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Inherent disagreements over

appraisal feedback are not

uncommon in organizations.

The task becomes more

challenging while dealing

with the soaring

expectations of Gen Y

executives in the new age

economy. This case deals

with the fall out of the

appraisal process and its

impact on interpersonal

equations in a team leading

to shambles.
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ritual, the appraisal process which seemed to be an
intricate puzzle, hard to decode.

Lokesh Pillai is a software engineer with AT-
SoftTech, an MNC giant in consulting services located
at Thiruvananthapuram. Being born and bred in
Thiruvananthapuram, the twenty four year old young
man was living with his parents few miles from his
workplace. Lokesh being the only child, much pampered
by parents, was short tempered, though very lively
otherwise at home and outside. Like other students
fresh out of college, Lokesh too joined the MNC with
a whole lot of expectations two and a half years back.
Lokesh studied BE from a local government engineering
college at his home town. He joined along with a group
of other freshers at AT-SoftTech, and being as friendly
as he was, made friends within no time. Soon Lokesh
became part of a five member team taking initial
training before being assigned to their projects. Lokesh
worked with some of the most challenging projects
during his tenure and had earned a good reputation
for himself among his teammates and managers.
Though he was an average programmer he always
managed to finish his tasks before stipulated deadlines.
He was quick to establish rapport and good working
relationship with colleagues at his workplace.

Kanika Ghosh, also part of the five member group
who hailed from Durgapur, a small industrial city in
West Bengal was an above average programmer. She
graduated from a reputed engineering college. She was
good-looking, smart and highly ambitious. She too was
quick at making friends and the fact that both Lokesh
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t was a relatively cold winter morning, when Lokesh
with his eyes still half open steps out of the office
corridor to get a glimpse of the rising sun. There was
an uncommon gloom over his face as he stared into
the half cloudy sky. His mind is still preoccupied
with the postscript of the most important corporate

  feedback

reverberations
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and she had worked in same projects, but in different
modules right from their training days made them
good friends. However, for some reason Kanika did
not enjoy the same closeness with managers as Lokesh
did. Both used to have lunch together and leave for
home on the same office shuttle on most of the days.
Kanika was staying at the YWCA hostel with other
friends of her college times.

Life was benign for both Lokesh and Kanika for
two long years till they had been assigned to a very
challenging project for which they were put together
in the same module. It was a five member team, with
Rashmi a working mother as team leader. Rashmi was
a manager with the MNC for more than ten years of
good experience in the industry. She had M.Sc. degree
in applied mathematics, post graduate diploma in
computer application and had undergone training on
several advanced programming courses. This was the
first module that she was single handedly heading. She
did have a soft corner for Lokesh as she was also a
native of Kerala. Over the last four months, the team
under Rashmi had received appreciation from the client
team on many occasions. The team was being
considered a model team completing tasks much before
deadlines and with minimum defects. The HR of the
team was also informed of the team's progress. Though
HR was just four rows away from where the team was
located, HR manager Shruti would only send a
programmed mail of appreciation and she never visited
the team personally.

Rakesh Datta, a team leader with the same project
did have a soft corner for Kanika. He was a bachelor
and was into his fifth year in the same organization. He
hailed from another industrial town Asansol of West
Bengal and was a star performer in the team. He was
known for his coding skills and had single handedly led
projects to completion. He had a passion for the work
which got him rewards on numerous occasions. Rakesh
was being considered for promotion as manager and
a probable replacement for Rashmi. However, he never
liked Lokesh's friendship with Kanika and tried to
become closer to her through all possible means. On
one such occasion Rakesh was visibly annoyed when
he found both Lokesh and Kanika together at a fast
food joint on the same evening though Kanika politely
turned down his offer for dinner earlier.

Two months earlier, the performance appraisal
process had been completed and the feedback mailed
to all the employees. Lokesh and Kanika too received
their appraisals. To Kanika's surprise, Lokesh had
received a higher rating than her. Kanika was aware
that she was a better programmer than Lokesh. Kanika
had also received a higher rating than Lokesh a year
before. She immediately rushed to Rashmi asking her
why she favored Lokesh to her though both worked on
the same piece of code. Rashmi scheduled a meeting
and told Kanika that she would discuss the matter in
routine feedback process. The conversation during the
meeting was as follows…
Kanika: "Rashmi you need to be impartial while taking
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such important decisions. I believe that I should have
been   rewarded higher or at least the same rating as
that of Lokesh."
Rashmi: "Kanika, you are aware that whenever you
finish a bit of work earlier than Lokesh, you immediately
get involved in reading e-novels. It's not that I did not
notice it, but since you guys did justice to your work
I pretended not to. To add to this during these four
months you have not stayed back even once to complete
some crucial piece of work which Lokesh did on several
occasions."
Kanika: "I read books so that Lokesh and I could
continue to the next bit together. He can analyze the
logic better than I. As far as staying back goes, I would
miss my dinner at the hostel if I reach late".
Rashmi: "Please do not give me reasons for what
could be avoided. I stick to my decision and believe
that it was a fair one."

Kanika was far from convinced after the meeting,
but looked disillusioned. Kanika even felt that Rashmi
was not the right person to judge her considering her
non mainstream academic background. Rakesh who
happened to be aware of the situation called Kanika to
the cafeteria and engaged in conversation with her.
Rakesh: "Really sad that you didn't get the desired
rating. I believe that you should fight for it. I would
support you always. Try explaining the scenario to the
project manager Mr. Manji. I am sure he would help
you out. We know each other for quite some time. If
required, I can have a word with him."

Kanika immediately rushed to Manji's cabin and
sought an appointment with him for the same day.
Manji was a project manager with the MNC for two
years now and having more than fifteen years of
diversified experience in the industry. Manji is known
for his matured handling of situations. He listens to
others with patience and remains calm in most adverse
situations. He has never favored one employee over
the other nor did he force his decisions on team
members. As soon as Kanika confronted him on the
issue, he obliged and offered to listen to her. Kanika
explained her part of the story to Manji. For which
Manji responded…"Kanika, I truly understand your
feelings, but cannot commit anything now till I have a
word with Rashmi. I assure you a fair decision would
be given within forty eight hours."

Later that evening Manji spoke to Rashmi over the
phone to discuss the issue. The next day a visibly upset
Rashmi headed to Kanika's workstation and asked her
why she did not follow the protocol for escalating an
issue like this. The protocol suggests that Kanika should
discuss the matter with her immediate manager
(Rashmi) and if she is still not satisfied then ask her
immediate manager to schedule a meeting with the
project manager. Kanika who now had the backing of
Rakesh answered back with the same vigor saying she
did what she thought was right. Soon, the verbal duel
spiraled out of control. Seeing this, Rakesh who
happened to be seated at his workstation slipped away
to the breakout area.

Lokesh who had been on leave for the past two
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days returned to work and was surprised to receive
such a cold response from both Rashmi and Kanika.
Rakesh who spotted Lokesh asked him to meet him in
the breakout area after he settled down. Lokesh knew
that something was not right, so headed to the breakout
area instantly. Rakesh: "I think you are lucky to receive
the rating that you did not deserve. The result of that
is what you see there." Lokesh was upset that he had
to hear this from Rakesh's mouth since not so long
back when Rakesh had to set a solution showcase
venture no team member offered him support, but for
Lokesh. Even though for Lokesh it meant to put in
extra work beyond regular work. Lokesh: "Do you
really think I care about what you think? A crash course
on team building would do you good."

Lokesh moved to his workstation and still pretended
not to know anything. Soon, Manji summoned Rashmi
and Kanika to a meeting room.
Manji: "Kanika I know that you have your reasons to
believe what you do, but I need measurable metrics on
paper to show the HR to undo this which in your
case…. I am sorry it does not exist."

Kanika who had already had a bad day returns
back to her workstation with tears filled in her eyes.
Lokesh when witnessed this asked her if he can help
to which she said…"You have helped enough. Do your
work and let me be."

The bad blood between Kanika and Rashmi
worsened soon. The team that had been beaming with
enthusiasm was suddenly silent and it only got worse
day by day. Kanika now never joined lunch nor went
on the same shuttle that Lokesh did. Their relationship
was not as warm as it used to be earlier. The work
schedule of the team and the quality of the team had
taken a back foot. Kanika hid information or gave half
information to Lokesh on the code they had been
working. This resulted in numerous bugs existing in the
system. The client for the first time expressed their
concern about the defects that had suddenly popped
up inside the code. The other team members expressed
their apprehension, also. Rashmi tried to hold meetings
to get the team back on track, but these meeting headed
nowhere. The HR of the team was briefed on the
developments, but not inclined to get involved until
she was asked to do so by the team members.

One month before the project completion date
Rakesh told Kanika that there was an immediate
requirement within his team and she could join if she
wanted to. Kanika requested Rashmi to move to Rakesh's
team within the next three days. Rashmi flatly refused
saying… "Kanika, we just have one month before
project closure. We are already behind schedule. If I
allow you to leave at this juncture it will be very difficult
to get a replacement for you. Training that resource is
another challenge and we do not have the luxury of
time to do that."

Kanika was all the more disappointed and vented
out her frustration on Lokesh again. Lokesh did
empathize with Kanika as she was a good friend once.
The HR manager who noticed this continued with her
work unfazed, still not wanting to disturb the
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equilibrium of the team. Work continued as normal
over the next four hectic weeks. The team at last
completed the project despite occasional bickering. At
the beginning of the next month as Lokesh headed
towards his workstation, he was surprised to see Rashmi
welcome him with a warm smile which made him
believe that all problems have been sorted out. She
patted him on his shoulder and told him that he would
be heading to UK within the next three weeks for his
new project for a year. This was the first bit of good
news that Lokesh had received over the last few
months. He was overjoyed and rushed to the breakout
area to inform his parents of his travel plans over
phone. No sooner did he complete his call, did the glee
on his face slowly fade away as he saw from beyond

the glass walls that both Kanika and Rashmi were
involved in a heated argument yet again.

The next morning Lokesh distributed sweets to his
colleagues who greeted him wholeheartedly and wished
him success in his new assignment. However, Kanika
reacted sarcastically… "Lokesh, you will be happy to
know that I have already put in my papers. The credit
goes to you." Lokesh tried to mollify her and proclaimed
his innocence, but with little success.

The pleasant morning breeze could do nothing to
ease his discomfort. Lokesh stood still continuously
staring at the sky searching for the sun hidden behind
the clouds. He was filled with mixed emotions of losing
a friend who was in his dreams for quite some time
and excited about his new assignment.

process, thereby leading to disengagement of severe
order and resultant exit of a performing asset. It
portrays how a flawed and failed performance appraisal
process can have multiple repercussions on the
individual and the organization at large.

Brand image of the company takes a hit with sudden
unhappy complaining customers, loss of competitive
edge by way of slowed delivery and defective output.
The organization witness's breakdown of a successful
team which once had enormous potential to raise its
own performance bar, thereby exhibiting much higher
levels of professional excellence. There is a sudden
increase in number of discontented and disengaged
professionals, and emergence of a culture which was
utterly non-conducive to bring about any innovative
marvel, to give the business a competitive edge.

At an individual level, relationships which once
glowed with professional and personal warmth got
severely affected, negative emotions like jealousy and
hatred saw an upsurge, intellectually strong professionals
got emotionally weak to deal with the complexities of
life.
Let us see how each individual contributed to this

C
orporate world adores the maxim
'Employees are our most important assets'
and yet manages to come up with brilliant
examples of 'how assets should never be
treated'. This case is a classic example of
a systemic failure of an organizational

flawed process.
Rashmi: Parochial preference for Lokesh did not let
her do an objective evaluation and may be that is the
reason why Kanika fell out of favour in spite of her
programming skills being definitely better than Lokesh's.
In spite of being a working mother managing the
inherent demands that both work and home would
have, Rashmi lacked empathy to connect with Kanika
enough to know she stays in a hostel where dinner is
time-bound.
Rakesh: Though he was a senior professional and a
team leader himself, he never intervened with an honest
objective and was always guided by selfish personal
interests.
Kanika: She displayed the characteristic impatience of
Gen Y to deal with complex work issues. While she did
exercise restraint at times, in her low phase she failed
to see Rakesh's ulterior motive and succumbed to his
wrong guidance, thereby worsening the relationship
between her and Rashmi.
Lokesh: Though he was always used as a reference
point and never directly contributed to the disaster,
but even he cannot shirk away from his responsibilities.
He never tried to bring about harmony by engaging in
a meaningful conversation with Rashmi, which he could
have, given their native place connect.
Manji: His interactions with Kanika never gave her a
feeling that she was valued and wanted. At his level, he
could have definitely taken a softer approach and
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counselled Kanika.
Shruti: In spite of being a representative of a people
function, Shruti showed an utter lack of sensitivity and
alarming aloofness to solve the matter... or could this
inaction have stemmed from the tendency to play
safe?  There was neither any proactive or even reactive
help provided to a line manager, a 'first time
independent' leader Rashmi who surely needed guidance
and mentoring to deal with a complex issue. HR chose
to be silent and paid the price by losing a critical
resource.

There was a serious lack of HR/senior level
intervention, when a) Kanika felt that justice was not
meted out to her and escalated the issue b) she was
refused entry into Rakesh's team c) Rakesh did
everything which a sensible, mature team leader should
not have done....the list is long.

While performance appraisals have been there since
ages, the struggle to get it right is still on. It is an
integral part of corporate life since apart from
maintaining a competitive edge; it is a precursor to a
wide range of critical decisions in an employee life
cycle, egg compensation hikes, promotions, career
planning, and succession planning and selection
validation.

A recent study of high-performance organizations
indicated that the practice of employing a value-added
performance appraisal process was cited as one of the
top 10 vehicles for creating competitive advantage. It
requires a strong intent, a clear purpose, a good system,
effective line managers and HR, all at their optimum
best to make it work and achieve the desired results.
The system ensures that organizational procedures and
practices work in harmony and successfully link key
outcomes to performance and a human approach takes
care of the sensitivities involved in a process which
acts as a determinant of professional growth and
prosperity thereby affecting employees the most.

One most critical factors which helps create a
successful performance review process is
communication, between
a) Organization to employee: Performance appraisals
traditionally have inherent in them the element of
distrust, which is opposed to the modern concept of
teamwork and trust. By communicating with
employees, an organization dispels the myths and fears
around the process. Hence, there should be sufficient
focus on educating employees about the positives of
the process and how it can be used as a tool for
professional and personal development. The tendency
of treating appraisals as an annual stressful exercise
can be curbed only by structured, systematic
interventions to promote understanding of the fact
that performance of an employee is a complex result
of 'n' number of variables many of which could be
beyond his control. Awareness programs along with
structured coaching and mentoring by HR and of
course honesty in communication brings about the
desired openness in employees to a great extent. The
next step is creation of a robust process which takes
care of all potential pitfalls. In any work scenario, a

self-appraiser-reviewer approach is considered as a
basic one. Presence of a reviewer and a moderation
process where supervisor ratings can be challenged
and altered if deemed fit, is an integral part of an
appraisal process and can set quite a few wrongs right,
if used with discretion. People do play social and political
games for personal interest, but a moderation process
largely alleviates personal bias and prejudices.
b) Customer to employee: Customer expectations
which form an integral part of any organization's
business strategy are best communicated via clearly
defined goals. In the performance planning process,
business-aligned goals enable managers to choose
appraisal criteria that support those goals. Employees
should ideally engage in meaningful discussions with
their superiors to create their own performance goals
and development plans and these results in a heightened
sense of ownership. It is also the organization's
responsibility to provide employees with performance
indicators and review matrix denoting expected levels
of delivery. It is also important to provide those goals
a mission, a purpose and a bigger business context.
Research on employee engagement has shown that
this context setting is vital to employee performance.
Missions motivate by tapping into what organizational
psychologists call task significance-a satisfying feeling
that small tasks link to the bigger goal. U.S. President
Lyndon Johnson loved to tell a story about asking a
truck driver who worked at NASA in the 1960s what his
job was. The driver's response was: "I'm helping to put
a man on the moon."
c) Employee to employee: In an ideal performance
review process, discussion and dialogue precedes a
final rating. Performance appraisals should be
designed to a) provide feedback to employees
periodically and not only at the time of communicating
ratings, b) establish formal and informal ways of
communication between the managers and employees
and c) promote professional growth. Just like a
supervisor needs to be able to provide constructive
feedback crucial to productivity and professional
growth, a subordinate needs to be open to feedback
and voice out her/his views in a non-threatening setup,
powered by organizational culture. For this
communication to be effective, supervisors need to
be equipped with the right appraising skills. An
untrained manager might a) victimize or over-reward
the employee based on 'recency' effect, halo effect,
leniency bias, severity bias, etc; b) end up evaluating
on one skill than on total performance; c) assess
behaviour and not performance; d) be ill-equipped to
use full range of a rating scale.

Project teams
In a project scenario where teamwork is valued more
than individual input, the traditional employee
evaluation norms are outdated and inadequate to assess
performance. A 360 degree or multi-rater approach to
solicit feedback from other managers, peers,
subordinates, even customers can be more objective
and yield more accurate portrayals of individual and
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team strengths, weaknesses, accomplishments, and
short-comings. It can be especially vital when some
conflict or tension exists between the manager and
employee, when different personality types make the
feedback process difficult, or when managers don't
always work directly with their employees (shift work,
project work, etc.).

Contemporary 360-degree methods have roots as
early as the 1940s, however, there is some disagreement
regarding the exact genesis of the technique. Despite
these disagreements, one point that most scholars can
agree on is 360-degree performance appraisal has
historical roots within a military context. During the
1950s and 1960s this trend continued in the United
States within the military service academies. At the
United States Naval Academy at Annapolis, the
midshipmen used a multi-source process called "peer
grease" to evaluate the leadership skills of their
classmates.
The following are the critical components of a multi-
rater grid:
a) Employee self-review: Contrary to popular belief,
employees can be pretty harsh on themselves while
doing a self-review. If backed up with a strong system
which identifies and rewards performance, employees
are capable of doing a good job of it and it instills the
importance of self-accountability and self-motivation
in team-based situations. It also allows the supervisor
to be ready to address differences in opinion or
perspective, and gain an insight into expectations.
However, since self-ratings normally tend to be higher,
this discrepancy can lead to defensiveness and alienation
if the appraisal discussion is not handled well. Similarly,
it is the supervisor's job to ensure that low ratings do
not lead to low self-worth of an individual.
b) Supervisor review: As in any work scenario,
projects or otherwise, s/he is often in the most
appropriate position to effectively carry out the full
cycle of performance management. S/he may also have
the broadest perspective on the work requirements
and be able to take into account shifts in those
requirements.
c) Peer evaluation: It gives managers an insight into
individual member's attitudes, cooperation level and
professionalism, which are often concealed within a
project structure or while interacting with a supervisor.
The use of multiple raters in the peer dimension of
360-degree assessment programs tends to average out
the possible biases of any one member of the group
of raters. The typical parameters of evaluation can be
personality styles (rigid/flexible), approach towards sub-
ordinates, sharing knowledge, participative approach,
communication (understood/reached well), un-biased
approach, time management, listening skills, etc. An
effective peer feedback mechanism can propel the
supervisor into a coaching role rather than a purely
judging role. Peer evaluations are appropriate for
developmental purposes, but may not be suitable for
pay, promotion or job retention purposes…
d) Customer feedback: Generally the value of
customer service feedback is appropriate for evaluating

team output, unless it is a case of specific individuals
assigned to clients either on-site or at remote location.
Customers, by definition, are better at evaluating
outputs as opposed to processes and working
relationships, but this feedback is absolutely critical to
reinvent the organization.

Customised compensation structure for project
teams: Along with a robust process, it is important to
have a differentiated incentive structure for creation of
a successful project team, instead of a one-size-fits-all
policy. A substantial part payment for group
achievement and part for individual achievement is the
order of the day. Group payments could be linked to
timely completion, zero defects, zero bugs so that
entire team strives to perfection.

The 21st century has witnessed rapid
advancements in the social, political, technological
and all other spheres and the workplace has been a
reflection of all of these. The new age industries have
seen an increased number of Generation Y employees,
because of their flexibility and openness to try out
new sectors. Today's workplace now has a generational
mix of people ranging from Boomers, Generation X
to Generation Y, and all of them bring with them great
attributes as well as challenges because of their varying
values and expectations. Gen Y is multitalented, widely
networked, demanding and resourceful lot and they
seek speed in every sphere of life, be it personal or
professional. This is not necessarily a negative aspect.
It sort of forces the laid-back traditional system to
change gear and respond, which in turn results in a
much more agile, responsive work culture. This
generation, just like every generation before and every
generation to come, has brought unique strengths
and unique challenges to the workplace. However,
they are also incredibly open to mentoring and
guidance and sincerely respect training and
development. Hence, it is essential that organisations
get rid of their archaic policies and procedures and
proactively engage with this community, to hone its
own competitive edge.

When we look back at this case and consider all the
perspectives, the adage 'a stitch in time saves nine' is
so true. Timely senior level intervention or HR action
could have salvaged the situation. Going ahead, the key
for today's leaders will be to identify high potential
employees and nurture them to excellence by
managing expectations and providing the necessary
framework and guidance needed. To bring about
positive transformations where the workplace is a
breeding ground of path-breaking ideas, the
organisation has to grow change agents and mentors
internally, who can see opportunity in the grimmest of
situations and turn it around. While there is no dearth
of IQ in corporate, in knowledge industries, as the pace
of change increases and our workplaces become more
demanding on our cognitive, emotional and physical
resources, "emotional intelligence" will prove to be an
extremely important set of "must have" skills and we
can hope that stories of Rashmi, Kanika, Lokesh.......all
achieve a logical and successful conclusion.
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Kanika and Lokesh who are almost equally qualified.
They have their own set of dreams and want to make
it big in life and at the same time want to make sure
that they get their share of both fun and friendship
as they move up the career ladder. Both Lokesh and
Kanika - typical Gen Y workforce have quite a few
things in common. However, the work approaches of
the two clubbed with the way organizational processes
are managed by their supervisors chart a very different
path for each one of them. This leads to good news
for one and not so good news for the other. The
human dynamics of a supervisor developing a soft
corner for the other based on regional similarities or
simply because of the oomph factor of the opposite
gender further adds to the complication.

The overall questions to be therefore answered
are: Can Gen Y aspirations be better managed? Can
a critical process like appraisal and related
communication be better dealt with from day one?
What role do the supervisors have? What role does
HR really play here? How far are the HR processes
responsible for a healthy, spirited, productive team?
Answers to some of these questions are what we will
explore in the following analysis of the case. An
attempt has been made to give an overall perspective
from both an individual as well as the organization.

AT-SoftTech's approach to hiring and
managing employees
AT-SoftTech seems to have a good reputation to attract
and retain good talent. Both Lokesh and Kanika seem
to be fresh out of college. So clearly AT-SoftTech is
using a model which hires and grooms youngsters, a
very suitable model indeed in the high recruitment IT
industry. However, as we know any company
recruiting raw talent will take risks with inexperience
and rely on its strengths to nurture the youth for
mutual benefits. What companies like AT-SoftTech

t's a very interesting case that resonates with the
productivity measures and expectations of the
Generation Y employees in the contemporary world
of not just IT industry, but in other related industries
as well.
Here are young, ambitious fresh out of college

need to do is build its strengths to manage Gen Y
through strong performance evaluation processes and
grooming of its managers and team leaders. The little
data seems to suggest that all may not be right with
the laid down process as well as the ability of team
leaders and managers to handle communication and
feedback processes confidently and appropriately.
While, in the particular case described, the appraisal
itself seems to have been done fairly and properly. To
understand this better, let us examine two broad
perspectives as below…

Organization's perspective
An organization's perspective on performance
management and feedback would always be about
overall productivity, adherence to timelines/deadlines,
overall rapport among team members, alignment of
individual goals with organizational goals and ability
to get work done through an environment of trust
and co-operation. To this extent it is very evident
why Lokesh being what he is has been getting a
good appraisal - something that his colleague Kanika
has been unable to do despite being an above
average performer. Lokesh has maintained good
relations with his managers, makes friends quickly,
makes sure timelines are adhered to, takes extra
effort when needed by the project and has thus
been able to manage expectations of his supervisors
as well as peers very well. It is therefore not
surprising that Lokesh this year has got a rating
higher than Kanika.

Individual's perspective
From an individual's perspective - an employee,
especially a fresher tends to judge himself/herself
purely on parameters of domain knowledge -
especially during the initial few years of his career.
Being good at technical know-how and domain
knowledge becomes their parameters of good
performance assessment. Kanika's approach mirrors
this. While this approach in itself is not wrong, just
being good at one's work is not good enough. Especially
today when we have been talking of social intelligence
at work place which is the ability to understand and
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manage, men and women, boys and girls, to act wisely
in human relations. And especially in a project
environment needing the ability to work with others,
and keep to high pressure deadlines which requires
extra effort and push.

What could have been better
Kanika had received a higher rating than Lokesh a
year before, clearly being the first year, her domain
skills and technical superiority would have been
acknowledged by her seniors. This year if her
performance was not upto expectations then timely
feedback by her immediate manager Rashmi would
have either helped her correct herself, or would have
prepared her for her final appraisal. Regular Feedback
would also have helped channelize Kanika's potential
for the benefit of the team and of the organization.

Secondly, the feedback was directly mailed to the
employees, thus, indicating that there have been no
prior interactions between Kanika and Rashmi about
performance. The manner in which appraisal feedback
is communicated to the employee is an important
criterion in determining the overall satisfaction with
and acceptance of the appraisal results - being
proactive, compassionate and sometimes being direct
helps build a rapport and trust between supervisor
and subordinate, which is required for a good working
relationship.

In this case Rakesh is able to influence Kanika
negatively simply because of the lack of trust and
communication between Rashmi and her. Ideally,
managers and the process should mandate that the
appraisal outcome should not be a surprise to the
employee. A frequent communication on performance
between manager and subordinate will ensure this.
This is all the more required for Gen Y as definition
of performance itself in an organizational context is
unclear to them.

Role of HR
Further, where was team HR in all this? Managers
frequently need to be trained to have conversations
and feedback sessions around appraisals, set clear
expectations with employees and manage the feedback
process. HR facilitates and guides them through this.

In cases where the employee is unable for some
reason to go to the manager, he/she should be secure
and confident enough to approach HR. This largely
depends on rapport established by HR with employees.

In this case, HR as a department seems to be too
mechanistic and pre-programmed with their responses
as is depicted in the case where HR manager - Shruti
chooses to send a mail of appreciation instead of
walking up to them despite the fact that they sit in the
same vicinity. HR must guard against this tendency,
and be mindful of the people quotient that they bring
to their jobs at all times.

Gen Y and expectation management
Generation Y have great energy and great potential.

And more importantly they are also available in
numbers to satisfy the ever increasing appetite of fast
growing companies. However, they are better known
as mobile workforce for whom loyalty per se is never
a criterion. They are ambitious and want to lead an
accelerated lifestyle. Their focus is predominantly
'What is in it for me" than what they can give. This
point of view is contrary to the normal teaming skills
required in organizations, especially in IT companies,
which deal with projects involving small and large
teams, largely involving young personnel, all working
towards the same project deadlines.

Changing their mindset to suit the organizational
needs/project needs therefore is a challenge. Training
managers to mentor and coach them to realize their
potential through constant communication and
grooming is the only way to handle the issue. Doing
this well ensures that not only does the organization
get talented employees to work for them longer, but
also ensure that the talent pipeline continues year
after year.

The areas where AT-SoftTech needs to pay
attention to effectively administer appraisal feedback
and meet the expectation of Generation Y workforce
are:
● The performance appraisal process should
mandate quarterly feedback sessions between
appraiser and appraisee.
● Clearly define the priorities and enable the
employees to understand what is expected of them
both in terms of knowledge, output, and attitude.
● Coach and train managers to be mentors to high
potential youngsters and to effectively handle the
communication process in an appraisal.
● Additionally, employee orientation/induction
programs help build the expectations from a cultural
perspective. Importance of meeting deadlines,
establishing rapport with seniors/juniors, team goals
and importance of same can be re-emphasized in
such sessions.
● Teamwork has to be duly identified and awarded
by team heads as well as HR rather than rewarding
only individual performance and employees. And this
could be a built into the appraisal system.
● HR needs to focus on institutionalizing laid down
processes in letter and spirit, and keeping in touch
with the ground reality proactively so that they are
able to alert and guide managers in time and reduce
avoidable attrition.

In this case, dangerously, the company has landed
itself with losing out on a good performer and put the
credibility of its manager at stake. Disillusionment of
an individual never remains with the departing
employee. The company could have salvaged not only
Kanika a good performer, but also its reputation, by
a more fair and mature handling of performance
measuring and feedback. Sensitivity to Gen Y concerns
and adoption of a more proactive performance
management practice could have taken the
organization a long way. HCHC
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