or advice given,' 

(Plant 'J'), 

‘I am told in no uncertain terms where improvement is 

needed. Regrettably it's usually after things have gone 

wrong. (Plant 'M'), 

‘I doubt whether he Imows.' (Plant 'N'), 

Occasionally, dissatisfaction occurred as a result of being 

unable to improve performance because of lacking of backing from 

other individuels or departments within the same organisation, 

CoB. = 

‘The problem is aggravated because mine is a service 

department and I am dependent upon key tasks being 

completed by other functions.' (Division 'X'), 
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*Really,I feel that events dictate how I perform and 

most of my targets are based upon outside suppliers! 

delivery dates and the quality of the material they 

send us.' (Plant 'A'), 

"I can't think of any job that I and my staff do that 

isn't profoundly influenced by people in other depart— 

ments. We can define key tasks easily enough but I 

would need an army of clerks logging performance 

continuously to find out who is to bleme when things 

€0 wrong.' (Plant 'A'), 

To some extent these various comments reinforce the reality 
that managers do not achieve results in isolation - they are 

dependent upon other people both within and outside their ow 

departments, Moreover, some of the responses suggest that 

immediate superiors may be major constraints upon their subordinates! 

effectiveness and personal impact and that formalised systems, 

however well conceived, depend ultimately upon the extent to which 

they are successfully operated by individual managers, 

4.6.(iv) Conclusions on frankness between respondents and their superiors over personal and behavioural influences upon berformance (Question 3) 

The overall rating of 63% satisfaction for the total sample 

is considerably higher than the ‘score for plant 'J' (50%), 
while from plant 'L' there is 100% dissatisfaction on the question 

| 
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of mutual franimess. 

Representative comments from respondents at plant 'J' include - 

‘Life is bloody enough anyway without making it any worse.' 

(Senior executive immediately below Board level), 

"I find lack of support from my superior is ny biggest 

problem.! 

Moreover, two who rated the question of mutual frankness 

satisfactory both stated that they were ‘especially fortunate’, 

or a ‘particular case,' implying that their relationships were 

somewhat different from the rest of the organisation. 

One clue as to why the level of satisfaction from plant 'J' 

suddenly diminishes significantly over questions of frankness may 

be in the following response ~ 

"Personal factors are never discussed - this approach is 

generally foreign to the attitude of my company and its } 

staff. Ihave little faith in the annual appraisal 

since I feel it to be too insincere.' 

It is difficult to say why this should be so (if, in fact, 

it is an objective assessment of the situation) but it is 

possible that the apparent inability may stem from the fact that 

of the 308 managers and directors who have attended the seminars 
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on appraisal, where frenimess is a prominent topic, only one has 
ever come from plant 'j1, Furthermore, all the respondents from 
plant 'A' (77% satisfaction) and Division txt (76% satisfaction) 
had undergone training in appraisal at Woodbourne Grange and many 
of them had been exposed to sensitivity training on longer 
management courses at the TI Residential Training Centre, 

From plant 'H' where 45% of respondents were dissatisfied 
about the level of perceived frankness comments included - 

‘Such comments, when they do occur, are confined to the 
formal ennual assessment,! 

(Similar views were expressed by seven respondents), 

‘We don't discuss these things - discussions are always 
concerned with the "technical" aspects of our work,' 

(Similar views were expressed by four respondents), 

'My boss never creates the right environment for such 

discussions, 

(This letter comment is very similar to four of the five 

responses from plant 'L' where there was 100% dissatisfaction 
over the lack of frank discussions with superiors), 

The question of frankness is particularly important within 
TI since the formal staff development policy statement issued by 
the Chairman expressly states -  
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‘Each member of staff is entitled to a regular and frank 

discussion about his current position and performance, his 

development needs and his future prospects.! 

. Moreover, franlmess and the opportunity for frequent 

informal as well as formal exchanges about performance and the 

influence of working relationships upon joint effectiveness appear 

to correlate positively with actual performance results. In 

other words, effective performance is not merely a measure of 

mutually exclusive individual effort, or ability, but a reflection 

of the strength of working relationships. Furthermore, the 

strength of the relationship appears to be both influenced and, 

in turn, influences the extent to which personal and behavioural 

factors are discussed frenkly on a two-way basis. (See the 

responses to question 6, discussed below). 

4.6-(v) Conclusions on the extent to which discussions about 
personal and behavioural factors lead to improvements 
in_workine relationships and the job performance of 
the parties to those discussions (Ouestion 6) 

With a generally expressed satisfaction level of 56% } 

plants 'H' and 'J' (49% and 50%, respectively) are low while 

at 687% each, plant 'A' and division 'X' show considerably higher 

satisfaction, Plant 'L! responses again indicate 100% dissatis- 

faction while the limited samples from plants 'G' and 'K' show 

satisfaction rates of 50% and 70%, 
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Typical ‘comments from "Ht and ‘yt 

include - 

(low satisfaction) 

'My superior and I are such different personalities as 

to make this very difficult. In any case, informal 

discussions between us do not take place at all,! (Plant 

'HT), 

'My chief is very dogmatic and although these things 

are discussed he invariably goes his own way, as "he 

knows best".' (Plant 'H!), 

'Performance appraisal is seen as a once-a-year chore 

whereby management has to see everybody. In my case 

there has certainly never been any sort of follow-up 

and informal discussions are always about the 

organisational aspects of the job. (Plant 'Ht), 

From Plant 'J' the following were representative attitudes - 

‘They don't occur hence the rating,! (Completely 

unsatisfactory'), 

'The only occasion this would ever be discussed (and 

then only ‘for a limited time) would be at the annual 

appraisal,'
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One very interesting response from plant 'K' indicated 

that there might be practical limits to frank exchanges, i.e. - 

‘In so far as these discussions add to my effectiveness 

they are completely satisfectory. More night help, 

but only on a basis of diminishing returns, 

Overall,163 of the respondents added supporting comments 

to questions 1 - 4 whereas 148 amplified question 5 and 131 

question 6. Question 6 was accompanied by the greatest number 

of apparently inconsistent supporting comments and unusuel 

responses, e.g, - 

'The frankness is generally one sided. What has transpired 

in this direction has usually done so in public and has 

not improved relationships - quite the reverse.' (Plant 

'wt) - rated ‘completely unsatisfactory.! 

'I spend a lot of time covering up on things which I 

know would upset him, but which I personally consider to 

be unimportant, ! (Plant t i") = rated "generally satis- 

factory.' 

‘The approach can be disguised in coments relating to 

other personnel from which one ean draw conclusions 

regarding one's own behaviour! - rated 'generally 

satisfactory' (Division 'x!),     
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‘I feel I improve and he doesn't'. (Division 'Xt) = 

rated 'generally satisfactory.! 

From plant 'A' however there was a general consistency 

in the supporting comments to question 6, e.g. - 

‘as far as I am aware my senior is completely frank with 

me. I believe I have derived a great deal of benefit 

from these interviews. This was rarely done at 'At 

before performance appraisal was introduced, * 

‘As our relationship has an informal bias, discussions 

can be undertaken freely. We both understand that only 

by good relationships can we be effective.! 

‘We have a good understanding of what is expected from 

each other,' 

'No punches are pulled by either party and informal 

discussions prove the best discipline to greater effort 

and improved performance,' 
t 

From all plants came several comments which suggested that 

many respondents felt that the value of the eppraisal depended 

to a large extent upon honesty and frankness and that if these 

were absent then the usefulness of formal discussions, at least, 

was severely limited, e.g. - 
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‘Performance appraisal interviews in my personal experience 

are completely useless. The course (i.e. seminar on 

appraisal and counselling) convinced me that they can 

be extremely valuable but confirmed my belief that 

interviews in this company are quite inadequate.' (Division 

.'Xt = tcompletely unsatisfactory' ratings for both questions 

5 and 6), 

"There are 'black and white! attitudes at top management 

level which can influence the tone of appraisals 

further down the line.' (Plant ‘H'),   
'I have never yet left an interview with my chief feeling 

that my questions have been answered fully. It is often 

painfully obvious that little preparatory thought hes 

been given to the interview, or me.! (Division 'xt 

"generally unsatisfactory! ratings for questions 5 and 6), 

Some respondents felt that formal appraisals can jeopardise |     34 
‘I regard informal discussion about performance with both 

superiors and subordinates a necessary and vital part of 

everyday management, but have found the annual formal 

performance appraisal interviews unavoidably artificial, 

somewhat strained and in my opinion of doubtful value.! 

(Division "xt = ‘completely satisfactory' rating for 

questions 5 and 6.)
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‘Formal performance appraisal is generally unsatisfactory. 

It is not necessary to stege a confrontation to resolve a 

problem ~ this is best done informally. In formal meetings 

people often feel a need for something to talk about and 

; irrelevencies get dragged in as makeweights.' (Division 

'Xt = tcompletely satisfectory' rating for questions 5 and 

6). 

The fact that arguments 'fort and tagainst' formal appraisal 

appear to be almost balanced among the 182 respondents suggests 

that the relationship between the appraisee and his chief is a 

major determinant of - 

i) The appraisee's felt need for appraisal and 

counselling. 

ii) The extent to which he perceives appraisal and 

counselling interviews to be of value to him. 

While frankness as a feature of interdependent relationships 

is relative, not absolute, it is worth noting that favourable 

attitudes towards future prospects in the company (question 3b) 

were far more noticeable in questionnaires where ‘completely' or 

"generally satisfactory! ratings were given to questions 5 and 6 

(frankness). 

Where there was evidence of frequent informal contact 

between respondents end their superiors in all but two cases were 

| 

| 
| 

| 
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the attitudes of respondents positive and favourable to their 

chiefs, e.g. - 

*I think that regular informal discussions about work are 

“an excellent idea, Because my boss is not so close to 

the job as I am he is able to help me to look at things 

in a fresh perspective.t (Plant 'J'), 

"In my experience meaningful informa ity, is the keynote 

of our discussions. Personally I would welcome even 

more opportunities for informal discussion with my 

superiors about work topics. Such a situation enables 

one to develop a broader concept of one's immediate 

environment.' (Division 'X'), 

‘Frequent informal discussions act as a monitor and help 

us to put what would otherwise be isolated incidents in 

the formal appraisal into their true context.' (Plant a’), 

‘The formal interview must tie up the loose ends of 

informal contact held as occasion demands. It should not 

be an annual interview held in isolation.' (Division Xt), 

‘I find that informal discussions with my superior help 

to develop a sense of involvement in the department's 

affairs. Lack of such discussions in the case of my 

previous boss produced the opposite reaction.' (Plant 'H'), 
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These comments appear to erystallise the view expressed by 

many respondents that discussions about performance need to be on 

a continuing basis, at intervals appropriate to the needs of both 

individuals end work situations, not necessarily at pre-determined 

and infrequent occasions as is the traditional pattern, 

The main reason for choosing formal appraisals given by the 

majority of the 20 respondents who expressed preference for them 

over solely informal discussion was that they acted as a form of 

discipline which made people give thought to issues which may be 

ignored in informal discussions. Generally speaking, more 

favourable comments about formal interviews came from respondents 

in plant 'Mt and division 'X' who tended to sun up their additional 

comments as appraisers, rather than appraisees - 

e.g» ‘My subordinates and I have found it more beneficial to 

have formal P/A interviews at least twice a year. They 

provide an ideal opportunity to keep all concerned 

informed of future plans and policies. (Plant 'M'), 

"It (fomnal appraisal) is perhaps more useful than 

informal discussions since a definite time can be set 

aside for the meeting thus enabling interviewees, as 

well as interviewers, to prepare beforehand. In this 

way both parties have a chance to give thought to those 

things that they really want to raise.' (Division 'Xt), 

Feeney oer tanner tere=ene—serrese
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; 
f It is interesting to compare the —— in expressed | 

satisfaction among respondents from plant "it and Division 'Xxt 

in roles first as appraisees, then as appraisers to the questions 

of - 

Discussing where improvements are necessary, 

Mutual frankness, 

Accepting frank comments and acting upon them     
  

  

i.e. 

Plant 'mt Division 'xt 

Attitude Attitude Attitude Attitude 
As As As As 

Appraisee Appraiser Appraisee Appraiser 

i) Pointing out 61% 91% 69% 93% where 
improvements (Satisfaction) 
are needed, 

ii) Discussing 15% 2% 16% 90% personal and 
behavioural 
factors and 
work 
relationships. 

iii) Following up 56% 91% 68% 93% frank 
discussions 
and improving 
natters, 

Jointly, the respondents from plant 'M' and division tx" 

constitute a sample of 59 respondents which, statistically, is 

perhaps small, However, the proportion in both companies 
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A 
expressing greater satisfaction with appraisal in the role of 

appraiser rather than as an appraisee would appear to justify 

the conclusion, as Stewart(115) also found, that the interviewer 

was more likely than the interviewee to think that the interview 

had been a useful experience, 

The considerably higher satisfaction as en appraiser is 

very apparent from the supporting comments from some respondents, 

Og. = 

i) Question of pointing out where improvements are needed: 

(Plant 'mt) 

As Appraisee - 

‘I am usually left to my Own resources since no clear 

indication is given as to good ox bad performance,! 

Same _xespondent as Appraiser - 

"All problems that arise are discussed and dealt with 

immediately,' 

ii) Question of mutual franimess: (Plant '™') 

As Appraisee - 

‘It would appear that my superior does not went i11 

feelings at any price. Therefore we do not discuss 

personal factors, ete,! 

Same xespondent as Appraiser - 

‘We get on well with each other and can discuss any 

personal or other factors without bad feelings creeping 

din. 
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3) Question of pointing out where improvements are needed: 

(Division 'x') 

As Appraisee - 

‘The interview tends to be a haphazard affair with a sub- 

jective assessment of past and current performance with 

insufficient detail of measurement or future targets.! 

Same respondent as Appraiser - 

‘Perhaps my personal egotism, but such discussions are 

usually satisfactory.' 

ii Question of mutual franimess: (Division 'X!) 

As Appraisee - 

‘There is little or no communication between us on these 

points.! 

Same respondent as Appraiser - 

‘Most of them accept that criticism, constructive or 

otherwise, is intended to help them to improve in their : 

jobs.! 

4ii) Acceptance of frank exchanges and follow-up, leading to 
improved performance: (Division 'X') 

As Appraisee - 

"He does not appear to know anything about the above 

factors.' 

Same respondent as Appraiser - 

‘They find it useful and since we are a small department 

swopping opinions helps interpersonal relations. ‘These 

aspects are discussed perfectly openly.' 
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Among the few respondents who indicated that they were 

equally satisfied with appraisal - both as appraisees and 

appraisers - the apparent reason for the consistency in satis- 

faction was either - 

“Sound relationships with both superiors and subordinates. 

Agreed and clearly defined work targets. 

or - Both. 

As the results of the survey of appraisal forms also 

confirms, the joint clerification and agreement of objective 

measures of performance tends to provide a focal point and 

common ground for expressing personal shortcomings in terms of 

inadequate performance against expected results. However, 

results from plant 'M' and division 'x! suggest that respondents 

as appraisers tend to judge the success or usefulness of the 

appraisal in terms of the degree to which they were able to 

establish 'open', frank relationships with their subordinates, 

More specifically, they appeared to consider appraisal worthwhile 

where subordinates were perceived to be responding positively 

to criticism, though five of the respondents referred to mutual 

target-setting as being a factor which enhanced the value of 

appraisal from their subordinates' point of view. 

When considering performance appraisal from the standpoint 

of an appraisee, the majority of respondents saw the usefulness 

of appraisal and counselling being determined by the extent to 

which - 
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i) The gained fresh insights into their superiors! 

expectations of them, 

ii) Job objectives and standards of performance were 

clarified and agreed with superiors, 

adi) Work problems could be resolved as the result of 

frequent, lergely informal contact, with their 

superiors, particularly, were perceived to be 

‘readily availablet and "helpful, 

iv) Mutual frankness characterised their working 

relationships with their superiors (only 5 out of 

182 mentioned peer=groupings as a constraint upon 

theix job effectiveness), 

Though i ~ iv represented the expectations of many of the 

respondents from plants 'Ht and ‘J! (computer unit and research 

establishment) as well as those from the conventional production 

and processing companies, there were certain criteria which 

determined the perceived value of appraisal at plants 'H' and ty! 

to a far greater degree than elsewhere. 

The majority of respondents from these units were young 

(under 35), qualified (mainly graduates) and had been recruited 

under the Group graduate training scheme were either expressly or 

implicitly future prospects were initially perceived to be good, 
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Most of these young men are vocal, intelligent and articulate 

specialists pursuing areas of activity in some depth in working 

environments which are more Competitive than those in the other 

plants. Not only are the expectations of qualified intelligent 

"professionals! likely to be generally higher than those of line 

and functional managers but so too is there a likelihood of 

greater impatience and dissatisfaction if expectations are not 

fulfilled, 

The criteria by which they appeared to judge the usefulness 

of appraisal which, though not exclusive to plants 'Ht and 'yt ’ 

were far more in evidence at these two units were - 

i) The extent to which appraisal, in particular, and 

work relationships in general, were perceived as 

a@ means of fulfilling personal ambitions and 

achievement needs. 

ii) The degree to which their immediate superior was 

"technically' competent in their particular 

specialism. 

Whereas affiliation needs and affective responses figured 

prominently in the degree to which respondents from plants SAY, 

'G', "St, 'K', tMt and txt perceived appraisal to be a satisfying 

and useful experience, achievement needs predominated in the 

response patterns from plants 'H' and atte 
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Thus, while interpersonal competence and socially supportive 

relationships appear to be significant factors in face-to-face 

appraisal and counselling there appears to be, from this attitude 

Survey, a4 considerable expressed need for work Blationships which 
further people's attainments, The extent to which attainments 

involve personal goals or task accomplishment will undoubtedly vary 

from one_individual to another, What is clear, is that for a 

significant number of people from this survey appraisals must, 

of themselves, produce results - using them largely as ‘griping' 
sessions or, alternatively, as friendly exchanges was not enough, 

As one respondent from plant 'H' put it - 

‘A free atmosphere and friendly relationships allow for 

opportunities for informal discussion, but I doubt 

whether cosy dialogues alone will improve results,! 

  

   



ANALYSES OF CONTENTS OF 236 APPRAISAL FORMS IN 

Coy. "Bt 

(27*) 

STRENGTHS: 
j 

i) Concize statements of perceived, specific 13% 
strengths and/or effective behaviour 
which led to successful achievements or 
effective performance. 

di) Statement of perceived strengths with some 33% 
suggestion of how these might have contri- 
buted to effective performance/attainments 

iii) Reference to positive pereonel qualities, 41% 
but no statement of performance or 
Specific achievements. 

iv) No reference at ell to strengths, successes134 
or achievements. 

WEAKNESSES: 

v) Concise statements of perceived, specific 13% 
weelmesses and/or ineffective behaviour to 
which resulted in shortfalls in perfor— 
mance. 

vi) Statement of perceived wealmesses and 24% 
some suggestion of how these might have 
contributed to ineffective performances 

vii) Reference to negative personal 41% 
qualities, with no statement of 
ineffective performance. 

| viii) No reference at all to wealmesses, 22% 
1 failures or shortfalls in performance. 
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Coy. 'at 
(50) 

12% 

36% 

32% 

20% 

12% 

14% 

12% 

62% 

Coy. 'Dt 

(36) 

&% 

1% 

56% 

19% 

136 

EIGHT COMPANIES (1) 

Coy. *Et 

(38) 

18% 

63% 

19% 

46% 

54h 

Coy. tt 
(20) 

45% 

45% 

10% 

156 

25% 

5m 

Coy. "Gt 

(25) 

12% 

20% 

52% 

16% 

12% 

32h 

Coys *g* 
(20) 

25% 

65% 

10% 

R 
R 

Coy. 

(20) 

20% 

65% 

10% 

45f6 

45%
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ANALYSES OF CONTENTS OF 236 APPRAISAL, FORMS IN EIGHT COMPANTES (1) coNT'D 

  Coys *B' Coy. tct Coy. "D? Coy. 'E Coy. 'F' Coy. ‘at Coy. tyt Coy. | (27*) (50) (36) (38) (20) (25) (20) (20) 
TRAINING AND DEVELOPMENT NEEDS: EE ELOPMENT. NEEDS | 

| ax) Clearly definea training/develop 22% 28% 6% 0 20% 4h 5% ° 
needs, with specific proposed courses 
of action, including time scales for 
completion. 

Suggestion/implication of treining/ 38% 26% 36% 26% 45% 64% 25% 10% 
development need with suggested 
course of action. 

x) 

xi) Recommendations for attendance on 29% 32% 42% 39% 25% 24% 40% 50% courses (generally unspecified) and 

g 

no reason given for attendance. 
xii) Absence of any proposed training/ 11% 14% 16% 35% 10% 8% 30% 40% 

development action whatsoever. 

JOB TARGETS: 

xiii) Agreed, specific job targets set for 26% ° 38% ° 34 65% (32h 5h 20% achievement within specified time 
scales, 

  

  
* Size of sample in each company 
** Percentage ocourence in sample. 
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ANALYSES OF CONTENTS OF 236 APPRAISAL, FORMS IN EIGHT companies (2) 

  

ESTIMATED CURRENT EFFECTIVENESS OF APPRAISERS:| 

i) Outstanding Cec ccereeececcccccccecoce 
ii) More than edequate Occccceccccccccece 

   
441) Adequate <sssccesece 

iv) Barely adequate sesscccccce 
v) Has not been in job long enough to 

assess POPC OC oe eae eeeceresoresesese 

vi) No estimate given scccosccoccecsocccs 

PRESENT EXTENT OF PROMOTABILITY: UA BIEL TTY 
vii) Ready now SOc ee eecccccccvccccccccees 

\wiii) Not mite ready Wee eesseececcsecceces 
ix) Far from ready .. 

x) Not promotable Bees es cocec secs ;    
xi) Underdeterminea Coe ccccccccccccsoscse 

xii) No indication given ee ccccevcccccccee 

ESTIMATED PROBABLE CEILING: 

“xiii) Divisional Board or Company MeDe soos 
xiv) Director of Operating/Service Company 
xv) Senior Executive secscccccccccccevece 

xvi) Departmental Manager Re eeedevieoceen cc 
xvii) Junior Maneger seeeseseeceebecescseee 

xviii) No estimate given DeOdeveeneneceeesee 

  

  

Coys "Bt Coys "Ct Coy. "DY Coys tEt Coy, IFT Coye 'G' Coy. J" Coy. Nt 

1% 4p 11% 8% ah ° 0 ° 63% 80% 39% 64% 65% 36% 3 50% 26% 14% | 4h 24% 25% 64% 60% 40% 0 0 ° 4h ° 0 10% ° 
4% ° 2h 0 5p 0 0 10% 
0 2% 6% ° 0 0 0 0 

44h 34h 25% 26% o 16% 15% 35% 52% 38% 53% 42% 45% 24% 50% 50% 4% 12% 16% 24% 40% ° 0 0 
0 0 ° 0 5% 52% 20% 5h 
o 10% o 8% 10% 8% 5 10% 0 6% 6% 0 0 0 10%, 0 

° ° ° o ° ° 0 0. 
11% 16% 3% ° 10% ° ° 5% 
33% 24% 47% 21% 65% 8% 5 55% 
33% 22% 44% 34% 15% 36% 35% 40% 
18% 4% if 18% br 56% 50% ° 
af 34% 3% 27% 5 9 10% ° 
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ANALYSES OF CONTENTS OF 236 APPRAISAL FORMS IN EIGHT COMPANTES (2) conT'D 

Coys "BY Coy. "Ct Coy. 'Dt Coy. *E' Coy. *F* Coy. tg! Coye "J* Coy. 'N 

EXTENT 10 WHICH APPRAISEE'S VIEWS ON HIS 
FUTURE WERE RECORDED: 

xix) Concise statements indicating line off 44% 30% 8% 3% 20% ° 5 10% career development and probable time 
BORLOS secs ceccesccccecceccevccbececs 

xx) Specific areas of interest with geome 33% 54% 39% 21% 60% 48% 35% 45% 

48% 

indication of time scale secccecseeve 
xxi) Broad statements of area of interest, 23% 16% 31% 64% 20% but without time scales .. 

xxii) No record of appraisee's views (if 0 0 22% 12% ° ; 4h 10% 10% any) on his future in the Company oe! 
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ANALYSES OF CONTENTS OF 236 APPRAISAL FORMS IN BIGHT COMPANIES (3) 

  

  

Degree to which comments on Appraisal Forms were concise % 

and specific - i.e. 'Quality' of appraisal. Bae. 

STRENGTHS s 

i) Concise statements of perceived, specific strengths 

and/or effective behaviour which led to successful] 

achievements or effective performance, 1% 

ai) Statement of perceived strengths with some - 

suggestion of how these might have contributed to 

effective performance/attainments. 27% 

iii) Reference to positive personal qualities, but no 

statement of performance or specific achievements.| 49% 

iv) No reference at all to strengths, successes or 

achievements. 11% 

WEAKNESSES 

v) Concise statements of perceived, specific weaknesses 

and/or ineffective behaviour which resulted in 

shortfalls in performance. 56 

vi) Statement of perceived weaknesses and some 

suggestion of how these might have contributed to 

ineffective performance. 11% 

vii) Reference to negative personal qualities, with no 

statement of ineffective performance. No basis 

upon which to plan personal development. 28% 

viii) No reference at all to weaknesses, failures or 

shortfalls in performance. 56%     one reecn 
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ANALYSES OF CONTENTS OF 236 APPRAISAL FORMS IN EIGHT COMPANIES (3)   

  

  

CONTINUED 

Degree to which comments on Appraisal Forms were % 

concise and specific - i.e. "Quality! of appraisal. ata 

TRAINING AND DEVELOPMENT NEEDS: 

iv) , Clearly defined training/develop needs, with 

specific proposed courses of action, including 

time scales for completion. 12% 

x) Suggestion/implication of training/develop- 

ment need with suggested course of action. 33% 

xi) Recommendations for attendance on course 

(generally unspecified) and no reason given 

for attendance, 
35% 

xii) Absence of any proposed training/development 

action whatsoever, 20% 

JOB TARGETS: 

xiii) Agreed, specific job targets set for achieve- 

ment within specified time scales. 22% 

EXTENT TO WHICH APPRAISEE'S VIEWS ON HIS FUTURE WERE RECORDED: 

xiv) Concise statements indicating line of career 

development and probable time scales. 16% 

xv) Specific areas of interest with some indication 

of time scale. 41% 

xvi) Broad statements of area of interest, but without 

time scales, 35% 

xvii) No record of appraisee's views (if any) on his 

future in the company. 8%     
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ANALYSES OF CONTENTS OF 236 APPRAISAL FORMS IN EIGHT COMPANIES (3)   

  

  

  

CONTINUED 

Estimated current effectiveness and potential of appraisees, % 
Per 

Category 

ESTIMATED CURRENT EFFECTIVENESS OF APPRAISEES : 

Outstanding 
5h 

More than aequate 
56% 

Adequate 
33% 

Barely adequate 
2% 

Has not been in job long enough to assess on 

No estimate given 2% 

PRESENT EXTENT OF PROMOTABILITY: 

Ready now 
26% 

Not quite ready 42% 

Far from ready 
20% 

Not promotable 
1% 

Underdetermined 
6% 

No indication given 5% 

ESTIMATED PROBABLE CEILING: 

Divisional Board or Company M.D. Oo 

Director of Operating/Service Company 6% 

Senior Executive 
32% 

Departmental Manager 33% 

Junior Manager 13% 

No estimate given 16%     

4.7. Analyses of Contents of 236 Appraisal Forms in Eight 
Companies 

oe SET are cee a RSE SONU SupNEDNLamNNNcioereeremrreneene reer ere=e- =.
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4272(i) The Sample and Collection of Data 

The 236 management appraisal forms which were analysed 

were taken from eight manufacturing, processing or research and 

development plants. Plant 'E! (R&D) is the smallest and consists 

of Soren Te 200 research, development and technical staff. 

Plant 'C' is the largest and is a manufacturing company of 

about 3,000 employees. The remaining units are all snall/ 

medium-sized companies engaged in the manufacture of steel 

tubular products, fabrication of aluminium sheet or the 

processing of alumina and industrial chemicals, 

The most senior people whose appraisal forms were 

analysed are classed as ‘senior executives! e.g. plant managers, 

At the other end of the scale were those classed as ‘junior 

management' ~ e.g, assistant departmental heads or section 

leader engineers. ‘The age ranges of the 236 managers were as 

follows - 

Plant 'Bt 'c! 'pt mmr tpe tage 'g' Nt ToraLs 

Age 24 ~ 29) sstavcessere) 9 21 2 16 | 4 4 GR 71 Ep 
"30 = 39 eesecseoeese 12 10 17 11 10 2 5 5 2 
"40-49 sescocconee 6 14 11 10 5 7 7 3 63 
B50 = 59 ssewescncore O59 6 1° 1°92 3 4 “50 
BiG ae secessereys nO" 0 imOM U0) =O | Noumclmy yong 

27 50 36 38 20 25 20 20 236  
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4.7-(4i) Identification, Analysis and Classification of the Data 

The data was identified, analysed and classified on 

the appraisal forms under the following headings ~ 

i) Strengths. 

ii) Weaknesses. 

iii) Training and development needs with agreed 

courses of proposed remedial action. 

iv) ‘Targets agreed and set. 

v) Estimated current effectiveness of appraisee, 

vi) Present estimated extent of promotability 

(within next two/three years). 

vii) Estimated probable ceiling. 

viii) Extent to which appraisee's views on his 

future were recorded. 

As the summarised data in tables (1) and (2) shows, 

the recorded information was classified qualitatively in 

terms of - 

4) Conciseness and degree of specificity in problem 

definition. 

ii) Perceived relevance of causal relationships in 

problem areas. 

iii) Conciseness and degree of specificity in proposed 

courses of action, 
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4.8. Findings and Conclusions from the Survey of the Appraisal Forms 

As is evident from the data, the ‘quality! of the assess~ 

ments and information on the appraisal forms varies widely. 

Taking the assessment of strengths as an example, at one end 

of the scale are concise definitions of perceived strengths, or 

effective behaviour, which are clearly related to specific 

successful achievements or effective performance, e.g. - 

'"X" excels in face-to-face situations. In negotiations 

with the unions he has demonstrated first class tactical 

ability albeit to a good perception of the elements end sub- 

sequent repercussions of a dispute or claim. His interviewing 

techniques are thorough and apparently successful anditis to 

his credit that he is training his subordinates to a similar 

level of professional competence, He must, however, learn to 

work more as a member of a team and ensure that his objectives 

are aligned more closely with those of his colleagues. He 

must also take more seriously and devote more thought to the 

other, less spectacular work of the department, e.g. information 

returns to department "Y",' (Plant 'Bt - senior manager). 

At the other extreme, were vague, meaningless references 

to personal characteristics or even ttotal! personalities, e.g, - 

‘Mr. 'A' is a good man, but needs a little more push,* 

(Plant 'D' ~ middle manager).   
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mB" is a bit weak in leadership, but time will probably 

cure this.' (Plant 'Ct ~ middle manager), 

Though there are marked disparities between the *qualityt 

and relevance of the comments of different appraisers within 

the pane company there are, nevertheless, distinct patterns 

which distinguish the approach to appraisal and, thus to some 

extent, the 'style' of management prevalent within an organis- 

ation. It is obviously difficult to define the root causes of 

such differences with any certainty, but the responses to the 

questionnaire, described in sections 405 and 4.6 and which 

represent complementary data to that provided by the survey of 

the appraisal forms, suggest that the tculturet of @ company and 

managerial style, particularly its approach to appraisal, may be 

influenced by - 

i) The manufacturing technology or process and, 

therefore, the extent to which managers feel 

they control events or, conversely, are 

controlled by their environment. 

ii) The extent to which the 'mixrror-image' is a 

significant factor - i.e. how far top manage~ 

ment attitudes are seen as an influence and 

: produce reflected behaviour further down the 
  

line. 

"77oTTTTeeTereh S SS S Rneetsanemeonnninerenenencarmrer-eocone



iii) 

iv) 

= 174 = 

The predominant age range and aspiration/ 

expectation levels e.g, plant 'L' and 

plant 'H' contrasted with those apparent 

in plants 'A', 'G!, etc. 

The extent to which job objectives and 

acknowledged ‘measures! of performance are 

actively used. 

The degree to which personnel policies - 

particularly those involving staff development, 

individual career progression and management 

succession are formalised, made explicit and 

communicated to all concerned. 

From the datacontained in tables 1, 2 and 3 the following 

findings emerge - 

4) 

  

In all companies there was a marked tendency 

to assess people generously and sometimes rather 

incongruently, e.g. 56% of forms contained no 

references whatsoever to weeknesses (in one 

company, 73% contained no such reference). 2% 

only, were rated as 'barely adequate.! In 61% 

appraisees were rated.as ‘outstanding' or 'more 

than adequate’, On the other hand, 63% were 

assessed as 'not being ready for promotion’ and 

only 38% were considered as being probably
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suitable for any position above departmental 

manager level, yet 59% of the sample were 

aged between 24 and 39, with most of their 

careers still ahead of then. 

ii) Generally, where target-setting was widely 

practised there appeared to be, with some 

anomalies ~ 

a) Greater conciseness in definition of 

| 

| 
| 

| 
| 

strengths, weaknesses, perceived training 

needs and proposed development action. 

b) More evidence that the appraisee's views 

on his future were discussed in depth 

and recorded on his appraisal form. 

- In other words, the practice of agreeing targets 

generally appears to provide both appraisers 

and appraisees with appropriate parameters 

within which to plan personal development as well 

as job performance. Additionally, joint target- 

setting appears to show some evidence that it 

creates focal poinis for discussion between 

appraisees and appraisers, e.g. -    



ELT OVe 

Plant ‘Bt tor 'pt 'Er ‘Ft tq tyt rt 

% of appraisal where job 

targets were set .ecccecece 264 384 0 3% 65% 32% 5% 20% 

% concisely defined strengths, 136 12% 8 0 O 10% 0 0 

related to effective 

performance ..cccccscccccce © 

% concisely defined weaknesses, 134 12% 0 0 5% 12% 0 0 

related to inadequate 

Performance sececcccccecces 

  

% concise statements of 22% 28% 64 0 20% 4% 5% 0 

  

proposed, specific develop- 

  

ment action cece 

% concise statements of 44h 30% 84 3% 206 0 5% 10% 

appraisee's own views on 

his future/career develop- 

MENG cocescoeoccsoecceccece 

iii) Generally, where there was most evidence of training 

needs being discussed, defined and followed up 

and encouragement of appraisees to talk about 

the future, there were correspondingly lower 

rates of qualified younger men leaving the 

company, e.g. ~  
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Plant "BY ict the MEY orp! otge ote tye 

% concise statements of proposed, 

specific development action .. 22% 28% 64 0 204 4% 5% 0 

% concise statements of appraisee's 

own views on his future/career 

Gevelopment ..sccscessccceeeee 44% 30% 0% 3%@ 20% 0 5% 10% 

% of qualified younger men who left 

An same Year vececesessscccees 0 10% 30% 60% N/A N/A N/A 50% 

iv) 

or - 

55% contained either no reference whatsoever 

to training and development needs, or consisted 

of rather meatiingless, stereotype phrases such 

as =< 

'Could do with a management course.! 

'a technical course in his field might be useful! 

Plents 'B', 'C' and 'Ft have allsent large numbers 

of managers to Woodbourne Grange and the level 

of specificity both in defining development needs 

and determining how, where and when they should 

be met was noticeably higher in these units. 

Plants 'F' and 'J' are in a different division 

from companies 'Bt, 'C', 'D', 'Et, 'Gt and tnt 

and generally reflect greater conservatism in 

both their estimates of present promotability 

and likely promotion ceilings.      
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Although target-setting is practised in both 

- particularly in plant 'F' - there are 

comparatively poor attempts at defining 

specific weaknesses and strengths, i.e. there 

appears to be a greater reluctance among 

managers to commit themselves in these units 

and to lower sights somewhat. 

In part, this may be related to the comparatively 

poorer profitability records of these two units 

and to the styles of managing which have been 

characteristic of plents 'F' and 'J' for several 

years. 

The estimates of current promotability and ultimate 

potential in plants 'G' and 'J' suggest that 

im the future these two companies will 

experience considerable succession problems at 

the top of the management structure, i.e. - 

‘Gt t Af t 

Promotability: 

Not promotable 52% 20% 

Ultimate Potential: 

Senior executive 8% 5% 

Age Spread: 

50+ years 48% 15% 
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The problem may be alleviated in 'G' by the 

high proportion of appraisal forms containing 

concise proposed or suggested courses of 

development action - 65%) Howevens in plant 

‘Jt only 30% of the forms provided sny real 

indication of treining needs and how they 

should best be met. 

The overall impression is that only about 20% of the 

appraisal forms analysed provided the information necessary for 

i) 

ii) 

iii) 

A valid and practical working agreement between 

appraiser and appraisee. 

A valid basis from which to derive defined, 

rather than assumed job training and career 

development needs. 

Central Personnel Department records which, in 

turn, provide information for a divisional and 

company management audit and succession plans. 

In this way, inter-divisional and inter-company 

transfers and promotions are made to try to 

ensure that the career potential needs of 

individuals and company needs are matched as 

best as possible. 
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In some units, plant 'E', for exemple, where 60% of the 

younger, qualified staff emerging from their training period left 

within one yearof the completion of that training, not one of the 

38 appraisal forms examined met needs i - iii (above), Even in 

the 'best' companies - plants 'Bt and 'Ct only about 30% = 35% / 
; 

of the forms fulfilled their intended purpose. 

Staff in the Central Personnel Department felt that, 

by and large, many of the appraisal forms coming in to them from 

the companies were ‘little more than worthless'. A considerable 

amount of time was taken up by telephone calls and correspondence, ; 
' between Central Personnel Department staff and individual 

appraisers in the operating companies, in order to clarify and 

enlarge upon what was contained (er not contained) in many of the 

appraisal forms. 

There is, moreover, ample evidence from the recent survey 

into graduate wastage to suggest that poor appraisals = or the 

apparent lack of any appraisal at all - are a contributory factor 

to dissatisfaction with present and future prospects. Moreover, 

the report(116) stated - 

"We would like to see specific ection to ensure that all 

establishments actually carry out annual assessments. We are 

disturbed by the evidence that in some cases graduates are unaware 

of having been assessed. This clearly defeats the aim of the (Steff 

Development) Policy.!  
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The evidence from the writer's research is that between 

55% - 60% of the appraisal forms examined are largely worthless 

and that formal training in the interprelation and compilation 

of such documents is a vital and urgent problem within TI as 

would appear from the evidence, is the need for central and 

divisional personnel departments to examine, review and overhaul, 

where necessary —- 

d) The scope of Group Staff Development Policy. 

ii) The nature and success of its implementation. 

iii) Currently emerging/evolving approaches to 

  

taccountability' management. 

  

iv) The job guides and action plans being developed 

  

for individual managers. 

v) The content and formal of appraisal forms in 

current use. 

Furthemore, the evidence from this research suggests 

that it is not enough to announce the intention or even existence 

of a personnel policy. In order to be felt to be effective it 

must be understood, acknowledged and put into practice by those in 

charge of people who are intended to be ineluded in such a policy. 

fo appreciate the significance of staff development, particularly 

the personal accountability for implementing it successfully, 

evidence indicates that managers need an opportunity to study its 

application end implications in depth - en explanatory memo from 

the personnel department, however carefully worded, is not enough,   The relationships between defining and agreeing work results, 

monitoring and appraising performance and implementing follow-up 

   



- 162 - 

action are logical enough, but the significance of appraisal and 

counselling in manager-subordinate relationships may not be so 

apparent. From both the research into the extent to which 

managers perceived appraisal to be useful and the survey of the 

appraisal forms, evidence suggests thet appraisal and counselling 

were far more effective in those organisations where large 

numbers of managers had studied these issues in depth - either 

on the Woodbourne Grange Seminars, or on special in-plant courses. 

Thus, while training courses are, in themselves, no guarantee of 

improvements in managerial competence, there is some evidence to 

suggest that following training a transfer of learning to the 

work situation and working relationship has taken place, resulting 

in a more positive and better informed approsch to appraisal and 

counselling. 
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5. __ PERFORMANCE APPRAISAL: AN OVERVIEW 

The main overall impression from the research is that 

performance appraisal is both far more important and more complex 

than was previously believed. Its significance is underlined by 

the high dissatisfaction and staff turnover where it is not carried 

out - or, at best, done badly. Its complexity, arising out of its 

obvious reflection of the health of work relationships, is 

apparent from the polarisation of attitudes found in all of the 

companies in which the research was undertaken. Since the various 

plants operate in a variety of different markets - often with 

little common ground between them - it is unrealistic to compare 

the profitability of the companies and thus attempt to equate 

effective appraisal with high operational efficiency and vice- 

versa. Nevertheless, it is possible to relate the effectiveness 

of appraisal and counselling to the prevailing 'styles' of manage- 

ment in the various plants and, in turn, to correlate these with 

such manifest indications of the general 'health' of a company 

as = 

Staff morale, expressed in expectations and attitudes 

towards the future. 

Staff turnover rates. 

The extent to which management development and planned 

succession take place, 

The degree to which work relationships appear to 

influence the outcome of results,   
  

e
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It is not the intention in this section to attempt to produce a 

table of ‘thrusters and sleepers' among the TI companies. However, 

certain patterns of behaviour are emerging which appear to 

characterise more effective styles of managing and which distinguish 

between companies with high growth rates and those which are the 

less successful enterprises in the TI Group, eg. — 

i) Increasing use of more refined and accurate 

methods of planning and control, which presuppose 

effective means of monitoring managerial 

performance. 

  

ii) Introduction, in depth, of taccountability' 

manegement so that requisite individual contri- 

bution may be clarified, agreed and related 

more positively to defined corporate goals. 

iii) The appearance - albeit in embryonic form only - 

of attempts at more participative approaches to 

managing. 

Furthermore, the TI Group as a whole has shown significant increases 

in its overall growth rates over the last two years. Current 

return on capital employed represents a 4% increase over 1968/69 

end is the highest for many years, In terms of size, TI moved in 

1969 up to 90th place from its 95th ranking of 1968, according to 

'Fortunets! listing of the world's top 200 organisations outside 

the U.S. Moreover, TI 'grew' five places in a period of considerable    
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sluggishness within the British economy and at a time when many 

of its major competitors, or comparable organisations in the U.K. 

remained virtually static and when some of its major competitors 

abroad, in more dynamic economies, showed 'negative' growth rates, 

Coke —. 

Within U.K. - 

British Steel .esseccoccee NO change 

GeKeNe cocccccsccosscseses + 1 

Abroad = 

(Germany) 

Rheinische Stahlwerke .... - 6 

Mannesmann Tube sescceeess = 6 

(France) 

Schneider .sccccccccccecsce — 6 

The introduction into TI of ‘Key Task Planning' at top 

level and its percolation down through the organisation has 

undoubtedly contributed to the current growth rate which wes not 

simply brought about as a result of mergers or take-overs. Key 

task planning, translated at personal levels into accountability 

management, represents an approach which is asseciated with the 

styles of the best of this generation's managers. It is an 

approach which needs to be in the 'bloodstream' of an organisation, 

not simply a secondary procedure superimposed upon long~entrenched 

management practices. Seen as a recurring cycle of stages and 

elements the process looks like this - 

        

N
i
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Stage 

1. ESTABLISH OBJECTIVES: 

2. DIRECT ATTAINMENT OF RESULTS: 

3. MEASURE RESULTS: 

Elements 

Collect data. 

Analyse and synthesise 

data. 

Determine aims and 

priorities. 

Evolve strategies. 

Plan their implementation. 

Determine resources 

and controls. 

Organise resources and 

controls. 

Communicate. 

Motivate. 

Direct, guide and counsel. 

Monitor performance. 

Measure performance. 

Evaluate performance. 

Counsel. 

Control, 

It is thus within an environment of growth and evolving 

results-oriented approaches to management that performance 

appraisal needs to be considered in Tube Investments. It is in 

such a context that appraisal and counselling have been examined 

in this research thesis. 

e
e
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del. The Influence of Personal Relationships upon Appraisal and 
Counselling 

Much of this thesis has been devoted to exploring the 

implications of face-to-face confrontation between managers and 

their immediate subordinates or superiors. Many questions, 

inevitably, remain answered, not the least of which are - h 

i) How can managers be motivated to appraise 

objectively and counsel thoroughly those 

subordinates with whom they have difficult 

relationships? 

ii) How can appraisees be motivated sufficiently 

to improve their performance and strive for 

personal development? 

Gellerman's assertion(117) quoted previously on page 34 

that performance appraisals are only as sound as the relationship 

that precedes them appears to be a generally valid conclusion. 

This view is repeatedly borne out by the evidence from the research 

into attitudes towards appraisal carried out in TI, Clearly, 

appraisers cannot be ordered to appraise objectively, neither 

can appraisees be directed to develop themselves. The basic 

problem is not necessarily that people must like each other in 

order for successful appraisal, counselling and follow-up action 

to take place despite the evidence which suggests that judgmental 

behaviour is likely to be more effective when rapport is established 
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between appraiser and appraisee(118). Evidence(119) from the 

behavioural sciences suggests that inappropriate assumptions 

about human behaviour - particularly motivation - lie at the 

root of most ineffective managerial strategies. Undoubtedly, 

inter-personal competence is becoming a formal requirement of the 

effective manager and a manager's model of man, reflecting to some 

extent his own self-image and value system, will influence his style 

of managing those under him. There are thus considerable psycholog= 

ical pressures involved in appraising people, but as McGregor(120) 

and Blake, Mouton and Blansfield(121) suggest, formalised appraisal 

procedures impose moral pressures which may militate against full 

and frank confrontation. There are, for example, many ethical 

norms which are deeply rooted in Anglo-Saxon culture and which may 

influence what is said and how it is said when one man has been 

put into the position of having to assess the contribution of 

another, i.e. - 

4) Norms designed to protect the feelings of 

others: 

i.e. "Don't say anything if you can't say 

something nice.! 

‘Don't criticise if you can't provide 

@ constructive alternative,' 

ii) Norms designed to enhance self-protection and 

preserve the status quo: 

i.e. ‘Let sleeping dogs lie.' 

"Don't rock the boat.'      
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Paradoxically, there are opposing norms which appear to support 

openness in dealings with others, e.g. - 

‘Always call a spade a spade.! 

  

‘Don't pull any punches.' 

‘Straight from the shoulder,' 

  

Moreover, it is difficult to see how the inhibiting effects of 

  

these ingrained values can be reduced so long as appraisal 

discussions are seen in the context of an interview. Personal 

confrontation, particularly between individuals whose work relation- 

ship is based upon mutual interdependence and the joint attainment 

of task objectives, is potentially the most effective way of 

appraising both performance and future prospects. Its value, 

however, may be severely diminished by the connotations of the 

word 'interview', so frequently used to describe such meetings. 

Increasingly, it is coming to be felt both incongruent and anachron- 

istic, in paired relationships, to be called in for interview', 

“Writing of the emotional reaction likely to be aroused by the term 

‘appraisal interview', Turner(122) states 

‘The subject is confidential and the occasion is important. 

The interviewee is often in a less strong position than f i 

the interviewer. 

The matter on hand has a distinctly personal or individual 

flavour, '
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There is thus a strong risk that the behaviour of both 

interviewer and interviewee will be somewhat artificial and 

ritualistic, resulting in less effective interaction. The sense 

of inequality may give rise to exaggeratedly defensive behaviour 

and a process of leap-forgging, whereby each may become more 

preoccuppied with gaining and maintaining tactical advantages, 

rather than with working through the real issues on hand. Finally, 

the personal sense of occasion attaching to a formal interview may 

bring with it a feeling of being 'on the mat', or under the 

microscope. In itself, exposure is not a bad thing, but it is 

largely one way, the attendent feelings of inequality, threat, or 

resentment are likely to militate against frank exchanges. 

Much of the satisfaction with performance appraisal 

expressed by some respondents in Plants 'At, 'C', 'J' and Division 

'X' wes reflected in remarks which indicated that appraisal and 

counselling were largely informal and often almost on a day-to-day 

basis. In such relationships, the annual appraisal tended to be 

a formalised drawing together of loose ends, a summing up or a 

natural consequence of frequent discussions which had taken place 

throughout the year. In some companies, particularly plants 'H', 

'G' and 'N', appraisal was frequently seen as an annual chore which 

had to be gone through so that a manager could claim to have 

fulfilled his responsibilities for appraising his staff for that 

particular year. Having filled in the appraisal forms, which were 

generally discussed briefly, but rarely shown to the appréisee, 

managers in these companies tended to assume that at the conclusion     
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of the interview, their obligations for developing their subordinates 

had ended until review time, twelve months hence. Formality, 

for its own sake, has little place in many management relationships 

and the sense of occasion which surrounds incongruously formal 

encounters in an otherwise largely informal relationship may delude 

the interviewer into believing that his pious platitudes have been 

accepted as words of wisdom and encouragement by his hopefully 

receptive subordinate. There are obviously some successful working 

relationships where, as Wright(123) suggests, the zwspect is 

tunilateral' rather than mutual, i.e. where one (the superior) 

advises, persuades and controls significantly more than the other. 

In such relationships some formality is more likely to be an 

accepted, natural and necessary function of successful communication 

and interaction not a contrived and temporary parody of normal 

behaviour. 

The ‘chemistry' of social interaction is a complex subject 

with so many variables that it is impossible to apply definitive 

laws. However, evidence from the survey would seem to suggest that 

the following are among the preconditions necessary to effective 

work relationships - 

i) A common understanding of the scope, accountabilities 

and constraints of their respective roles. 

ii) A common understanding of what is involved in 

specific tasks and how these can best be achieved, 
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iii) Frames of reference which are sufficiently broad 

or common to enable each to appreciate the problems 

facing the other. 

iv) Sufficient opportunities for monitoring the progress 

of work and the extent to which agreed targets are 

being met. 

v) Acknowledgement and acceptance that reviews of 

performance must, to be realistic, be based upon 

mutual, rather than wholly unilateral evaluations 

and that the contributions of superiors, aswell 

as subordinates require to be examined. 

vi) Recognition that an effective, constructive 

dialogue is likely to be more productive than 

perpetual unanimity of views. 

5.2. Impreving Appraisal Systems 

While, generally speaking, there is a great deal of 

@issatisfaction with both appraisal as an aspect of superior/ 

subordinate relationships and as a feedback system necessary for 

the management of human resources there is usually a strongly 

expressed need for the sort of information that appraisals are 

meant to provide. In large companies, for example, people may 

become ‘lost’ to the organisation simply because the size and 
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complexity of the management hierarchy and the absence of an 

effective managerial ‘audit' means that succession planners may 

not get the data necessary to keep theix personnel records up to 

date. Equally, assessments about current effectiveness are vital 

to ensure that salary increases are realistically related to contri- 

bution and effort. Moreover, while there is some evidence(124) 

that successful, ambitious managers are not over-concerned with 

appraising their subordinates they are, according to McClelland(125), 

actively concerned to get feedback on their own performance and 

effectiveness - what is more, they appear to be prepared to act 

upon such information provided they consider it relevant. 

If performance appraisal, as part of the overall process 

of managerial control, is to be effective assessments must be based 

upon accurate relevant and valid data which is representative of the 

assessee's behaviour and which reflects the reality of his environ- 

ment. As Husband(126) indicates, managers need to be made aware 

that their appraisals take place primarily to provide information 

for necessary decisions to be made. They therefore need to have a 

common understanding of the criteria of performance and scales of 

measurement in use. The results of the research carried out in TI 

suggest, however, that few of the companies involved placed much 

value on accurate, objective assessments. In some cases, particularly 

in Plants 'E', 'L', 'Mt, 'N* and Division 'X', there is much 

evidence which confirms that, because of prevailing management 

styles and attitudes, performance avpraisal was simply just not 

considered by managers as a practical means of improving managerial   
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performance. From the responses in some of the companies it was 

obvious that agreeing work targets and appraising performance were 

looked upon as ‘optional extras' and were not appreciated as being 

fundamental to the philosophy and practice of management. At best, 

they ere seen as being 'techniques' or 'record systems’. In 

Plants 'E', 'H' and 'L' evidence indicates that since long-term 

work objectives tended to be either rather vague, or too grandiose 

they were sacrificed in order to meet supposedly specific immediate 

or short-term goals. In some cases, these apparently accurate 

targets were either introduced to add precision to woolly long-term _ 

goals or to meet external pressures which were allowed to subordinate 

the explicit or implicit on-going objectives of departments, 

sections and individuals. In other words, evidence indicates that 

in some plants there was considerable short-term 'sub-optimisation!' 

of work goals at the expense of long-term effective performance. 

Too frequently, responses suggest that specific targets were - 

i) Set in isolation without due regard for the 

context or environment in which they were to 

be attained - e.g. extant relationships, resources, 

controls and practices were often ignored or, 

at best, dangerously over-simplified. 

ii) They were imposed upon, rather than agreed with 

the manager accountable for achieving them. 

q 
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iii) In less than 10% of the total sample was there 

any evidence that targets were expressly related 

to the individual's self-actualisation needs, 

indicating that there were very few positive 

attempts to relate improved performance to 

intrinsic job satisfaction and personal contribution. 

iv) Mechanistically derived so that the resultant 

job boundaries and areas of discretion were circum- 

seribed and constrained. 

In several plants there were responses which indicated that 

job enrichment, job enlargement and the mtval setting of work 

objectives did not represent a viable philosophy of management if 

the superior was not prepared to work with a participative approach. 

There was, too, some evidence to suggest that formalised target- 

setting actually increased, the superior's degree of autocratic 

control over his subordinates. 

Obviously, target-setting per se does not result in 

inappropriate managerial strategies and restricted performance, 

Indeed, as the survey of appraisal forms in TI indicates, target- 

setting provided much of the common ground vital for managers end 

their superiors, or subordinates, to agree and establish criteria 

of requisite performance and specific training/development needs. 

The real value of formalised target-setting becomes apparent when 

it is necessarily accompanied by explicit, formalised accountability 

for =  



- 196 - 

i) Involving subordinates in the setting of their 

own work objectives, wherever practicable. 

ii) Providing the resources, support end controls 

necessary for the subordinate to meet his targets. 

iii) Monitoring and contributing, where appropriate, 

to the attainment of the subordinate's work 

objectives, 

iv) Appraising the achievement of results and taking 

the necessary action consequent upon that appraisal. 

Thus, as Husband(127) suggests, the greatest virtue of 

Accountability Management appears to be in the recognition that the 

objectives of the company are the responsibility of all who 

participate in its management. However, as the research at TI 

strongly indicates, that responsibility must be made explicit and 

individual accountabilities must be realistically linked to the 

sanctioned exercise of authority. Moreover, managers must know 

when sanction does or does not exist and in many cases this must 

necessarily be written into their job descriptions, as must the 

likely results of attempting to operate without sanction ~ 

particularly in managerial jobs where there is a high level of 

accountability for the achievement of end-results. On the other 

hand, managers are generally paid to exercise discretion and must 
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pe allowed a degree of discretion consistent and commensurate 

with their level of accountability. 

Another factor which emerged from the research - particularly 

in the responses from Plant 'M' and Division 'X' where respondents 

commented as appraisers as well as appraisees - was the need for 

discreet differences between superior and subordinate to be 

comparatively close. For example, if the time span of the discretion 

for the subordinate manager was measurable in weeks while that of 

his immediate superior was assessed in years, the necessary 

@ifferences in conceptual level and degree of abstraction of thinking 

  

made it difficult, if not impossible at times, for them to 

commmicate effectively. Hence the basis of performance appraisal 

  

could never realistically be the extent to which each supported or : 

failed to support the other. ‘The inevitable lack of common ground 3 

in such instances meant that appraisals were either completely ee 

unilateral and something of a charade, or they became occasions for 

mutual recrimination. In either case there was little useful 

dialogue and generally no worthwhile outcome. 

Finally, the research at TI confirms the obvious but 

frequently ignored precondition to any scheme of appraisal - that 

top management must be absolutely clear about what it wants from 

performance appraisal. Furthermore, it must be fully aware of the 

many difficulties involved and the extent of both the preparatory 

work and follow-up controls necessary to implement, use and maintain 

performance appraisal with maximum effect, Above all else, top  
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management must make its aims, intentions and expectations explicit 

and ensure that the accountability for success is recognised and 

accepted by individual managers throughout the organisation. As 

a manager from Plant 'A' put it - 'I am responsible for the 

effectiveness of my staff; I expect to have to discuss their 

performance with them and what is more, they expect it of me now. 

My chief wants to know the outcome of informal as well as formal 

appraisals in my department and wants to know why if I haven't the 

answers to his question.' 

While periodic reviews of appraisal procedures and practices 

are necessarily a responsibility of both line and personnel 

management, the evidence from the research indicates that the 

philosophy of appraisal and counselling also needs to be thought 

through from time to time to ensure that it is still congruent 

with the corporate ethos. The growing tendency of PI companies 

to run in-plant seminars and workshops on appraisal and counselling 

reflects a growing dissatisfaction with what are coming to be 

recognised as superficial and 'mechanical' approaches to appraisal. 

The publication of much of the data from the research of this 

thesis has, itself, resulted in increased concern about the 

ineffectiveness of current appraisal schemes in certain divisions 

and companies in TI. The research has clearly indicated the areas 

where training in appraisal and counselling is urgently required 

and the evidence suggests that in-plant 'workshops' which take 

account of a company's particular 'culture' and managerial styles 

are likely to be more effective than 'blanket' residential seminars.
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The obvious limitations of role-play case studies, apparent 

from discussions with respondents, have led to the development and 

introduction of interviewing exercises in self-appraisal and the 

assessment of role behaviour (See APPENDIX V). These, used in 

conjunction with a recently modified version of Bales' social 

interaction analysis (See APPENDIX VI) are providing a level of 

realism which some delegates felt was missing in the previous 

seminars. Furthermore while these exercises provide a high level of 

exposure and confrontation - and, therefore, opportunities for 

learning about oneself - such exercises do not appear to give 

rise to the feelings of threat often associated with completely 

unstructured group dynamics events. Since they are concerned with 

the evaluation of actual and perceived behaviour they provide - 

realistic basis for discussion. The exercise in self appraisal 

seeks to explore the trainee's perception of both his self-image 

and ego-ideal. These are then related to both the trainee's 

perceived performance on the course and the role requirements of 

his normal job by one of the other trainees on the course. Each 

delegate, in turn, discusses both his own actual behaviour, what 

he assesses to be his ideal behaviour and that of another trainee 

with whom he pairs off. Other delegates using the recently 

introduced modified interaction analysis then comment on the social 

interaction, interpersonal competence and degree of frankness 

apparent in the discussion. Extensive use is made of closed 

circuit T.V. so that delegates may see the pattern of social 

stimuli and responses in each dialogue. Some use is still made 
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of role-play interviews but evidence suggests that real learning 

occurs as a result of studying actual rather than contrived 

behaviour - particularly when the feedback about behaviour is that 

which ordinarily is not available. The secondary, but important 

aim of such learning situations is to experience, at first hand, 

the usefulness of a dialogue and a mutual, rather than unilateral, 

appraisal. 

The responses to the questionnaire on the perceived 

usefulness of appraisal indicate most positively that the 

experiential and largely non-directed approach to training in 

appraisal and counselling is proving to be more eppenite than 

attempts to teach techniques. As some of the responses suggest, 

however, the transfer of learning appears to be a slow or sometimes 

delayed, rather than immediate process. What is emerging from the 

survey is that there is little to be gained from sending isolated 

individuals for training - the majority, if not the whole, of the 

management structure needs to undergo common learning experiences 

so that a similarly common recognition of the accountability for 

effective appraisal and counselling and of the pitfalls involved, 

emerges within the complete management team. Because of the now 

apparent complex nature of appraisal and the difficulty of the 

interpersonal issues involved, a common experience appears to be 

the most effective way of securing the necessary widespread 

acceptance of the need for sound appraisal and counselling as a 

means of integrating individual performance with the achievement 

of departmental and corporate goals within e particular organisation. 
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5.3. Group as opposed to Individual, Appraisal 

The growing recognition of the fact that it is unrealistic 

to hold people entirely responsible, as individuals, for the 

achievement of results obviously leads to speculation about 

the value of group appraisals. It wotild seem inappropriate to 

consider group and individual performance assessments as an ‘either, 

oz' choice since both have a part to play in highlighting and 

developing strengths, pinpointing wealmesses and training needs 

and developing effective work strategies. Though the majority 

of managers operate in paired relationships with immediate superiors 

and subordinates they frequently are accountable for contributing 

to, and are dependent upon, the co-ordinated activities of work 

groups - particularly primary groupings. While much is under- 

stood about both intra- and inter-group behaviour the theories of 

role-taking, primary group structure and small group behaviour are 

not used as much as they might be as an informal basis to evolving 

effective approaches to the appraisal of work group performance, 

As Morse and Lorsch(128) suggest, an effective work group organis- 

ation must be designed to fit its task and members, not satisfy 

some ‘universal theory' yet some understanding of and 'feel 

for' the effects of non-task behaviour upon work performance would 

seem to be a necessary preliminary to developing effective groups. 

Generally, the practice of group performance appraisal appears to 

be rare in this country, but an experiment, carried out by the 

researcher, with four comparable primary work groups using a 

Lippitt(129) questionnaire provided some data about the member- 

ship of those groups. 
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The four groups were syndicates of eight or nine members 

and had been working as such for twelve days on an intensive 

residential management course. On most days, the syndicates had 

worked separately from each other as ‘closely knit groups from 

9.00 a.m, until 9.30 p.m. so that there had been adequate 

opportunity to observe and experience the effectiveness of 

successive syndicate chairmen, secretaries and individual members. 

The syndicates had been closely observed and informally assessed 

by staff members and their respective effectiveness in dealing 

with a variety of tasks and vroblems had been monitored and 

discussed by the three staff members. Moreover, the performance 

of individuals and both the informal and formal roles they had 

assumed or been cast in by their colleagues were also noted. 

The four groups were then asked to complete the following 

questionnaire and the responses of the syndicates are shown as 

‘at, "BY, Ct and tpt = 
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° 6 ° 

QUESTIONNAIRE: "ELEMENTS OF TEAMWORK' (Key: Syndicate 'A', ‘Bt, 'C', 'p') 

  

  

A, HOW CLEAR ARE THE GROUP GOALS? 2 

e ° ° 
©e es eotae o ° 

a 2 3 4 D 

No Goal Average Goals Goals very 

apparent confusion goal mostly clear 
goals uncertainty clarity clear 

or conflict 

B. HOW MUCH TRUST AND OPENNESS IN THE GROUP? oe 

    
  

  

  

o 

1 2 3 4 5 
Distrust & Little trust Average Considerable Remarkable 

no some trust & trust & trust & 
openness openness openness openness openness 

C. HOW EMPATHETIC ARE GROUP eS TO EACH OTHER? 

e e 

© eee @ see e ee @ 

1 2 caer 4 Pe 
No empathy Little Average Considerable Remarkable i 

empathy” empathy empathy empathy 

D. HOW MUCH ATTENTION IS PAID TO PROCESS AND CONTENT (THE WAY THE GROUP 

  

  

  

  

  

IS WORKING?) a8 
@ eo 

2 ° os ee 
ee ores oe es eo 

a 2 3 4 5 

No Little Some A fair Very concerned 
attention attention concern balance with process & 

to process to process with group between content 
or content and content process & content & 

content process 

E. HOW ARE GROUP LEADERSHIP NEEDS MET? ° 

$36 °° 
Os0e o ¢ oe 

a 3 3 4 a 

Not met, Leadership Some Ieadership Leadership 
drifting, concentrated leadership functions needs met 
rendom - in one sharing distributed creatively by 

behaviour person participation 

F, HOW ARE GROUP DECISIONS MADE? 

. e oee eee 

a z 3 4 5 

Unable to Made by a By Attempts at Poll 
reach few or by majority integrating participation 

decisions one person vote minority vote & tested 
consensus    
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QUESTIONNAIRE: ‘ELEMENTS OF TEAMWORK' continued 

  

  

  

G. HOW WELL ARE GROUP RESOURCES UTILIZED? : . 

° ° ece ° 
eeoe eeeaee eee 

1 2 5 4 5 

One or two Several Average Group Group 

contributed tried to use of resources resources 

contribute group well used & fully & 

but were resources encouraged effectively 

- discouraged used 

H. HOW MUCH DO MEMBERS FEEL THEY BELONG TO THE sGROUP? e 
@ of see ° 

oe Osor ° 

1 2 3 4 5 

Members Members not About Warm sense Strong sense 

have no close but average of of belonging 

sense of some friendly sense of belonging among members 

belonging relations belonging 

     



  

= 205 = 

For the purpose of this research the actual results are 

not particularly significant. What is important is that such 

data is possible to obtain and that it provides both the group 

itself and anyone else who is accountable for the task effective- 

ness of that group with an insight into the roles, relationships 

and behaviour patterns of the group. Equally significant is 

that while the data tended to confirm the staff's impressions 

about the chracteristics and competence of the four syndicates the 

information which emerged helps to explain some features of the 

groups! activities. Moreover, the intra-group behavioural 

patterns provided a necessary context within which to evaluate the 

contributions of the individual syndicate members. 

Lippitt's parameters represent one useful approach to 

identifying the task and non-task behaviour patterns in groups. 

Other useful approaches which provide data about intra and inter- 

group characteristics and, therefore, an indication of the role- 

taking activities and inter-personal effectiveness of individuals 

is Paterson's 'Methectic' Theory of organisation(130). Based upon 

the concept of 'methektikos' (participation), Paterson's theory 

identifies the roles which are necessary for primary groups to 

operate and inter-relate effectively, i.e. - 

4) 'Indominus' role - concerned with the well- 

being, structure relationships and internal 

working of the group. 

   



ii) 

iii) 

iv) 
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‘Exdominus! role ~ concerned principally with 

‘outward! relationships and the way the group 

inter-relates with others and with the organis- 

ation as a whole. 

‘Exemplar! role which must exist in order for 

the group to consider its primary task in terms 

of principles, philosophy, criteria of excellence, 

etc. 

'Eecentric' role, necessary to stimulate the 

group's thinking in unusual, unorthodox and 

creature directions, or to raise the level of 

abstraction of thinking, 

'Mimetict or 'follower' roles which are 

necessary to give both tacit and vocal approval 

and support to the other, more innovative roles, 

whenever appropriate. 

As Paterson suggests these roles are not occupied 

exclusively by different individuals. One member of the group 

may fulfil two or even more of the five role functions successively. 

What is important is that the role functions are performed. 

Observation of primary groups carried out by the researcher 

suggest that if any one of these roles is more or less permanently 

absent then the group is likely to be less effective in the attain- 

ment of its work goals.  
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Adairts concept of the triple ‘functions of leadership' 

(131) ~ viz, task performance, concern for the individual and the 

maintenance of the work group as a team - also provides a useful set 

of parameters with which to assess a group's effectiveness. The 

researcher has used Lippitt's elements of teamwork when evaluating 

the task performance role behaviour and work relationships of task 

groups undertaking management games, which involve the exercise of 

inter-personal and leadership skills, such as - 

4) Ergom exercise ‘Fishbowl! 

  

Ergom exercise ' Obj ectives! 

Ergom exercise 'Organisation' 

ii) Exercise 'Suburbia! 

Exercise 'Problem Solving in a Hierarchy! 

  iii) Coverdale 'Card Sorting' exercise   

iv) Own management exercise 'Production Controlt 

ab
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and, in addition 

v) Syndicate study groups and work teams on various 

management courses run at Woodbourne Grange 

residential training centre, 
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While a synthesis of these concepts has yet to be validated 

and formalised, the data obtained from their use to date is 

encouraging. Considerable refinement of the basic parameters, 

behavioural criteria, data collection and me inde of analysis is 

necessary, but the feedback obtained so far has the necessary 

attribute of being felt to be relevant to the study of group behaviour 

and group effectiveness by the members of the groups which 

participated in the experiments. The analyses have been used to 

explore group behaviour, relationships and task performance both 

retrespectively and in the there and now'. Much of the feedback 

available to members is thus in the form of 'felt! experience and 

there is evidence that some internalisation has taken place. For 

example, though obviously an uncomfortable experience for then, 

several delegates admitted that the analyses of group behaviour 

had crystallised the frustrations, sense of impotence and sense of 

threat they had felt when operating in the groups. The principal 

insight gained appeared to be that of recognising the constraints 

of group behaviour for what they really were and appreciating the 

negative impact that the satisfaction of social and emotional needs 

within groups can exert upon individual effectiveness and task 

performance, 

On the evidence from the analyses of both intra- and inter- 

group behaviour, it seems that an effective, realistic assessment 

of an individual's task performance and personal effectiveness must 

take account of the roles that individual occupies consciously 
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and voluntarily, or otherwise, within e network of formal and 

informal relationships. The evidence from the research suggests, 

however, that very little attention was paid to the work and non- 

work pressures that groups may exert upon their members. The 

responses from Plant 'M' and Division 'X' particularly, together 

with the data obtained from the survey of eppraisal forms suggest 

that many managers are both over-confident about their ability to 

define the causes of ineffective performance and are dangerously 

complacent about their counselling skills. The research as a whole 

indicates that far too many managers in the company hold over- 

simplified and deceptively precise views about the importance of 

  

appraisal and counselling. Their criteria of success, as appraisers 

and counsellors appear to be rooted in the area of social 

acceptance by their subordinates, rather than in actual improve- 

ments in results. Admittedly, as the survey indicates, the 

practice of target setting has tended to make appraisal dialogues 

more oriented to causal analyses and has helped to increase the 

extent to which attention is focussed on specific achievements 
e
e
 

and the constraints which limit task effectiveness. However, the 

besetting problem in appraisal and counselling which has emerged 

  

from the research is that of feedback - 

Knowing precisely what information is needed ae 

Understanding why it is required 

  

Recognising how it should best be presented 

and,above all - 

Knowing when it. is not forthcoming and providing the 

answers to questions that have not been asked. 
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Any approach to appraisal, either conventional or M.B.0., which 

concentrates almost entirely upon individual effectiveness is 

ignoring the basis of managerial task performance - that the 

achievement of objectives is a function of effort within networks 

of interdependent, not mutually exclusive roles. The evidence 

from the research at TI is that individual appraisals are a vital 

and necessary function of management. Responses suggest that, 

where appraisal and counselling are done effectively and where 

appraisals are mutual, rather than unilateral, probably the 

greatest benefit is the re-affirmation and reinforcement of the 

paired relationships between superiors and subordinates. However, 

the evidence also indicates that individual appraisal and counselling 

which, necessarily, reflect the health of paired relationships 

must also be undertaken in conjunction with, and in the context of, 

appraisals of the work effectiveness and inter/intra group relation- 

ships of the group in which the individual is a member. Moreover, 

each member should have frequent opportunities to discuss, in 

conjunction with other group members, how he believes the group 

is operating both in terms of task performance and social process. 

Before any individual is likely to modify his existing assumptions 

about either his ow behaviour or that of others he needs to develop 

appropriate concepts and attitudes. Before he is likely to arrive 

at these, he needs realistic feedback from those whom he perceives 

to have the greatest influence upon his personal contribution in 

his role as a manager. 
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APPENDIX I 

RESEARCH INTO APPRAISAL (1) 
—_—_— 

THE G.E. STUDIES (1965)* - UNINTENDED CONSEQUENCES. 
  

2. 

3e 

he 

De 

* Kay, Meyer and France. 

Criticism had a negative effect upon performance. 

Praise had little effect, one way or the other. 

Most subordinates reacted defensively to eriticism 

during the interview. 

  

The disruptive effect of repeated criticism on 

subsequent performance was greater among those 

individuals already low in self-esteem. 

Only 2 out of 92 appraisees thought their performance 

was below average. 

 



  

* Confixmed by Haeri - BIM, 1969. 

Menagers generally were more convinced 

of the value of appraisal when appraising, 

  

than when being appraised themselves. APPENDIX IT 

RESEARCH INTO APPRAISAL (II) 

1. Rowe, 1964 (summarised) — 

ie 'Menagers are reluctant to appraise’. 

ii. ‘Managers are even more reluctant to discuss 

the appraisal with their subordinates'. 

Percentage of appraisal forms without interview reports - 

Company 'A' - 40% 

Company 'B! - 18% 

Company 'C* S 5ap 

Company 'D! ‘- 14% 

2. Stewart, 1964 (summarised) - 

ie 'Considerably more superiors than subordinates 

felt the interview as useful'.* 

ii. ‘Subordinates' greatest anxiety was over the 
purpose of the interview’. 

3. Merrill and Martin - 

QUESTION RESPONSE 

  

  

Men with Men with 
'Formal' Managers 'Informal' Managers} 

    
ll. Do you have a very good 

idea, or know exactly 

what is expected of you? 85 59 

2. Do you have a good idea 
of what your superior 
thinks of your performance? 60 24 

3, Is the way you are 
supervised about right - 
neither too loosely, not 

too closely? 78 46 

4, Is your superior sufficiently 

frank with you? 59 34 

5. Does your superior draw your 
attention to areas where you 

need to improve? 64 34   

  

         



  

        

APPENDIX IIT 

Position: Sales Manager (ABC Division) 

  

Reports to, and descri 
agreed by: Jivisional 

  

  

PURPOSE 

Achieve or exceed planned sales volume and assist in the 
development of diversified applications for AEC technology. 

DIMENSIONS 

1968 Budgeted sales: 

Sales expense and promotor budget: 

Number of people: 

NATURZ «Nv SC 

  

POSITION 

This is one of the two senior positions in the ABC Division 
reporting to the Livisional Lirector and as such is charged 
with marketing its products throughout the country. The 
company is the leader in the manufacture of reinforced 
plastic piping and fittings, which find application where 
corrosion, heat and pressure resistence are important Pactors. 
It thus competes with long-established materials such as steol 
and aluminium which are often specially treated for protection 
against corrosion. 

The AEC Livision's sales have been increasing at the rate of 
15% to 30% per year, and are budgeted at over Elm. for 1968. 
Customers represent a wide cross-section of chemical, paper 
and food industries. Approximately 60% of orders are for the 
maintenance and upgrading of existing plants, requiring a 
heavy emphasis on selling works management. The balance of 
orders are for new plants, are individually considerably larger 
and require selling not only to the customer, but also to his 
Gesign engincers and construction contractors. While customers 
have in common a chemical process with corrosion problems, each 
new application in each new section of en industry has to be 
proven, and the customer has to be taught fabrication and 
assembly techniques which are different from these to which 
he is accustomed. Trial installations are therefore numerous. 

  

The incumbent has divided the country into seven salss 
districts in six of which he has a Sales i:anager and in the 
Seventh a Distributor, Sales hanagers have in turn a 
combination of one or more Sales Representatives, Distributors 
and Seliing Agents. The oil industry markct is reached 
through the parent comzany distribution organisation. 

Continucd.... 
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In support of direct selling activities, the incumbent 
Girects the company's promotion efforts which are largely 
concentrated on advertising in trade journals, trade shows 

and technical literature. In addition to the sales personnel 
(12 people), he has a staff of five people in the order entry 
editing, traffic function and a Special Projects UIngineer. 
The latter concentrates on special quotations such as those 
requiring engineering time or for military contracts and on 
the preliminary stu¢y of opportunities for diversification. 

The incumbent visits the field regularly, making important 
calls with his sales people and calling on Distributors 
to encourage them to maintain adequate levels of stock. 
Beyond this, he is chiefly concerned with planning the 
company's overali marketing efforts, with assessing market 
requirements and with effectively co-ordinating them with 
the company's technological and manufacturing resources. 
dhile prices are normally determined witiin mark-up parameters 
which will give the desired return on investmcnt, on large or 
special quotations, he works closely with the Works lianager 
on pricing as he does on all technical matters such as new 
applications and on sizes and types of piping and fittings 
to be added to the manufacturing range. 

He also deals with parent company functions such as Personnel 
and Training, particularly on training programmes for his 
sales personnel and the Jzcretary on salcs budgeting and 
control. 

This job works within approved budgets and policies but with 
minimum direction from the Divisional wirector on how to 
achieve the planned volume of sales. Its main challenge is 
to develop an organisation which will double sales within 
the next four years. 

  

INCIPAL acCu 

  

1. Develop and maintain an organisation structure which 
achieves an optimum combination of maximum market 
coverage and minimum operational expensc. Assure that 
the accountabilitics of key members are clearly defined. 

2. See to the systematic dsvelopment and training of 
subordinates and distributors and Agents. With the 
essistance of fersonnel and Training, cstabtish 
training programmes to bring these groups up tc the 
Gesired level of competence. 

%. Ustablish sales ané profit goals which are in keeping 
with aEC objectives and which help achisve as a 
minimum the expected profit margins ané return on 
investment. 

Continued....        
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4. Develop and submit annually a sales forecast and 

operating budget covering all major undertakings 
including new markets and applications and which 
indicate clearly the business course to be followed 
by Sales. 

5. Lead in the development of new or expanded applications 
for ABC products, obtaining the assistance of plant 
management on technical problems. 

6. laintain continuous awareness of changing market 
requirements and conpetitive preducts and action so 
as to maintain for AEC its present market leadership. 
Satablish and maintain a bread level of contacts in 
inéustries important to the company. 

  

7. (Investigate claims and settle them in a manner that 
is fair both to customer and ADC. 

8. hkonitor and assure operating results which are a 
least as good as forecast and maintain ADC in its 
present leading position. Take or recommend action 
to ensure the proper shifts in approach and emphasis 
are made when needed, 

    

9. Yarticipate with the Slant lianager in establishing 
prices and in determining the product lines to be 
offered. 

Nail /Ghi  



APPENDIX 1V 5 

CONFIDENTIAL QUESTIONNAIRE 

MANAGEMENT DEVELOPMENT AND MANAGEMENT PRACTICE COURSES 

Please enswer all questions and where alternatives are provided, mark 

the appropriate boxe 

  

  

  

  

  

  

        
  

  

  

SECTION A 

te Type of course attended 

(a) Management Development 

(b) Management Practice 

2e Year of course attended 

(a) 1966 . 

(b) 1967 

(c) 1968 

(a) 1969 ' 

SECTION B 
' 

This section refers to impressions gained at the time of the 

courses 

3e Could you describe your initial reactions to this ea 

exercise? e+g- did you, for instance, find this pn 

experience stimulating, embarrassing, worrying, i 

aggressive? 

de (i) Did your reactions alter throughout the duration 

3 of this exercise? 

(a) Yes 

(») No       
(ai) If they did, how did they change and what caused 

this to occur?   
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5. (a) During the group dynamics/comunications exercise, 

did you see its relevance to your normal job as a 

manager? 

1. Yes 

2. No       

(b) If you did, how was this relevant and in what 

. particular aspect of your job? 

6. What was your opinion of the course tutors regarding their 

ability to direct and control the situation? 

SECTION C 

This section is concerned with your views of the impact of the 

exercise on your subsequent performance as a manager. 

Te Can you analyse in what ways, if any, your management 

expertise and sensitivity have changed as a result of 

the group dynamics training? (It would be helpful here 

af could quote particular situations to illustrate 

this. 

os (a) Has this experience affected your ability to 

identify and improve the handling of human problems 

amongst your own staff? 

  

1. Yes 

  

2. No       
  

Pd



de 

le 

  

(b) 

(a) 

(v) 

(a) 

(b) 

(2) 
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If yes, how has this been developed? 

Following the course have you read anything on group 

dynamics training, or similar methods. e.g. T-Group 
and sensitivity training? 

  

Ler Yer 

  

2. No     
If yes, what material have you read? 

Do you still feel that a training device of this 

nature is of value to managers? 

  

1. Yes 

  

2. No       
What are your reasons for the answers to the above? 

Given the choice, would you recommend that Woodbourne 

Grange should continue to use this technique as mrt 

of the TI courses? 

  

1. Yes 

  

2. No     
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(b) What are your reasons for your answer to the above? 

THANK YOU VERY MUCH FOR YOUR CO-OPERATION 

This questionnaire is reproduced by permission of 
Raleigh Industries Limited 
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ASPECT OF PERFORMANCE/BEHAVIOUR Actual 

APPRAISAL OF YOU 

Preferred 
Other's 
Appraisal 
of You 

YOUR APPRAISAL OF 
YOUR COLLEAGUE 

  

16 

2. 

36 

5e 

6. 

TASK VS. HUMAN RELATIONS CONCERNS 

Primarily concerned Primarily concerned 
with getting job done 1:2:3:4:5:6:7:8:9:10 with maintaining good 

relations. 

PARTIC IPATION/| DELEGATION 

Prefer to solve Prefer to let others 
problems myself 1222324:52637:8:9:10 solve problems, 

INDIVIDUAL VS. GROUP DECISIONS 

Prefer group Prefer individual 
decisions 1:2:324:5:6:7:8:9:10 decisions. 

USE OF AUTHORITY IN GETTING WORK DONE 

Rely on persuasion Rely on my position 
and/\ or personal akill * and power. 
and knowledge 122:3242526:7:8:9310 

CAUSAL ANALYSIS OF PROBLEMS 

Never see myself as Always see myself as 
part of the problem 1:2:324:5:6:7:8:9:10 part of the problem. 

INTERNAL-EXTERNAL FOCUS 

omnes controlled Completely controlled 
by my environment 122332425:6:7:8:9:10 by my ow values and 

beliefs. 
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ASPECT OF PERFORMANCE/! BEHAVIOUR Actual Preferred 

APPRAISAL OF YOU 
Other's 
Appraisal 
of You 

YOUR APPRAISAL OF 

YOUR COLLEAGUE 

  

Te 

8. 

Qe 

10. 

146 

126 

SUBJECTIVE VS. OBJECTIVE 

Rely exclusively 

on feelings 4322 3242526:7:8:9:10 

BREADTH OF FOCUS ON PROBLEMS 

Intensive narrow 

focus in depth 422232425:6372839210 

SPEED OF DECISION 

Defer judgment as 
long as possible 12233242526372829210 

IMPULSIVITY 

Think before I speak 4222 3242526:72829310 

PERSISTENCE 

Give up too quickly 

on tough problems 12223342526:73:8:9310 

TENDENCY TO SEEK OUT OPPORTUNITIES 

Content to wait 422:324252627:8:9210 

  

Rely exclusively 
on facts 

Extensive search 
for solutions. 

Decide as quickly 
as possible. 

Speak before I 

think. 

Never give upe 

Always searchinge        



ne ey a ae 
  

ASPECT OF PERFORMANCE/BEHAVIOUR Actual Preferred 

APPRAISAL OF YOU 
Other's 
Appraisal 
of You 

YOUR APPRAISAL OF 
YOUR COLLEAGUE 

  

136 

14 

1550 

166 

4Ts 

18. 

196 

206 

ABILITY TO LISTEN TO OTHERS WITH UNDERSTANDING 

Not at all able 132:334:5:6:738:9:10 Completely able. 

WILLINGNESS TO DISCUSS FEELINGS WITH OTHERS 

Completely unwilling 1:2:3:4:5:6:7:8:9:10 Completely willing. 

AWARENESS OF THE FEELINGS OF OTHERS 

Completely unaware  1:2:3:4:5:6:7:8:9:10 Completely aware. 

UNDERSTANDING WHY I DO WHAT I DO 

No understanding 13223:4:5:6:7:8:9:10 Complete under~ 
standing. 

TOLERANCE OF CONFLICT AND ANTAGONISM 

Not tolerant 12233:4:5:6:7:8:9:10 Tolerant. 

ACCEPTANCE OF AFFECTION AND WARMTH FROM OTHERS 

Uncomfortable 4222324:5:6:7:8:9:10 Comfortable. 

ACCEPTANCE OF COMMENTS ABOUT MY BEHAVIOUR FROM OTHERS 

Complete Rejection 1:2:3:4:5:6:7:8:9:10 Complete Acceptance. 

WILLINGNESS TO TRUST OTHERS 

Completely suspicious1:2:3:4:5:6:7:8:9:10 Completely trusting.         
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———————_SgOo7DD!D!D!D!U!C”*~C<aiiC~CCMRRCFCOORM ANCE APPRAISAL (CONT'D) 
  

ASPECT OF PERFORMANCE/ BEHAVIOUR Actual 

APPRAISAL OF YOU 
Other's 

Preferred 
of You 
Appraisal 

YOUR APPRAISAL OF 
YOUR COLLEAGUE 

  

21. 

22. 

236 

2he 

ABILITY TO INFLUENCE OTHERS 

Completely unable 

RELATIONS WITH PEERS 

Wholly competitive 

122232425:6:7:8:9:10 

1322324252637:8:9310 

REACTION TO SUCCESS—FAILURE 

Stimulated most by 
reproof, failure, 
negative feedback 

SELF CONFIDENCE 

Completely lacking 
in self confidence 

1323 3243536272829: 10 

12223242526:738:9:10 

  

Completely able. 

Wholly cooperatives 

Stimlated most by 
praise, success, 
positive feedback. 

Completely self 
confident. 

        
 



APPRAISAL AND COUNSELLING INTERVIEWS : 

APPENDIX VI 

INTERACTION i 

» HOW EFFECTIVE A LISTENER IS THE INTERVIEWER? 

oes not listen, 
at continually 
aterrupts and 
alks at the 
aterviewee, 
moring or 
sjecting his 
yint of view. 1:2232425:63728:9:10 

Gives the interviewee 
complete attention. 
Listens carefully and 
develops an effective 

dialogue by encouraging 
or picking up leads from 

the interviewee. 

» HOW MUCH TRUST AND FRANKNESS IS APPARENT? 

ctremely 
istrustful and 
wspicious. Very 
arded comments 
nd reluctance to 
imit or concede. 
ridence of 
ishonesty. 1:2223:24:5:6:7:8:9:10 

Completely open and 
frank exchanges. Very 
obvious mutual trust 
end honesty. Readiness 
to admit and concede. 

» HOW EFFECTIVE IS CONFRONTATION ON ‘DIFFICULT’ AREAS? 

ctremely 
2luctant to 
onfront, Avoids 
nising, or 'ducks', 
1at appear to be 
ecessary issues. 

  

    

      

   

    
    
   

   

© aggressive 
domineering 

r anxious to 
oid all conflict). 
ds to the tension 
‘pulling rank', 

flates interviewee 
is too defensive, 

ween cause and 
‘ects of problems. 

realistic, 
» negative and/or 

No clear, 
‘eed objectives and 

1:223242526:7:8:9:10 

1:3223:425:6:7:8:9:10 

ilure to differentiate 

1:2:3:4:5:6:7:8:9:10 

Completely able to talk 
about realities in the 
difficult areas, e.g. 

roles, relationships, 
behaviour, personal 
effectiveness, etc. 

HOW WELL DOES THE INTERVIEWER HANDLE CONFLICT? 

Handles tension 
effectively and takes 
‘heat! out of the situation 
by allowing others to 
give full expression 
to their anxiety, anger 
and frustration. Raises 

others' status. 

HOW EFFECTIVELY ARE WORK/PROBLEMS DISCUSSED? 

Positive and constructive 
with specific objectives 
and/or decisions agreed 
jointly. Personal 
commitments clearly 
defined and accepted. 

—— 
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CONFIDENTIAL 
TRUBOR STEEL TUBE COMPANY LIMTTED 
RUD) 2 

FOUR-MONTHLY PERFORMANCE REVIEW 
R= 

Job Holder 
Reviewer 

Name econccsccccececsoscnsorce® Job Title o- ecccccccces NAMC ceccccccccesessorccosers Job Title cocccecescccccoces 

  

Section/Dept eeeers Peacasedscsecesseseccoccese Section/Dept srcercccccee 
erooseces       

eercececceccscoecessree® 

DATE coccscccesancececsoseseoes 

PART 1 ACTION PLAN REVIEW Relating to ccecccecesccoccccsseocccsocesosereoe®
 months ending eceesee wocccacccccesscesseoe 

(fo be read in conjunction with last Action Plan) Priority Task Number 

4 2 3 4 5 6 

  

  

  

Taske completed satisfactorily (tick appropriate box)         
  

Reasons for non-completion 
Place tick (@) in appropriate box 

  

(a) Results required not clearly stated 
eccccccesoccscecccceseescceosseones

sseeone 
    | cocccecdecesecccdovscccccsicccvoss

osereee 

id not fully understand what he had to do 
Doe cc ucarecesccnceccocecossececesosse

sesosoosocooooossnoolees’ ecccccccdoccccvecclevesoscosesioosco
osessoorree 

   

    

    

  

fficient technical knowledge 
Creare casecccnes soceeseeesccecescesc

cocopsecososnsoes[ss” 

  

occ ecccccccleosecosecscoserosseso
e 

strative skill 
woccesceseeesee Serre cece cece ccc eccceccccceccsesecepocsorcedooreree

®    coeccecdencccoceosoe®             
  

(e) |, Did not know, how he was gettin, on 

-.aDid not mow how he was getting. O, wsecsseseneercssceccccbscraroossccsessesescoesrenseee seer 

   



2 

(g) 

COCO C ERED SORE OO EEE DE HE DEDOEEREOEOOE OOS OO OPES OLED DOSE LOEB OSOSS 

POO OOo OOOO OOOO HOSE SEES RED DO STOEL OOOOH EES OOD ERODES E EEO OO SEES 

   
Any other reason (state fully below) 

oe 

CEO O ee OOE OO OEE HOES OEES OOO OE DED OE EOS ONDEOLOOS SEO OED OOOOH ESOOO EP OOD OLED HOSS 

  

oococcopove 

cocccceboce 

  

Pecloeccececerdeeccocecsincosesssece 

aecee Cooerecccleccecoceocediereoceseciscceosesoes 

eoece eoeccvcocsvcccercoe oeeceeecsiocccsoecese 

  

  

PART 2 OVERALL PERFORMANCE REVIEW. Read through the Job Description with the Job Holder, list his main accountabilities 
below and tick () the appropriate rating colum. 

  

Ref. 
No. 

Main Accountabilities Needs More 
Attention 

Needs Major 
Improvement 

Keep up 
Present 
Performance 

Comments 

  

eosecel 

erecoe 

eeccce 

eoeses 

oe 
  
oe ceccaceressccocooecese 

CO oes eersecerssccccceons 

Ceo eeererseccccvacseceere 

Cece esercceonveroces 

                

Peer recesercsecsioosenovcccceeee 

Poe oreereccosencloscecesoceonecs 

CO oC eer eoreareeeciesoasceoenecoeo 

aeecoveclosesscossnccccs   Co eee cececrsesecoececeses lo Ce ee eroerrceseciesscsconercoces 

poecvecececcce 

pocccosecccoes 

  

jp ee eecoeccscce   locesececescces 

  

joe eercccessacosese 

  

weceerencoesces 

ln ee vecerrvoscceveccesscnescsereeceoeeeseneeses 

le ovccrcccececcveccescncees 

  

loco eroroceecoscecccceescesoseceaeeesceeereenee 

eecccecccoscens   le Ceo eeccerecceceseesese reese esceeeseeceeeeeeee 

Parts 1, 2 and 3 are to be completed by Reviewer together with the Job Holder 

 



ee 

  

Priority Target Supporting Action 
  

Deoeccccesonoe 

    

erjeveecececvcee 

  

ooece 

Comer cerrorcsessceccesesoesecrsereomeceerenereres 

  

ee eee er errr rr rer rr reer errr errr rr rey 

  

ee eee ee eee rr rrr errr eee ee 

COO e MOCO me oeroeesseareseoroeoeersor 

    

  

seccee 

  

Pee rerencececcesseesveoeoncceosene 

POOP OOOO OHO EOE ee Re DEE O OEE SO DEH RO OED HOME ORE EOE RO EE HE EOOEEesoeee®   
SOPOT HOA EES E DESEO RTOS EO EORER DERE SOOO SESE OO SNES SOE EH ODDO CE HES EES 

  

  

eronnroce 

  

COD ODO oe OOO MO ROOD EDD E REDE OOOO OR ELE SCO DOO OO EO OEDD 

Peo moeoencesceercevccereceesrocerereeeoeenereeeeoses 

seecoecceccvcscecccocon 

  

eee ecccee     

  

Ce ececceeesesecsoneceseseneoeneescoeeee 

CoCo rere eereenereseenecereneeeeseereecenssnesoresnse 

  

Seeererereecorccerecscencscesoeooecescesese 

  

THIS CONCLUDES THE APPRAISAL INTERVIEW. THE REVIEWER SHOULD NOY PASS THIS SHEET TO HIS SUPERIOR. 

   



ne ne: performance period? 

  

POCO P OCHO EEO EO LCE MSDE DOO EO DDO LODDEDA OSCE DETER EOE SSOROO SOOO ODE SES DOO ESEOS ORE DODO CE EOSOOS 

eee rere rer rrr rere rrr rr rrr rrr rrr errr errr rer errr rr errr ere reer errr 

OOOOH OOS H HEAR HOESO OOOO OES EAA E BOO HEEASEE DOS ECO OROH ODDIE SOMO EOS OAOSDOROLSODODOOOROESOODEEEOOS 

  

Cec ereoseeosrvecceees 

    

oerrcee 

  

eeereoecen 

  

eerereccene 

  

eeocce 

  

Peecenenecoreseceseooscesccessceeesee 

  

secceeseee 

  

eeeceescecacoees 

  

Demo em oeoeeCe oe reese eessOHOeCOOO ee Oe reresee rene seesesereeeees 

Whet items arising from this Appraisal should be given YOUR attention or that of some other senior manager? 

CORSE LE HORDES ODEO OODOO SEDO SLO DEHOO DOSES OO SED> OSE OER OSES OOS MEDOSOODEO SOD OEHOODOFOSEHO RSS EESS eocce     

Coe roeoeos serene eresesseserrereseonsoes 

   eoee 

  

eee er eee errr rr errr rrr rrr rrr rere erry 

   SOOO ORME OCOD HOES ODED DLO EEE ED OOO OE DEDEOE HOSED ESS SAO EMO O OOOH EOE S OCOD OOS OE OSD HEHE ODED EDEDOES 

POPS CHO HOCH OEE OE ODODE ODODE SOOSE SIDED OOD OOOO DOD EDZAD OD SISOS SOOO SEEDS OD OOD OOOO DOH OSO OO OOS OROOEE OSES ERO SEDEDOOERS 

SOOO OOOO OOOOH ROLE EOE OEDEOEO DESDE EH ODEHOSEEOOOTOSSSODSEDOOCEO® 

  

eecce 

  

eoce 

PLEASE RETURN THIS SHEET TO Signed by 
THE REVIEWER AFTER YOU HAVE Reviewer's Superior 
DISCUSSED IT WITH HIM. 

Date 
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