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AMeasured
Performance

HANDRAHAS Mitter stared at
his reflection in the glass-top
table. "What is your role in this
organisation?" he askedhirnself.
"Can you actually become a
change agent without taking
your bosses in the US into

confidence? Would you be shirking your re-
sponsibility if you chose not to place your
observations before them?" Mitter had no
answers to those questions.

Mitter was director (human resources)
at Welcase India, a large multinational that
had entered India around four years ago. He
reported to country manager .Saurav Barua,
and international head "of human resources
John Carey. Much had been written aboutWel-
case and its leadership. The company was consid-
ered a benchmark for others in team skills, change
management, strategic planning and synergy.

And yet, the past few months had been very confus-
ing and emotionally draining for Mitter, as he saw hide-
bound attitudes creeping out and diminishing the halo
around Welcase.

Mitter's main worry was whether Welcase was really doing as
well as was widely believed. Though the company's sales were ro-
bust and targets were being met, he felt that some critical issues
were being ignored. Welcase was meeting its targets, but were the
employees feeling that sense of excitement? Did they genuinely
believe in the company's mission? Were they unsure about where
their career graph was headed?

At Welcase India, a manager was rated
on the basis of what his bosses, peers
and subordinates had to say about him.
Could the same principle be applied to
rate the CEO?
This case study was first published in BW,
22 January 1998.
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Mitter recalled what management consultant Tom Peters had

said in his path-breaking book In Search of Excellence: The Top 10
are great and the bottom 10 anyway need to go. But it is 80% of the
people who really make the organisation's culture, who really make
the organisation work in a systematic way in the long term. He
wondered whether that was really happening at We\case.

At We\case apparently 80% of the employees did not feel
driven, fulfilled and satisfied. This low morale had its roots in the
company's performance appraisal system which had left most of
the employees disillusioned.

When Mitter had met the heads of the six divisions in India
as part of the orientation programme three years ago,

they had cheerfully said: "We have goals and we sim-
ply have to go and achieve them." Today, the

same people were saying that We\case was a
great company but much had to be done

in the area of performance manage-
ment. "Performance is more than

mere targets and volumes. What
are we doing about institution

building? Where is that contri-
bution which helps people to

develop their skills and ca-
pabilities and contribute
to the organisation? None
of that seems to be hap-
pening," they said in
unison.

"But we have a
very solid perform-
ance appraisal sys-
tem in place," coun-
tered Mitter. "There
is a process for set-
ting goals, reward-
ing performance
and building skills."

"But there is no
transparency in the
system," said one
business head.
"Some people are

considered stars, but
what makes them

stars ?Therefore, how do
I become a star? Do we

have a system that builds
on my strengths and capa-

bilities?"
It was well known in Wel-

case that however good an indi-
vidual's performance, if his be-

haviour didn't match the
company's values, he would not have

a future in the company. But this 'per-
formance versus values' trade-off - assid-

uously followed by all We\case units world-
wide - was couched in ambiguity. As the human

resources (HR) head of Jakarta had said: "We aren't
clear on how to measure performance. We have managers

who are high on performance and low on values, but because
weare always under pressure to perform and meet the number

targets, we defer the verdict to the following year."
Another unit head observed: "the local leadership is under

continuous pressure to prove the unit's worth. This inevitably
leads to certain compromises on values. But we get conflicting re-
ports from business heads which leads us to send conflicting
messages to the performers."

Like many companies with stated values, We\case had evolved
a behaviour charter for its employees. The belief was that growth
and change could happen only when people had certain intrinsic
'values', the commitment to working well in teams and striving for
personal excellence that was not bound by personal growth alone.
An intrinsic part of the performance appraisal system, therefore,
was a continuous evaluation of performance against targets/pre-
set goals and an individual's apparent behaviour against the
stated parameters. Feedback on these 'values' was sought from a
cross-section of the stakeholders in an individual's performance
- his bosses, peers and subordinates among others.

The feedback from the wider work group was actually in-
tended to be used as an input for self-development. But in India,
the parent company had decided to allow business heads to rate a
manager's performance based on this feedback. The rationale
was that since the Indian unit was new and the resource base was
being built up, this information would help business head to
identify the potential of people to build a strong team.

MlITER found this difficult to accept. He felt that the sys-
tem was essentially a tool for self-development which
enabled managers to get an insight into their interper-
sonal relationships. That a unit was new was not suffi-
cient justification to use the score for performance ap-

praisal which could be damaging, he thought. Besides, where
were the organisational parameters against which an individual's
attributes could be measured?

What troubled Mitter more was that there was a huge problem
of how much to communicate to managers. If managers knew
that the feedback was going to affect their growth in the company,
would the exercise degenerate into a 'you scratch my back, I
scratch yours' exercise? "How can we build a more effective way of
ensuring adherence to values meaningfully without some very
subjective feedback impacting an individual's future? Also,
shouldn't the business head already know the deficiencies and
counsel the employee to improve?" wondered Mitter.

The business heads slotted managers in four broad categories:
'high potential' (can grow in a number of roles), 'has potential'
(needs development in specific areas), 'has more development
areas than key strengths' (needs to be watched) and 'low poten-
tial' (must exit).

The appraisal was meant to be discussed by the appraiser and
the appraised. But the feedback Mitter got from various employees
at different levels was that the 'discussion' was too cursory, that
bosses did not spend enough time analysing the appraisal, dis-
cussing the weak points or recalling the successes achieved during
the period under review. "Ifmy boss thinks I don't have very high po-
tential, Imust be given a chance to explain why I think Ihave the po-
tential. It is supposed to be an interactive session, but somehow it is
not doing what it intended to," explained many of the managers.

When Mitter pointed out how the appraisal system was being
abused, the business heads were startled. "What do you mean!"
said one vice-president. "this is a time-tested system that works
faultlessly elsewhere in the world."

It seemed to Mitter that, down the line, the expectations
from HR were different from what the senior management per-
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ceived. The system was so engineered that no one got to know
where he was being slotted unless he was in the 'grow' or 'de-
velop' category.

For instance, Baljeet Singh was slotted in the 'watch' category
last year. When the appraisal was over, Singh got no feedback. But
over the next four weeks, he saw a subtle change in the way his pa-
pers moved, the responses he got and the attitude of his boss. He
noticed that the monitoring was intensive and probing. "Have
you visited the Hosur plant? No? Then you must, I will talk to the
factory manager there .... It is one of the various things you must
do this year," his boss said.

But Singh did not see any reason to visit a plant. He knew his
region had not performed too well, but he hoped to discuss the
reasons at the appraisal. However, that did not happen. His boss
only shook his head and said gravely: "There will always be good
reasons for poor performance, but you have to accept that you
have not performed. We are here to sell, deliver, attain targets; not
give excuses for not meeting targets. These are demanding times,
don't seek protection."

M
ATIERS came to a head when Vandan Palia, vice-pres-
ident (quality control) Kersha Components, a Banga-
lore-based electronic goods manufacturer acquired by
Welcase, decided to resign. Welcase had initially hired
Palia as its market co-ordinator for a new branch in

Hyderabad. The southern Indian market was highly competi-
tive, and despite its best efforts, the Welcase team could not
make an impact there. Subsequently, the company decided to
close down the Hyderabad branch. But Palia had been put in the
'grow' category by a recent appraisal and already scheduled to
leave for a six-month training programme at the company's
plant in the US. So while the others were asked to leave, Palia
headed for the US.

Palia's boss, however, held him responsible for the failure and
consequent closure of the Hyderabad branch. In the next ap-
praisal, he noted that Palia was not a good team player. Palia,
meanwhile, had got excellent feedback during his training in the
US. But when he returned, he was told: "Your team skills are lack-
ing, so you are being put on probation for six months. Your per-
formance will be reviewed after six months."

After six months of hectic activity in the US, Hyderabad came
as a dampener to Palia. To make matters worse, the Kersha work-
ers.were an untrained team andVidyut Parasher, its CEO,was not
pleased at the prospect of keeping someone who had been re-
jected elsewhere.

These were not the-only problems Palia was facing. Even as he
coped with the change, Parasher bluntly told him: "This is a make

,
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or break situation for you. If you don't show results, you are out."
Besides, Palia had to initiate quality improvement in a unit which
had no quality ethos. It was a nightmare for Palia. Little wonder
then that his efforts produced minimum results.

Parasher, of course, blamed Palia for the slow progress and
said that he was incompetent. It all made Palia feel worthless.
What agitated him greatly was the feeling that everyone was judg-
ing his performance.

That was when Palia met Mitter. "I really don't see much point
in continuing like this," he said. "I feel worthless, and I don't think
I can contribute. Whatever I may do or achieve, it will not be
recognised because no body is bothered. They just want me to in-
troduce quality improvements at Kersha. But what support have
they given me to perform?"

He recalled the promise made to him the previous year. "They
told me they would review my performance in six months, but
seven months have gone by and I have no feedback about where I
stand. I don't think I am ever going to make it. I feel let down, I'm
confused ...."

Mitter tried to arrange a meeting between Parasher and Palia
to sort out the matter. But Parasher had his lines ready: "I told you
when he was moved here he was on probation. And he is not
working out." Mitter could see that Welcase had a structured way
of easing out people who did not fit its needs. "I think the time has
come to ask Palia to leave," said Parasher, as if endorsing that fear.

"It's almost clear to me that my boss is deciding my fate," said
Palia. "Parasher will not discuss my assessment report with me. If
a performance appraisal system has to work, it must be a two-
sided affair. Otherwise, it is judgmental and subjective. At least, it
can't be termed an appraisal system."

Mitter feared that if Palia resigned, it could trigger off disaf-
fection in the organisation. Tremors were already being felt, and
although other business heads were less vocal about it, they
themselves were on shaky grounds, because the country man-
ager Baruah did not share his appraisal ratings with them. Ironi-
cally, the business heads also used Baruah's method to appraise
their own teams.

In a way, Pallas meeting with Mitterwas a self-initiated exit in-
terview because he had already found a new job. "I am going, but
ifI don't know how many people have approached you and what
you intend to do about this issue, you do not know how a lot of
others feel," he cautioned Mitter.

Mitter could see that the disillusionment with the appraisal
system was growing within the company and decided to see
Baruah about it. After all, Baruah had worked iri four other coun-
tries before taking up the Indian assignment, and had a good
track record as a people manager and an able leader. However,

Mitter doubted if a solution was at hand. For all his track
record as an able manager, Baruah had not been

able to replicate his skills in India.
Baruah had returned to India after 18years.

He had left the country with certain view
about India and the Indian people. Today, 18
years later, he was seeing a totally different
country. Baruah had said that in as many
words when Mitter brought up Palias case.
"India is not what it used to be 18years ago.
The awe with which we held our seniors in

the early 1980s when I joined as a trainee is
something I don't see now. We literally served

at the feet of our bosses, accepted their every
diktat. None of this 'I disagree with you' rubbish ....
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In America, we don't mollycoddle our managers.
Each one has to prove his worth or face the con-
sequences," he said.

Mitter could see that Baruah was basically
American at heart. That was to be expected;
after all, he had spent the formative years of
his career roughing it out at the hands of ex-
acting American bosses.

"It's taking a while to settle down be-
cause there are so many issues and so many
concerns," began Mitter. But Baruah pooh-
poohed his anxiety and said: "You have to only
tackle the issue. If someone comes and groans
to you about this or that, just address yourself to
the issue. People like to whine and you will be wasting
your time trying to make everybody happy. We are not here to
make people happy. I am here to deliver results to the stakehold-
ers of my parent company. Yes, I am concerned about people,
but, periodically, we must be firm and tell them that this is what
you need to be doing. That is the kind of HR manager we have in
John Carey."

Mitter had spent three months in the US learning the ropes
under Carey. Carey was a very insightful HR person, and truly suc-
cessful. But that was not because he insisted that people put their
noses to the grindstone, but because he had perfected the art of
listening to people. Carey had many views and ideas, but he was
open to debate and discussion, and even willing to change his
views if the argument was convincing enough.

However, Mitter doubted if Carey's appraisal system was
sound in the Indian context - at least the way it
was being used in Welcase. The system slotted people into a ma-
trix without any feedback. A boss needed to tell an individual
whether he was an 'apple' or a 'lemon', and why, felt Mitter. By
slotting people unilaterally to their exclusion, Carey had
negated the role people played in building the organisation.

For example, the business heads did not reveal their subordi-
nates' ratings. But nor did Baruah reveal his rating of the busi-
ness heads. In other words, the malaise permeated through the
fabric of the organisation. Mitter had done an audit of the teams,
attitudes, motivation, mission, values and morale among the
business heads, and arrived at the conclusion that the basic
problem was low morale. His audit had revealed what managers
were saying about Baruah. Mitter knew that the only way to
build the organisation and reap a sustainable competitive hu-
man resource advantage was by revamping the performance ap-
praisal system.

That was easier said than done. Mitter could see that Baruah
came eqiilpped to handle people who travelled on bullock carts,
but was alarmed when he saw them on a bullet train. So, he now
had to do an about-turn and change his mindset by accepting his
managers as knowledgeable, intelligent and capable of taking de-
cisions on their career needs. He had to accept that his business
heads were capable of deciding the growth needs of their re-
sources. Each of them had more than 15 years' experience and
wereprofessionals in their own right. They did not need someone
who would privately slot them as 'apples' and 'lemons', and also
decide what development inputs they needed.

That was exactly what the business heads were also saying. "I
must know what my rating is, why is it so, and what is the basis of
the feedback. And I must be given a chance to explain my posi-
tion. I also want to express what I need in terms of inputs because
Iknow my weak points."

But Baruah was not willing to accept this point of view. As a re-
sult, the business heads were slowly becoming transactional in
their operations. Their work was reduced to a checklist of things
to be done.

WHEN he talked to his bosses in the US, Mitter realised
that there was a genuine commitment to human re-
source development. But they also gave a lot of auton-
omy to their individual country heads. This empower-
ing of unit heads was meant to naturally flow down the

line, felt Mitter. But, in India, it appeared that there were a lot of
roadblocks in the empowering process.

When the annual unit review came up, Mitter received a call
from Carey. "The unit seems to have bettered its targets. That is
very good, but how are the people doing?" he asked.

"The general feeling is that we are not an open organisation
and people are showing signs of demoralisation," said Mitter.

"So, what's the message?" asked Carey.
Mitter paused. Then bracing himself, he said: "Do we follow

the same parameters to judge the performance of the leader-
ship? How do we give feedback to Baruah on his management
style? I understand he has had a lot to cope with - the policy
changes, the price hikes, the new market, the resistance from
certain quarters to the entry of multinationals. But he's not the
only one to suffer. Other players in this industry have been simi-
larly affected. But he has been unable to bring out the best in his
team, which is ultimately responsible for the performance of the
company in India."

Mitter feared thatWelcase could lose good people, or grow a
bunch of yes men, or have people who would put corporate values
on the shelf and focus on getting closer to the country manager.

"He is a good guy," said Carey, "and he is highly regarded by the
president of the company. Look at what he has built in four years.
We picked the best man for India because it is an important
emerging market. So, how do I tell a man who has produced the
best for 22 years that his leadership skills are inadequate? But we
are learning everyday, aren't we Mitter?" Carey laughed. Then he
added: "Just leave it to me, I will find a way."

Mitter's dilemma had just begun. On the one hand, he had
done what he felt was best for the company by sharing his views
on Baruah's leadership style. But, on the other, he felt uneasy
about passing judgement on his boss. He had tried his utmost to
change Baruah's attitude but had failed to make an impact. "I have
supported him at every stage, hoping that he would change with
time. But, by then the organisation would have also changed. Am
I supposed to change him at the cost of the company?" Once
again, Mitter had no answers. .•
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ANALYSIS I: KIRAN KHALAP, AJIT VARMA AND JONATHAN PINTO

Learning Prom Amphibians
Kiran Khalap is the co-founder of chlorophyll brand and communications agency. Ajit Verma is managing
director,]WT Indonesia, and Jonathan Pinto was HR manager, Clarion Advertising.

A
T Clariton, the focus is on the man-
agement of the human process, not
the human resource itself. This ar-
ticulation has led to the defining of
its organisational structure and

people relationships. The CEO's vision for
the organisation and for the human re-
source is to ensure that a conscious effort
is made to help all employees manage
their internal universes. Since it is now
agreed that it's impossible to separate the
self from the role, reconcile the conflict be-
tween the Indian ethos and that of the ad-
vertising industry.

The company has strict parameters to
measure its HR success till the year 2005.
This is a tall order and therefore requires a
strong champion who can even tell the
emperor that he's naked. Ajit Varma, who
heads this role, is attempting to achieve a
balance between the hard business issues
and the soft people issues. His role is to
keep human relationships on top of every-
body's agenda.

For Jonathan Pinto, the CEO is still the
most important human process variable in
an organisation. He has the maximum im-
pact on organisational values and culture.
Together, the three seek to articulate an in-
spiring yet realistic medium-term vision for
the organisation. Their analysis of the is-
sues facingWelcase is presented in the dis-
cussion that follows.

Khalap: A true leader needs to be an
amphibian. He has to be capable of visiting
almost daily an ethereal thing called avi-
sion; an imagined place and time in the fu-
ture, and coming back to earth and to the
present as a manager of reality to achieve
the vision. Baruah obviously is not an am-
phibian. He falls short on understanding
and managing reality. He seems to believe
in a culture of 'demand' and 'delivery,' that
will be delivered by men who are motivated
to do so for unknown reasons.

Vanna: Also, there appears to be a total
absence of a dialogue. The culture is
purely result-oriented, which could lead
to organisational dryness. Apart from in-
creasing attrition, it will inhibit creativity,
team-building, trust and sharing of infor-
mation or learning.

Pinto: But even before we analyse

Baruah, do you think Mitter is over-react-
ing? After all, is there a business problem?
He seems to be saying two things, but
without any factual back-up. One, that the
productivity of80% of the workforce could
be significantly improved.Two, that unless
the organisation quickly adopts a value-
centred approach, in the long term, rot
would set in.

Khalap: I think he is reacting to the
long term ... and wisely so. Even monkeys
can manage a show for half an hour.

Vanna: Maybe the villain is its perform-
ance appraisal system. I see it as quite
mixed up. On the other hand, it seems pro-
gressive with a 360-degree orientation. On
the other, it seems to be obsessed with the
scorecard: 25 out of 50?Class D.

Pinto: I agree. I fail to understand the
logic for tampering with the international
model (of appraisal) on two counts: the in-
clusion of the self-development format and
the lack offeedback for the weaker perform-
ers. It seems confused between 'perform-
ance appraisal' and 'performance improve-
ment'. If it is improvement it is seeking,
two-way communication is of paramount
importance, starting from the top.

Khalap: That again stems from the
company's inability to handle the dis-
agreement with the leader. Why does Mit-
ter have to depend on his boss Carey to
communicate the problem?

Vanna: I don't think he needs to. 1think
Mitter should realise that overcoming re-
sistance to change is part of the human re-
source head's job description. If Baruah is
indeed 'good at heart', Mitter should find a
way to convince him.

Pinto: I'm not very sure. 1 empathise
greatly with Mitter. His worst enemy is
Barua's 'I know it all' attitude. Unless
Baruah sees clear, tangible data aboutor-
ganisational deterioration he may not be
open to change.

Kha1ap:Wait, wait, wait... as a creative
person, 1don't agree. My article of faith is
that for every problem there is a solution.
There has to be some tool or technique
which can re-configure Baruah's mindset.

Varma: 1would create a case based on
Baruah's pet subject. If he is balance-sheet
oriented, I would quantify the cost of re-

CASE STUDY SPECIAL ~ BUSINESSWDRLD 2004

hiring senior professionals if they quit due
to culture issues. Ifhe is an organisational
development fan, 1would conduct, prefer-
ably through an independent party, a 'cli-
mate survey'.

Pinto: The other issue is one of culture-
building. Baruah has plucked 15-yearveter-
ans from Indian industry. How carefully
were they recruited? Were psychographies
thought through and considered while hir-
ing? Further, what steps, ifany, have already
been taken to institutionalise a culture?

Varma: Being an MNC, 1am sure Wel-
case has its values and mission statements
hung on every wall, but I don't know if the
management's behaviour is in line with
them. It's managing by expediency. I'd love
it if Mitter explained to Baruah that beau-
tiful model about a present day leader's
role (see chart).

Khalap: You are absolutely right
Varma. It is the CEO's business to explain
the 'why' of a chosen culture. For instance,
1would tell all my colleagues why I have
chosen a path of 'management by princi-
ples' rather than 'management by negotia-
tion' since 1believe it delivers clarity in the
long run, it empowers them more, it helps
in speedier decision-making and conse-
quently the happiness coefficient would
be higher.

Varma: Another factor operating here
is the cloning of the leader. 1believe it is in-
evitab~e. This happens even if the organi-
sation is reasonably large and geographi-
cally scattered or if the leader is a
larger-than-life figure. So, the managers
are probably unconsciously mimicking
Baruah and his slam-barn-deliver-or-be-
damned method.

Pinto: While 1agree, 1think 1would be
concerned if diversity of thoughts and
ideas are getting sabotaged.

Varma: Of course, but again, it boils
down to the leader being concerned. It is
the leader who must be aware that he is
under close scrutiny and all his actions
would be replicated down the line. So, if
he wants to encourage debate he must
himself be democratic.

Kha1ap: I think democracy is context-
specific. At a time for action, 1would take
the decisions unilaterally and explain my-
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there is a 'fire inthe building', discussions
could be counter-productive.

Pinto: The other difficult area here ap-
pears to be transparency. While we've dis-
cussed the importance of two-way feed-
back, a deeper problem could be fuzziness
in setting objectives and key performance
indicators. This leads to confusion about
whether or not results have been achieved.
Also, the weightage given to softer issues
seems to be at variance with what is pre-
scribed in practice. This could reinforce
the 'ends justify the means' mentality.

Khalap: So, are you saying that we are
in a tenuous way reflecting the fundamen-

tal split? Western reductionist theory ver-
sus Eastern holistic approach? Western
belief in formulae versus eastern trust in
the unknown? I believe progressive West-
ern organisations are now seeing the logic
(that's a contradiction in terms) and ap-
plying the holistic principle ... are they?

Pinto: Quite so. But the organisation
must be at a stage of evolution to handle
such a drastic change, or it might create
chaos. At this stage, I would prescribe a
balanced approach, which may not lead to
dramatic improvements but will also not
go terribly wrong.

Varma: What about other mechanisms
to ensure greater transparency?

Pinto: I would suggest Mitter play the
independent judge. The departmental
heads should be able to convince him
about their merit increment and promo-
tion recommendations and he should try
to ensure impartiality and consistency.

Khalap: To summarise, there appears
to be a problem at Welcase. But only in
communication, or the lack of it, Baruah
seems to be taking a little time to adjust to
his new environment. However, all av-
enues to effect change are not closed to
Mitter. He has to find a way to help
Baruah understand the problem with his
approach. It could be the turning point:
for Welcase and for Mitter's career. _

ANALYSIS II: ACHAL BHAGAT

A Dehiring Tool
Achal Bhagat is a psychiatrist and psychotherapist at Apollo Hospital, Delhi. He works as an organisation
analyst, helping organisations deal with issues of mindset. He also heads a voluntary body Saarthak.

When you try and find the dissimi-
larities between apples and
lemons, you automatically con-
sider many attributes. You see
size, colour and shape. But most

importantly, you distinguish them on the
basis of your experience of their taste. The
important point, however, is that you are
basing your decision on a memory of the
taste of another apple and another lemon,
not the ones you are considering at that
point of time. When you assess people's
performance, the same principles apply.

You have to consider more attributes
than the one that is most prominent. The
same managerial attributes interact with
the environment and may be useful in
some situations but not in others. Ifyou see
a fat manager whose spontaneous wit ob-
structs meetings, you have to also assess
whether the same attribute helps him to be
awonderful customer services person.

You have to exclude your biases that
arise from your past experiences with
similar people and also your experiences
of the same person in the past. The fat
manager should not then be an object to
despise because your maths teacher was
fat as well.

In performance appraisal, the feed-
back loop has to be circular for the process
to achieve its goal of increasing motivation
in the organisation. You have to listen to
people about their performance, agree or
disagree with their self-assessment, giving
reasons for your disagreements. Then you
need to give them a chance to respond to

your feedback. The feedback should be di-
rectly linked to a consequence. The obvi-
ous consequences are setting goals for fur-
ther growth, rewards for past achieve-
ments and disincentives for some unhelp-
ful behaviour.

The Welcase management, including
Mitter, was violating all three principles of
performance appraisal. Let us see how.

Decisions on feedback scores were be-
ing made on one or two prominent dimen-
sions. These prominent dimensions could
be euphemistically called values. The dis-
advantage would be that the organisation,
over the long run, would only have behav-
ioural clones of Baruah's image of an
American manager based in India. People
not fulfiling the requirements of this in-
complete concept of a manager would be
labelled incompetent. It would force peo-
ple like Palia to look elsewhere. For exam-
ple, Palia's emerging potential in the con-
text ofWelcase and many past feathers in
his cap were overlooked because of such
labelling. Performance appraisal thus be-
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came a dehiring tool. If such an impres-
sion stays, an appraisal system could de-
stroyeven the most well-entrenched team.

The halo effect also worked in Baruah's
'appraisal' by Mitter. Mitter assumed (per-
haps, because of his past experience of
Baruah) how Baruah would respond to the
feedback from him. He passed on the feed-
back to Carey, who promised to bring it up
with Baruah. Thus, Mitter did not give
Baruah a chance to respond to his ap-
praisal. He might have benefited from the
open communication that Mitter seemed
to be espousing for the rest of the company.

The question "have you visited the Ho-
sur plant?" a week after your appraisal is.
more likely to demotivate than rev you up
to improve your knowledge of operational
systems in the company. The same assess-
ment done in a sensitive manner, where
the appraised person feels his side of the
story was heard, could lead him to strive
harder and achieve. A good film director
never gets actors to mimic his acting. In-
stead, he just explains the scenario to
them, makes them experience what the
character is feeling and they then get an
Oscar for him. If you feel in control of your
goals, you achieve them better. If, how-
ever, the targets seem to be external, you
do your best to be heard. This creates a lot
of unnecessary 'noise' in a smooth-run-
ning organisation.

Criticism can be ignored as unreason-
able, but actively listening to feedback
allows the person to set reasonable goals
for himself. _


