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Measuring work performance

Assessments tools, whether in-house or outsourced, are increasingly being used to enhance employee output

Smita Joshi

have hired the right people and trained
themtodotheirjobs, youdonothavero
spend time or energy measuring their per-
I’nnnance The truth huwever. is that you

IT may be tempting to believe that if you
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In order to build upon thar foundation
and continually improve performance,
there is need to help employees grow and
leam. It'scrucial foran organisation, there-
fore, to implement a well-designed, mea-
SUTEMENtProgramme.

Measurement is basically a sampling of
current performance. It is compared to a
desired resulttoseeif the objective isbeing
met. Companies, departments and people
measure to see if they are able to accom-
plishtheirmission. Withoutmeasurement,
we would not know if we are proceeding
correctlytoachieve ourmission.

According to experts, if the companies
do not measure the various aspects of em-
ployees’ performance, they are likely to
find that even their star performers will
starttoshowdecreased motivation.

Intheabsence ofan effective measuring
and coaching programme, metrics and
feedback become arbitrary, overly subjec-
tiveand inconsistent. Notonlywill thisbe a
strong demon|\amr im the group, hut it
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AccordingtoasurveydonebySHLIndia
PviLtd, a company specialising in psycho-
metric solutions and 360-degree tests
where the opinion of an employee’s col-
leaguesincluding juniors istaken into eon-
sideration—in India, nearly 60% of the
org; isations use any tools—
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agers, tomeasure the performance of their
employees. Among the tools used for em-
ployee development, competency assess-
ment is the most common tool and 360
degree, theleast,

YVL Pandit, MD of SHL India, said: “As-
sessment tools provide invaluable infor-
mation about a candidates abilities,
personality and motivation, and you will
be able to assess whether the candidates’

competencies match the competencies re-
quired forthejob.”
In India, some cnmpanws prepare as-
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toolsin-house
source the assessment work to consultants
outsidetheorganisation, Employeeassess-
menttoolsaredesigned toidentifyaspecif-
ic set of skills and competencies for a

son.ablhwtest will cost Rs 500 and semng

centrethati

personal:rv assessment for senior-level re-
[ and tools like personality map-

dumng ablll[)' test, personality question-
naire and stimulation exercise—role play,
case study presentation and in-tray exer-
cise—costsRs60,000to Rs 65,000 formid-
and-senior Jevel executives and Rs 20,000
toRs25, OOOFurJuniurcxecurives
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specific role or level in the organisation
Different sets or combinations of tools are
useddependingontheroleorlevel,orwhat
theorganisationislooking forinanindivid-
ual. Asthetoolsareonly focused oncompe-
ancies, posonal bias 15 eliminated
ensuring transparency and faimess in the
ASSESSMENT Process,

According to Pandit, “A | lity

volves pS\'LhO]OglstS psychometricians
and research along with elaborate study of
reliability and validity of the tools, accord-
INgioexperts.

Ashok Leyland, the country’s second
largest commercial vehicle maker uses a
rrux ofboth—prepare assessment too]s in-

questionnaire will cost Rs 1,500 per per-

ktocon-
sultants outside. The company uses

ping, 360-degree assessment and case
presenmtzon for internal assessment. De-
{ T ificsaboutthecostbene-
fit when the work is outsourced and done
in-house, JN Amrolia, executive director-
HR, Ashok Leyland, said: “We do not see it
asa cost but as an investment towards the
development of in-house expertise and ca-
pabilities. Outsourcing assessments espe-
cially for senforlevel recruitment is
expensive but the cost is negligible consid-
ering the impact a wrong selection can
haveatthatlevel.”

Similarly Intelenet Global Solution, a
Mumbai-based BPO develops assessment
tools in-house and conducts the tests in-

house for the candidates’ recruitment and
annual performance management. How-
ever, for the accelerated carrier develop-
ment programme for its employees, the
tools are ed. “We be-
lieve that one of the critical success factors
for delnremg value 10 our Customers and
achi quality and calibre
of people thsta.re recruited,” said Manual
D'Souza, executive vice-president, human
resources, IntelenckGlobal Services.
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focused. “Afnrmalappmsalpmcesswmn-
ducted once ayearalong withquarterly re-
views to discuss the progress made on
accomplishment of tasks, identification of
developmental inputs, support needed
and tospur on performance by reinforcing
desired behaviourand counselling on neg-
ativetraits,” D'Souzaadds.
Ammdmg o industry expcrrs most
fally
fnr assessmg their senior- ]ml executives
isin-depthand com-

plex And dlﬁmn:mo]sarzused fordnﬁ‘er
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Amrolia is of the mewdm “Theasess
menttoolsprovideanopportunitytogetan
added perspective on an individual em-
ployee or a potential employee. Secondly,
thesetoolsareideal toidentifylatent talent
or capabilities of individuals particularly
when the current job does not offer the
scope for expression. Thirdly, employees
have to be assessed aeross various func—
tions, th needforace
yardvnck and that's again where assess-
menttoolscomeinhandy,"headds.

Other areas where these assessment
tools play a key role are future leadership
skills' identification, for assessing certain
‘soft competencies’ and for assessing roles
that are ‘different’ from their current role.

However, nearly 40% of the organisa-
tions in India do not use any assessment
tool. Experts mentioned that there was a
common perception that most assessment
tools available inthe market did not assess
uun‘Mmover itisfeltthattools a.reexpen
swcand are not essential as results can be

toals.




