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What is performance management?
Performance management can broken into three areas:

1. Performance planning

2. Performance measurement and appraisal

3. Performance feedback.

Performance management is more than just performance appraisal. The aim of performance management is not only to improve and develop the performance of the employee but also to incorporate the values of the business. It is important that the employees understand what is important in your business so they can understand the way you want to run your business, e.g. always having a clean farm dairy and tidy farm.

 What is performance planning?

“Lets people know what is expected of them”. The objective is to ensure individual performance objectives are linked to the business goals. 

The planning process emphasises that all areas of accountability are agreed upon before the employee starts. When agreeing key areas of accountability all parties must communicate and:

· Agree on objectives 

· Agree on standards and targets

· Agree on measures for these standards

· Agree on priorities and timeframes

How to do performance planning

The first point of reference of performance planning is to work through the job analysis process illustrated. 



What are performance measurements?
Performance measurements or KPI’s (key performance indicators) can be either objective measures or subjective measures. When setting  performance measures or KPI’s they must be all SMART: Specific, Measurable, Achievable, Realistic, Timetabled.

What are objective measures?


These are direct quantitative measurements on performance and outcomes. These measurements are easily quantified. The answer yes or no whether the objective was reached. They can include such as areas as:

· Milk grades

· Mating results

· Financial results 

Table 1: An example of SMART measure for milk grades.

	Specific
	Measure
	Achievable
	Realistic
	Timetable

	Milk quality
	No financial penalties occurred
	The farm dairy always to have continuous supply of cleaning products and clean water 
	The property has been grade free for the last three years
	To be monitored monthly


What are subjective measures?


These are areas where measures are qualitative judgements by the appraiser. These are often areas when you are judging an employee’s attitude and behaviours for tasks: “you have to walk the walk”. 

To be effective the person appraising must be knowledgeable of and/or have observed the behaviour. Areas where subjective measures are often used are

· Cleanliness

· Attitude to other staff members

· Stockmanship

· Communication with employers.

As these are subjective measurements it is vital at the performance planning stage, when all parties agreeing on the measurements have clear understanding on the standards that employer requires. This helps in employees understanding the values of the business.

How to implement subjective measures

It is possible to accurately and consistently measure subjective things by a:

· Check list of statements

· Forced choice checklists

· Rating scale

Examples of subjective measures

Ranking systems

e.g. how well is the staff member communicating with the rest of the teams. Circle the value which is considered most suitable.

1          2         3           4          5            6             7

Poor                                                                  Excellent

Forced statements

e.g.  cleanliness.

	Never
	Rarely 
	Sometimes
	Almost always
	Always

	
	
	
	
	

	
	
	
	
	


Forced choice statements

e.g. stockmanship. Tick the boxes that are appropriate. 

	Displays empathy for stock
	Looks for signs of ill health
	Walks cows slowly at own pace
	Is considerate of cows in the yards.
	Handles udders with respect.

	
	
	
	
	


What is performance feedback?

Performance feed back is more than just appraisal.  It can be either informal or formal feed back. It is specific feedback on behaviour and actions that can be changed. It is specific to both the employee and employer. One of the most important factors is that it enhances the relationship between the employee and employer. Another term used for performance feedback is coaching. 

What is coaching?

Coaching is a face-to-face meeting between manager and staff member. It follows a set agenda, which is documented so that progress is monitored for both objective and subjective measures. It should occur on a three month basis and the meetings should have the highest priority so that both parties understand the value of the meeting. When farm staff start in June then it should occur in August. Due to the workload at this time a coaching session is put off until later in the year. Due to Christmas and New Year this is then put off. By this time if there are issues festering they could have grown to large problems. 

By having coaching sessions on a regular basis is also a chance to talk about the goals and aspirations of the staff member so that the manager has an idea of where the staff member is heading. (e.g. How long they would like to stay, are they happy with their role, where do they see themselves in the future?)

Don’t underestimate the value that staff put on having one on one time with their manager. As farms have become larger it often hard to spend one on one time with employees.

When documenting the feedback, get both parties to sign them off and give copies to each. A formal coaching session may be called earlier if there is a serious non-performance issue.

Remember, the objective is for both parties to feel comfortable so that they can communicate easily. For many staff, when they are told they are having a coaching session they can feel quite threatened. To make the process less formal call it something else. (One farm calls it cup of teatime with chocolate biscuits.) 

It is important if you are going to set both objective and subjective measures that you put the time into coaching sessions. Only by discussing openly on a regular basis will your employees understand what is expected and why it is important to your farm business.

Workshop summary

Questions

· What number of objective measures to set? Depends on the position and role of the person, i.e. junior staff member would have less measures then a manager, and on the values of the property and what you want to achieve.

· If an employee achieves the targets you set, where is the ongoing motivation to continue to achieve? If they are going really well and you can’t offer them any further responsibility and they need motivation for them to continue to achieve/succeed, then perhaps it is time for you to help them make a career move.
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