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EXECUTIVE SUMMARY

Law anforcemant agencies, not unlike so many other modern-day
organizations, are striving to incorporate their current goals and
expectations with those of their employees. Although this struggle is not a
new one, it appears that the coupling of today’s diverse problems with the
future’s potential dunamics, will likely create even more significant
challenges. This is particularly true in the area of performance appraisal
suystemss where there is an absolute necessity to take into consideration and
balance individual and organizational needs.

Research in condunction with this prodect sugaests that customary
performance appraisal systemwsz are bilased. inaccurate, and demonstrate
inherent rater error and that this situation has led tu considerable
dissatisfaction on the part of both employees and agencies. Additionally., as
a consequence of costly litigation, top management has applied pressure on
supervisors in order to try to have them avoid giving controversial
evaluations. Most supervisors, who abhor the whole appraisal process anywauds
take the easy way out and simply rank their emkloueses "satisfactoru”. As 2
result, the organization not only has a morale problem, but it suffers from a
lack of wvital personnel information +that is essential if appropriate
management decisions with regard to promotions, transfers, or discharges are
to be made. Indications are, however, that thzse problems can be overcome
with proper attention to the appraisal procgess versus emphasis on  the
evaluation form.

Drawing from the outcomes of a literature search and the findings of
this project’s questionnaire. it was determined that if & performance
appraisal system is to be effective it must have certain key components. If
these crucial elements are not present, the performance appraisal system will
fail to meet the needs of individuals and organizations. In addition, for
the Tuturs, attention must oe given to the Torecasted diverse compositicn of
the future’s work force, in order to ensure that aeproaches to performance
appraisal activities are designed in such a way that they are sensitive to
this new work force and can be readily adapted to its varying idiosuncrasies.

0f special notey a panel of expertsy brought together specifically for
the purpose of identifuing trends and events that might affect performance
appraisalsy found that no one specific trend or event will dramatically
influence the issue.

Taking into consideration all of the abovey scenarios depicting the
besty worsty and most likely cases were developed and strategic and
transition management plans were also designed.

Overalls this project shows that in spite of anticipated obstacles, an
gffective performance appraisal system can be created in such a wad so as to
benefit hoth (Cslifornia law enforcement officere and their respeciive
organizations in the year 200@.




INTRODUCTION

Throughout history, people have evaluated one anather’s performance and
measured it .against established codes of behaviors morals and values.
Perhaps the most famous performance appraisal of all timeg was given by God
to the corrupty idolatrous King Pelshazzar. Written on the wall of
Pelshazzar’s palace were the words: "You have been weighed in the balance
and found wanting." ' Clifford E. Jourgensen traces the evaluation process
back as far as 220 AD. He quotes an old Chinese philosopher, Chen Yu: “The
imperial rater seldom rates men according +to their merits, but aluways
according to his likes and dislikes.'®

As procedures and processes, performance appraisals in  government have
been in existence in one form or another for many uears, Agencies at
federal, state and local levels have been conducting ratings, evaluations,
assessments and appraisals of work force performance for at least 9¢ geaw5.3
Prior to World War II, futile attempts were made to design and implement a
satisfactory appraisal system. For example, in 1B4Z, Congress passed a law
requiring the head of executive departments to make a uyearly report
evaluating whether or not each clerk had been effectively employed ar *. . .
whether the removal of some to permit the appointment of others would lead to
a better dispatch of the public business®y and in 1879, the U.8. Pension
Office attempted to measure their emplouee performance by counting the number
of errors they made in & year, by each individual.®

From 1950 to 1978 several laws were enacted in an attempt to regulate
and uepgrade performance appraisal processes. In 193@, the Civil Service
Commission enacted the Performance Rating Act and in 1964 the Civil Riahts

Act was made law. It wasn’t until 1978 however, that any significant




changes occurred.

In 1978, the Civil Service Commission found that the Performance Rating
Act of 1958 was ineffective, This was brought to light by federal, General
Accounting Office reviews that showed that more than ninety percent of all
performance ratings tended to be *satisfactory’. It was noted that this

satisfactoru rating problem occurred regardless of the form u‘cilized.5

As a consequence of these findings, the Civil Service Reform Act of 1978,
entitled Performance Appraisals was established. Under the Reform Act,
appraisal sustems are to form the basis for ". . . decisions to train,
reward, assigns promotes, demote, retain, or remove emplouees (for reasons
other than misconduct.")6

Current performance appraisal processes attempt te satisfy existing
laws while, at the same time, meet the ever—changing needs of the individual
and the 6rganization. To do thiss performance appraisals have fallen into
bagically tftwo areas of emphasis: administrative and infoﬁmative. The
administrative categord includes put is not limited tos performance appraisa.
purposes having to do with decisionz of promotion, transfer, discharge, etc.
The informative category includes, but is not limited to such purposes as
informing the emploues of his/her Jjob pesrformance. supervisor evpectations,
etc, Numerous.purposes and activities are involved in both areas and will
be fully discussed later.

According to this project’s recent survey, the law enforcement
performance appraisal process consists of an annual written review of work
performance with determinations relative to the employee’s quantity and
quality of work. Ordinarily, the format consists of a combination of check-
off boxes and a narrative. The supervisor then gives the employee the form
to review in an interview-type session. Tﬁis grxchange usually tales betuwesn

10 to 48 minutes. Goals may also be established at this time by the

e




supervisor and the subordinate. (See Questionnaire Section)

For many yearsy performance appraisal systems and processes have been
discussedy studied, experimented with, developeds; implemented, discarded and
re~implemented by private industry, the military, and most public agencies.
An extensive literature search has shown that these efforts have led only to
frustration, and have noty to dates produced what might be called an "ideal®
system.7 It has been shown, howevery that certain performance appraisal
elements and componentss; in the right combinationy are likely to produce an
effective and meaningful evaluation sustem. Overall, the system must be
relevant, practical, sensitive, reliable, and acceptable.® The literature
also shows that there is a real demand for analysis, coupled with
gxperimentation, recommendations and commensurate change.9

This project attempts by the gathering of information from discussions,
manual and electronic literature searches, written response surveys and trend
and event projectionss to describe a performance appraisal system that
integrates the needs ard goals of both thes organization and the indivigual
for the gear Z008. Some aspects of the future’s changing work force,
organizational structure, technology, economy. social trendss environment,
politices and legal issues. are inter-related with the demonstration of an
effective and meaningful performance appraisal system and are;s; therefore,
addressed as applicable.

The term 'employee” used in this project, refers to the rank and file
police officery, also commonly known as traffic officery, deputy sheriff,
patrol officer, agent, or etc. Police officers were selected for the
"emplovee” group, as they constitute the largest single group of employees in
law enforcement today who are evaluated based on similar criterias and are

10

laragely responsible for accomplishing the goals of the organization. The

term "supervisor® used in this projecty is synonymous with and refers to the




rater or appraiser,; regardless of rank or title, who is responsible for
preparing the performance appraisal for the police officer. The term
employee is synonymous with subordinate, officer, or ratee.

Although primarily applicable to law enforcement organizations, the
results of this project may be useful for any organization that is looking

far a system ve. a "form" that will meet future performance appraisal needs.




METHODOLOGY

Utilizing electronic and manual literature search resourcess, written
response surveys and personal discussions, information was collected
cuncerning many aspects of performance appraisals for the past ten years,
The literature search covered the fields of business, management, hospitals,
schoolss militaryy fire service and law enforcement. Questionnaires uwere
mailed or given to 148 ilaw enforcement administrators, Discussions uwere
held with many law enforcement administratorsy, a hospital director of human
resources, personnel directors of several hoseitals and business people.

Aiter collecting the data, the following was accomplished:

1. The history of performance appraisal sustems was traced.

Z. The functions and purposes of performance appraisals were identified.

3. The legal aspects of performance appraisal systems were determined.

4. The importance of performance appraisals to organizations and individuals
was determined.

5. Methods, procedures and types of performance appraisals were evaluated.
b. The essential components/elements of performance appraisals were
identified.

7. The role job descriptions play in helping to create objective performance
appraisals was determined.

8. The importance of mutually agreed upon performance standards, as they
relate to performance appraisals was determined.

9. The necessity of self-evaluation in the performance appraisal process was
determined.

1@. The part goals blay in the performance appraisal process was determined.

L




i1, The strengths and weaknesses of current performance appraisal systems
and possible solutions for a workable system in the year 2008, were
determinad.

12. The perception of supervisors and employees regarding the performance
appraisal process was determined.

13. The value of performance appraisals on motivation and productivity from
a law enforcement managers’ perspective, was determined.

14, The impact of fraining and rewards on the performance appraisal process
was determined.

15. The purpose of performance apprailsals as to how they fit intoc the total
organizationxl purpose was clarified.

14, The importance of top management commitment to a performance appraisal
system was determined.

i7. The affect of technology on the performance appraisal process uwas
determined.

18, The future role of the supervisor in the performance appraisal process
was determined.

i9. The affect the reduction of middle management may have on the
performance apepraisal process was considered.

28. The affect of the future work force on the performance appraisal
Process, ie. ethnic mix, values,‘ customss demographicss work ethic,

compositiony etc., was determined.

Z21. Based on samples performance appraisals and feedback solicited from numerous

agenciess; it was determined if any one system was thought to be "ideal".
22. The following instruments were developed:

a. Ouestionnaires for law enforcement survey

b. Trend evaluation form

c. Event svaluation form

&




d. Cross impact evaluation form
e. Graphs to depict trends and events
. Letters to law enforcement administrators

g. Letter to NGT group

h, Planning system farm

i. Commitment planning form

Utilizing manual and electronic literature search techniques: past,
present and possible future trends and events were analuzed. This analusis
concentrated on how these trends and events will impact values, attitudes and
gxpectations of incividual employees toward their organization and  toe
organization toward its employees.

A auestionnalre was designed and distributeo to 148 law enforcement

administrators, Bu filling out the questionnaire, sacn respongent descrihed
his/her agency’s current performance apepraisal system and what the
performance appraisal process shoulc look like in thet agencu. in the  usay

2P@e@. (See Questionnaire Section)

Trends coliecteds as & result of the above activities, were then
arouped into the folliowing categories for future’s forecasting anc
pro.jections
i. Changing work force
2,  Organizational structure
3. Technology
4, Economy
3. Social values
4. Environment
7. Politics
5. Legal issues

A grour composed of representatives from businessy law enforcement, and




hospital administrations was brought together. (See Appendix C) Utilizing
the Nominal Group Technique, hereafter referred to as NET" (or a structural
group process which follows a prescribed sequence of steps, namely:
1. individual generation of ideas in writing; Z. round robin recording of
ideas, 3. serial discussion for clarifications 4. preliminary vote on
items, 5. discussion of preliminary vote, and 4. final vote)y, a list of
38 trends which may affect performance appraisals in the year 2008, was
developed. {See Appendiy D) Five frends that were felt to be the most
important; were identified.

Using tThe NGT and the same group described aboves 14 events That mav
pcour  in the future and affect law enforcement performance appraisaiss were
identified. {(See Appendix B) The grous then selected the 3 most impartant
events and thereafter. determined the probability factor. in percentages. of
these events actually occurring by the-gear =Rea. The group also gave its
best forecast of the uear the event would most likslg occury if if occourred,

A cross impact evaluation on the probabilitu factor of trends vs. events and

i}

gvent-on-event was then completed. (See Exhibits & and 7 respectivelurl The
final results are based on the median average.

Subseauent to the above. three scenarics were prepared utilizing the
probability criteria based on the trend and event projection. Each scenaria
wags then evaluated and the desired future scenario was selected.

Thens organizational policies and procedures which could directly or

indirectluy affect the desired change in the performance appraisal proces

i

were analyzed and the following was determined:
i. Some new policies and procedures must be developed fo implement the
desired chanagsi{s) in the performance aperaisal process.

Training programs will be necessary to educate organizations and

P2

individuals to the new praocess.




3. Organizational climate must be changed in order to overcome barriers to
the new prucedurefs), such as:
a. Management reaction that change only means more paperwork and time
commitment.
b. Work force reaction that change is unnecessary because "it’s always
been done this way".
C. To ensure that the required action is formally recognized and
rewarded.
&, The affect employee organizations will have in making performance
appralsale into pargaining issues,
Strategic and fransition plans were then developed to facilitats
implementation of the change(sgl, and move the organization from its peresent

state to the desire future state.




RESEARCH OQUTCOMES-

A literature search was conducted to identify pasty present, and future
performance appraisal systems, processes,; and procedures. The review also
included collecting information on the future’s ~work force, management
structuresy and technology, insofar as they relate to performance appraisals.
This was done bath electronically and manually. The electronic portion was
conducted by the firm "Information on Demand", and covered more than 668
business and management pericdicals world-widey, and global health planning
and administration data bases. and the National Criminal Justice Reference
Services which covered nationwide criminal justice periodicals. For a
complete liet of periodicals and abstractss see Bibliography. The manual
portion of the search was ﬁone through the Peace Officer Stftandards and
Training, State of California, and San Diego State University Libraries.
{See Bibliograrhy) The electronic part was confined to the last 5 years and
the manual to the last 10 years. As a result of the above activities, over
50 articles and 20 books were selected for further study. The research
outcomes section that follows includes a description of pertinent segments of

the entire review and isolated study activities.

DEFINITION OF PERFORMANCE APPRAISAL

Strictly speaking, a performance appraisal is an opportunity for a
sypervisar to review and discuss with each subordinate, his/her past
performance and, based on the conclusions reached, agree on a plan of action

and/or priorities for the forthecoming perind, A parformance appraisal is

o

a two~way dialogue between the rater and the ratee about the ratee’s .job

performance. 4 review of accomplishmentss it usually compares job results




with previously established standards or goals. Not only does the effective
appraisal provide a clear picture of the acceptability of performance, but
it also improves performance by identifying areas in which improvement and
growth are necessaru.11

Due to employee reaction against the term "efficiency rating®,
rerformance appraisals have come to be known as *personnel rating reports®,

"performance evaluation reports®, "performance appraisals'y or simply,

"evaluations” or "appraisals”.

IMPORTANCE OF PERFORMANCE APPRAISALS

4 process of evaluation is necessary for any sort of understanding and‘
communication between a supervisor and a subordinate. In the job situation,
the performance appraisal is equally important to both the employer and the
employee.12 People want and need feedback about how well they ares doing with
their jobs. Some studies even support the idea that the individual’s
performance of his/her work is positively affected when vreal performance-

related feedback is given.13

Performance appraisals can also make
performance information more readily available and can help to make sure
people know what is expected of them.

Effective performance appraisals are a pust if an organization hopes
to make appropriate use of its human resources. Emploueses must be able to do
the work they are assigned in an effective and efficient manner and
supervisors must be able to predict who in the organization can be advanced
in terms of more or different mork;14

Most law enforcement agencies continue to use performance appraisal
systems to make important personnel decisions concerning salary  increases,

Job  assignments, praomotions, disciplinary actions and in some cases,

terminations. (See Questionnaire results)




Performance appraisal systems are an important planning, organizing and
controlling mechanism for personnel management.15 Their importance stems from
the view that an efficient system will enable an organization to draw up a
balance sheet of its human potential at any time, and thus, open the way to
better planning for the selection, recruitment and training of its
employees. Further advantages to an effective system inciude having an
efficient policy of transfers and career deveiopment.151n summary, the
importance of employee appraisals is evident in all areas of organizational
activity. They expedite employes development, help identify approeriate
lateral transfers and promotionss serve as tools in evaluating organizational
hiring and training policies, and act as measurements for merit increases.
For many organizations, their most important contribution is improvement in

management-emplouee communications.17

HISTORY/PERFORMANCE APPRAISAL LAWS

Throughout history, people have evaluated one another’s performance,
and measured it against established codes of behavior, morals and values;

As a procedure and a process, performance appraisals in government have
been in existence for many years. Agencies at the federal, state, and local
levels have been conducting ratings, evaluations, assessment and appraisals
Df workforce performance for at least 9@ years.18

Modern—day performance appraisal efforts began in earnest, in 1958,
with the creation of the Performance Rating Act. This, however, proved to be
lacking, as evidenced by the General Accounting Office reviews conducted just
prior to 1978. The recommendations from those studies led to the Civil
Service Reform Act of 1978, the primary, 'moving" document for the B0’s.

Prior to the enactment of the Civil Service Reform Act, or abbreviated

CS5RA, some case laws relevant to performance appraisals were decided.




In 1973, Brito vs. ZIA Company ordered that formal performance evaluations
must be based on identifiable criteria related to the quality and quantity of
work performed and these appraisals must ‘be supported by some kind of
record. Wade vs. Mississippi Cooperative Extension Service (1974) gave
that performance appraisals based solely on ratings of such general
characteristics as leadership, attitude, appearance,; personal conduct,
ethicsy, loyalty, etc., were unacceptable. Albermarle Paper Company vs.
Moody (1975} determined that the critical requirements of a Jjob must be
developed following a valid .ichb analysis and before selection criteria are
established.19 In summarys performance appraisals must be based upon  an
analysis of job requirements as reflected in performance standards.

The C8RA introduced a new system of perfaormance appraisals for the
federal service which required agencies’ performance appralisal systems to
provide for:

i. Encouragement of employese participation in setting performance elements
and standardsy

2. Use of performance standards as the basis for appraising employee
performance,

3. Communication of performance standards and critical Jjob elements to
employees at the beginning of the period being appraised, and

4. Help for employees in order to improve their performance through coaching
and counseling by the manager/supervisor.ao

In addition to the above, the CS5RA of 1978 requires certain crucial
performance appfaisal ingredients be present, as follows:

1. Timetables for identification and agreement on the set of program
objectives and performance indicators on which programs can be held

accountable.

2 Requirements for program managers; within an agreed-upon period of time,




to identify and get policy level agreement on the set of realistic outcomes-
oriented program objectives and performance indicators on which their
programs will be held accountable,
3. Requirements that program managers, within an agreed-upon period of time,
produce documented evidence on the extent to which his/her program is being
implemented satisfactorily and is producing the intended results, and
4. Directives that will permit federal agencies to use pay and other
incentives to recognize program managers and their staffs who excel in
clarifying program goals and in demonstrating improved levels of program
performance in terms of pre-determined indicatcn"s.e1

Although the 1978 Civil Service Reform Act is presently binding only on
federal agencies, the literature suggests that future legislation will soon
create an umbrella to include all local and state governmental agencies.
As & consequencey; this will have a major impact on law enforcement
agencies.22

It is reasonable +to expect that judicial response to performance
appraisals will also have substantial repercussions for public organizations.
The need for standardized treatment of employees, and even possibly the
preference of suystems that allow the individuals being svaluated to respond
to their ratingsy will be stressed. The above could arise out of the
following:
i. New rights for individuals who interact with public agencies, whether in
the roles of clients,; public employeesy or "captives’ such as prisoners.
Z. The massive curtaiiment of traditional immunity for public administrators
as a result of civil suits growing out of their official responsibilities.
Todays & bureaucrat is likely toc be liable for any breaches of an
individual’s federally protected constitutional or lsgal rights.

3. Direct involvement of the Jjudiciaruy in the administration of public




facilities such as prisons, school systems and mental hospitals. Such
involvement often results from a new kind of suit, sometimes referred to as
"public law litigation®, which seeks injunctive relief for widespread abuses
of constitutional rights.23

Since performance appraisals fall under the same federal guidelines as
selections procedures, poor performance appraisal suystems could also lead to

24 For example, in 198@, the court said in Mistretta

costly court battles.
vs. Sandia Corp.s that the "evaluations were not based on any identifiable
criteria related to quality or quantity of work or on particulars of
performance”, and in 198% an emploues won a judgment of $61,000. because of a
"negligent evaluation" in Chamberlain wvs. Bissell, Inc.

Most civil service laws reaquire that employees be given efficiency

25 The legal and ethical demands

ratings a minimum of once or twice a year.
for improved efficiency in law enforcement service are constantly growing and

standards are becoming more stringent: Therefore, it is imperative that law

1

enforcement develop valid, fairy impartial ano onsistent susterzs of

2B The system also needs to reliablu identify which

performance evaluations.
employees are "high", ‘"middle" and "low" performers.o/ The goal is to be
able to discriminate between mediocre and good performance so that each group
can be treated differently.

As noted above, there are significant legal reasons why an organization
should maintain an effective formal performance appraisal sustemy, regardless
of its imperfections. An organization without a working standardized
performance appraisal system can run into several legal ramifications. The
courts have been pretty specific. If an emplouee challenges a dismissal or
migsed promotion or disciplinary action, there had better bes a performance

28

appraisal system in place. The sustem needs to be one that uses

standardired forms and procedures, and is based on clear and relevant job

[
Lf




analyses, and is covered by training for the people doing the rating. In
other words, the courts want proof that due process has been adhered to in

personnel procedures.

METHODS AND TYPES OF PERFORMANCE APPRAISAL RATING SYSTEMS

There are undoubtedly as many rating systems in use ftoday as there are

oraanizations using them. Most performance appraisal systems, however, can

be classified into one or more of the following types:
1. @raphic Rating Scale
Z. Paired Choice Rating System
3. Mixed Standard®>
4, Pehaviorally Anchored Rating Scale (BARS) =0
5. Forced Choice
6. Achievement and Development Inventory (ADI)3"
7. Critical Incident Method
8. Essay Appraisal
2. Management By Objectives
18. Forced Distribution -
il. Peer Evaluation
12. Subordinate Evaluation
13. Standards and Trait Description
14. Job Description |
Note: Stould more information be desired with regard to any of the above
referenced rating types/methods, the Bibliography should be consulted.

Over 100 different performance arpraisal systems currently being used
by law enforcement, businesses, hospitals, fire service and the militaruy were

reviewedy and all of them would fall into one or more of the above

clagsifications. All methods have strengths and weaknesses. Perhaps that is




why S0 many organizations have combined one or more of the above approaches.

This project’s written response survey indicates that most California
rlam enforcement agencies utilize a performance appraisal rating system that
has a combination of check-off boxes and a narrative, with the trend being to
increase the narrative portion.

In any eQent, the tupe of form or the rating approach used is
insignificant. However, it is very important that the sustem have certain
key components which will be described later.33 The literature is replete
with documentation that the degree to which elaborate rating approaches, such
as BARS, Mixed Standard and ADI have been shown to increase reliabilitu over
simpler, more subjective types, is disappointingly slight. In other words,
the organization invests a great deal of time, effort and moneys, perhaps
alienating line supervisors in the process and in return, gets an elaborate
method that is only a little bit better at distinguishing a "fair! performer
from a “satisfactory” one. 34

Although interest in performance appraisal processes has led to a great

deal of researchy, much of this has concentrated on the mechanics of

measurement and the appraisal form. Research has compared the advantages of
a "five point" versus "seven point" scale and behaviorally anchored rating
scales versus management by objectives, etc. For many 4yearsy it has been
suspected that too much emphasis has been placed on these areas yet, little
has been looked at outside these parameters,39 Some have; however,
determined that the value of tﬁe appraisal depends on the quality of the
evaluation and not the form.BS

Studies have even shown that ratings are as much or more a function of
the idiosuncrasies of the rater who made them than they are of the actual

behavior of the ratees. Parenthetically, litigation in the area of

appraisal also documents the importance of the rater in terms of evidence




presented and testimong.37

In summarys it can be found that form content has little if any effect

on the actual appraisals its successes or failures.38

Data strongly
suggests that the answer to doing a performance appraisal lies in focusing on
the process of appraisal and on the organizational context in which the event

takes places; not on the form or methud.39

PURPOSE OF PERFORMANCE APPRAISALS

Defining the purpose of a performance appraisal system is critical.
Taking the time to develop an accurate, well-defined statement of purpose is
the first and most important step in designing any evaluation system.qo

The literature is replete with potential purcoses. The following is &
list of a few of these:

1. To allocate resources in & dynamic environment.

2. To reward employees.

3. To give emplouees feedback about their work,

4, To maintain fair relationships within the group.
5. To coach and develop emplouees.

b. To comply with equal opportunity regulations.

7. To improve subordinate’s performance,

8. To control results.

9. To help the boss make decisions about pay.

1@. To identify *high potential" pecple for promotion.
1. To help the boss decide on questions of transfer, promotion, or
termination.

12. To motivate subordinates.

o

13, To clarify subordinate’s career objectives.

14. To improve boss/subordinate communications.




15. To set goals for a period.ahead.

;6. Te improve two way communications between supervisors and employees on
work needs and performance.

17. Te ensure that employees understand, in advance, what is expected of
them.

18. To keep employees regularly informed about their job performance.

19. To recognize employees who make a positive contribution in their work.
0. To help employees develop and maintain good job skills and prepare for
Job/career advancement.

21, To build more effective working teams.

22, Tao allow employees to participate in work planning and evaluation.

23. To change or modify dysfunctional behavior.

24, To communicate to employees managerial perceptions Df;the quality and
quantity of their work.

23. To assess future potential of an emplouee and to recommend approsriate
training or developmental assignments.

Z6. To assess whether the present duties of an employee’s position have an
appropriate compensation levels.

27. To provide a documental record for disciplinary and separation measures.
28. To provide a documented record for comparative purposes in making
promotion/placement decisions.

29. To generate information needed for short and long range administrative
actionsy such as salary decisions, promotionss and transfers (all short-
range! or human resources planning and managerial successes (long-rangel.

30. To let subordinates know where they standy how well theu are doing and
what changes in their behavior the superior wants.

21. To provide a means for coaching and counseling subordinates in order to

train and develop them to their full potential.41
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As noted abovey performance apﬁraisals can serve manyg purposes,y but for
simplicity sakey, these can be sorted roughly into two categories: the
administrative and informative.

The administrative performance appraisals are useful for management
because they provide a method for the allocation of the organization’s
resources. Specifically, they are the means of deciding who is to be
promoted, who is to be transferred ;nd who is to be terminated. They may
also be used for salary considerations.

The informative evaluations are designed to let the employee know:
whether management thinks that he/she is doing a good job or noty what the
company expectsy what he/she can expect from the company, and what aspects of
the work his/her supervisor feels need improvement. They may also be useful
for bestowing recognition for those areas aof the work that are outetanding,
helping employees to perform their present Jobs more efficiently and
satisfyingly, and helping them to prepare for possible advancement anc
promotian. 42

An appraisal should be used to compare an employee with a job
dESCfiption or Jjob standards and not with fellow Emplogees.43 Ideally, an
appraisal sustem should also serve as a tool for systematically and
objectively evaluating the emplouee’s capabilities.44

All emplouees at one time or another wonder what their supervisor
thinks of them and every employee is happier when it is clear that his/her
work is appreciated. For these reasons it is important that workers know

what is expected of them and also how they will be rewarded or sanctioned if

they surpass these expectations ; meet them, or fail to meet them.

The main purpose of performance appraisals then. is to let the emplouses know

how well they are performing their jobs and‘far bath the emplouyee and the

manager to set future goals. It has been shown that those employees who

el




participate in setting goals will work harder to accomplish them.45

In summary, performance appraisals serve as a basis for promotion,
terminationy Jjob reassignment, and salary decisions. They also help in
planning/goal setting, training and emplouyse development. Performance
appraisals can also further employee involvement, provide documentation and
correct weaknesses.45

As seen above, some performance evaluation designs have exhibited a
"shotgun effect" producing a performance evaluation so haphazard and broad in

d.47 Narrowing the scope,

its goals that its effectiveness is very limite
by using the following approach to purposes may be the answer. The first
step is to have a well-definedy concise and goal directed statement of
pPUrPOSE. Secondlys the instrument must be compatible with the goal of the
PUrPDSE. Pehavioral areas to be evaluated must have focus and be written in
such a manner so as to reduce the probability of error or confusion.

Whatever format is usedy ie. narrative, rating scaley, ranks or combinations,

the basic underlding element must be communication. Nexts management and

supervisors must be well trained and motives must be ‘"broadcast® to the
employees concerned. Lastly, regardless of format, the performance appraisal
should yield some variety of numerical score. The use of scores for
statistical analysis can give important information about the internal
reliability and validity of the evaluation instrument. The purpose should
not stress the style or type of performance appraisals but rather the process
of providing feedback and the total communication should bE'emphasized.48

In police works “historically performance appraisals have been poorly
planned programs utilized by personnel departments for vague purposes. More
than 1likely, a police department’s first performance evaluation sustem was
handed to the chief by the institutional personnel director. If changes uwere

mades, they were usually superficialy entailing slight alteration of the




original format. Whatever the genesis, evaluators and evaluatees saw the
gvaluation process as a negative experience to be gotten through as quickly .
as possible."49

As demonstrated abovey, the primary purpose of performance evaluation
has been to provide a system within which accurate judgments could be made to
Jjustify salary increasesy; and employee retention, promotion, transfer,
demotion and termination. In the next two decades, performance appraisals
will be used primarily to document administrative decisions for protection
against legal challenges. Alsoy as economy shifts from a manufacturing to a

service emphasis, appraisal will be used to document strengths and weaknesses

in order to identify those who can be trained and shifted to other areas of

endeavor. Management will also use the appraisal fto satisfu employee
demands for participation in decision-making processes. The performance
appraisal is also excellent for mutual goal-setting and carser planning=5C’ ' ‘

COMPONENTS/ELEMENTS OF PERFORMANCE APPRAISALS

The literature is clear. Performance appraisals must have at least the
following components:
1. Annual evaluation of work related performance.
Z. Periodic review in between formal evaluation.
3. Periodic progress interview.
4, Positive coaching with a deVelopmental framework.
5. Provision for employee input and response.
4. Self-evaluation.
7. Training for ratee and rater.
8. An objective review thet is able to withstand an appeal or challenge
process.51

In additiony the 1978 General Qffice of Accounting Report stated that .




systems that provided for the following, were more likely to improve overall
work:
1. Pre~established performance standards, communication of expectations to
employees, and review of and feedback regarding achievements.
2. Employee participation in setting performance standards.
3. Adequate training for managers and supervisors to make appraisals and use
them as a management tool.
4, A link between the performance appraisal and other personnel actions for
rewards and sanctionsi and
5. Sufficient written Justification and periodic review to ensure that
evidence of performance matches the rating. =
Furthew, the following are considered minimal elements if the
performance appraisal system is to be successful:
1. Must reduce or eliminate halao effect, biasy and prejudice.
Z. Must be proven valid and reliable.
3. Must meet the legal aspects for a performance evaluation.
4. Must include a method of guidance and development.
5. Must be quantifiable for computerization purposes and eff;cient to
Process.SB
A performance appraisal system should also have components that
define work roles; motivate performance and aid in subordinate development.54
Successful appraisal systems are goal directed. They are
understandable +to supervisors and employees and are perceived as being fair
in terms of performance measurement. They are positively oriented with
emphasis on employee development and impruvement.55 Moreover, sustems must
make it possible for agencies to:
1. Advise emplodees on the critical elements of their jobs.

e Establish performance standards that will permit accurate evaluation of
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performance based on objective, Job-related standards.
3. Assist employees ta improve their performance when it is found to be
unacceptable.
4, Demotes reassign, or remove employees whose performance continues to be
unacceptable, but only afier they have had the opportunity to show
improvement. S6
In édditinn to ensuring that the system balances results and behaviors,
a commitment from top management must be obtained. wecutive management must
be willing to participate in the performance appraisal and lend its support.57
Effective performance appréisal systems often display the following
characteristics:
1. Managers are rewarded for developing their subordinates.
2. Managers vreceive skill training and assistance in using the sustem,
specifically in being helpers or counselors.
3. Job descriptions or specific job goal documents are based on behavioral
or job-relevant performance standards.
4. Employees are actively involved in the appraisal process.
5. Mutual goal setting takes place.
6. Appraisal sessions have a problem—-solvina focus.
7. The Jjudge role is clearly separated from the helper/counselor role.
8. The paperwork and technical assistance required by the appraisal system
does not place an unreasonable workload on managers.
7. Peer comparisons are not a central feature of the appraisal process.
18. Information that is needed for administrative actions is accessible and
effectively used.SB
Pecause the interview portion of the performance appraisal process is

pivotal, it bears special definition. Typically, it serves two functions: 1.

Evaluation and discussion for administrative decisionsy and 2. Counseling
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and development. The appraisal interview also serves as a means of
motivating employees and as a guide for individualized training and
developmental requirements. Considerable debate exists over uwhether
evaluation of performance and developmental coaching should be conducted in
the same interview. Some experts contend that this practice not only
ignores the distinction between judging and counseling but also reveals a
misunderstanding of the purpose of performance appraisals. These critics
believe that emplouee development should not be included in the appraisal
process because the two activities are different. Despite these

difficulties the fact is that managers do have this dual responsibilitg.s9

Important appraisal interview characteristics include!
1. A high level of the employee participation in both the evaluation and
developmental process. The more the input from the employeey, the more
satisfied he/she is likelu to be with the interview and the manager. Higher
participation alsoc generally leads to greater commitment to carrying out
performance improvement plans.
2. Helpful and constructive attitude on the part of the manager.
3. (Goal setting.
4. Considerable knowledge on the part of the manager with regard to the
employee’s job and performance.so
The following is a suggested approach for a successful interview
process. The first step is an evaluation stage and includes:
1. Scheduling of and preparation for the performance appraisal interview in
advance.
2. Creating the proper atmosphere for two-way communication.
3. Peginning with a statement of purpose.
4., Encouraging the employee to participate.

5. Discussing the total performance.
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a. The manager and employee discuss mutually recognized strengths in
the employee’s performance. .
b. The manager points out strengths in the employee’s performance that
the employee did not recognize.
C. The manager and employee review areas of satisfactory performance
which both agree upon.
d. The manager indicates areas of satisfactory performance that the
employee was unaware of.
e, The ﬁanager and employee vreview opportunities for growth and
improvement in which both agree.
f. The manager suggests opportunities for growth and improvement that
the employee did not recognized.
&, Summarizing the interview. After the meeting the major conclusions of the
sessions are recorded for administrative l:u.n“;:u:sz:_'s,.s?I
The second step is a developmental stage and includes: .
1. Items 1-4 as above.
5. 8etting future performance goals.
6. Formulating a development plan.
7. Preparing a working (:icu:urruz\n’c.B""j
If the above approach is utilizeds the following may be helpful in
terms of roles plaved by the supervisor and subordinate. (Activities are
listed in chronological order.)
1. Open—ended discussion and exploration of problems, the subordinate leads
and the supervisor listens.
Z. Problem-solving discussion, in which the subordinate leadss but
supervisor takes somewhat stronger role.
3. Agreement between supervisor and subordinate agree on performance

problems and a plan for improvements. .
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4, Closing the evaluation, the supervisor gives his/her views and final
evaluation if the subordinate has not dealt with important iséues,EB

The following are actions to avoid in the interview process: arguing
with the emplodee, discussing other people’s rerformances except 1if the
employee’s work is dependent upon that of another worker, making promises,
criticizing the employee as a person vs. the parformances overlooking

) . . . B4
weaknesses, losing composure, or acting hurried,

Regardless of format, the following outcomes should be ohserved if the
appraisal process has heen successful:
1. Individuals are motivated to strive for higher levels of performance.
2. They learn exactly how they are doina.
3. Those who are doing well receive praise; those who are not performing up
to standards are made aware of the need for change.

4, Stronger relationships are built between the supervisaor and the

subordinate.

5. Programs for future improvement are jointly agreed wpon.
b, ne efficiency and productivity of the organization are maintained.ES
The appraisal interview creates a compler human relationship. It

affects not only the employee but alsoc the perzon doing the appraizals and as

such, is one of the most important components of the appraisal process.

JOP _DEGCRIPTIONS/RESPONSIRPILITIES

The first part of a critical linkage, {(8ge Figure 1.), between
performance standards, Job  analyses or descriptions, and performance
appraisals is the idéntification of job responsibilities, the primary factors
in the ,ob description. These responsibilities are defined as:

1. Important work which has to be done; or

2. A major area of accountabilitu where some specific and desired result or




FIGURE 1

RELATIONSHIP OF PERFORMANCE STANDARDS
TO JOB ANALYSIS AND PERFORMANCE AFPPRAISAL

JOB ANALYSIS PERFORMANCE APPRAISAL
{Describes work and (Describes the job--relevant
personal requirements strengths and weaknesses
of a particular job) of each individuall)

PERFORMANCE STANDARDS

(Translate job requirements
inta levels of acceptable/
urnacceptable performance)

Wayne F. Cascio, "Secienmtific, Legal and Operational Imperatives,”
Public Personnel Management (November 1982):368.
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behavior is expec‘ced.sS Examples of these are: record keeping, work
schedulings; .job safety, equipment maintenances; emplouee trainings; account
collection, engineering design, plan checking, etc.

An employee wusually has from 6 to 12 major Jjob responsibilities that
have specific expected results and behaviors. "High priority* job
responsibilities can be identified by determining: 1. Their importance to
the achievement of the organizational objectives, Z. The amount of emplouee
time committed to thems or 3. The level of skill/krnowledge required to
perform them. The employee’s experience,; the supervisor’s experience, class
descriptions or goal statements, are all possible sources for obtaining
relevant information with regard to job responsibilities.

As a part of formulating job responsibilitiesy "critical tasks" need to
isolated. A "critical element® or "task" is defined Dperationaily as heing
s0 important to the job that if it is not performed adequately, it would
provide the basis for termiﬁation from employment or aisciplinarg action or
the with~holding of within gﬁade pay or merit pay from the employee.

The California and Nevada Highway Patrols have used the following
approach for determining critical tasks:

1. Development: The critical tasks for all ranks were developed.
Incumbents in each job classification identified and rated the importance of
their Jjob tasks, knowledge, <ckills and abilities. The most important job

tasks were determined to be critical.

2. Defined: A critical task is a task which a uniformed employee must be

able to perform at a level which ﬁeets or exceeds established standards.

3. Components:

a. Each critical task contains one or more performance elements. These
glements define the more important critical task dimensions and are

a crucial part of the appraisal.




b. In addition to specific performance elements, each critical task has
an element box marked "other". The "other" box is to be used when
local procedures require additional or unusual performance elements
to complete a task. |

c. Continued unacceptable performance in any critical task shall
ultimately result in administrative action which may include, but
not be limited to, rejection during probationary periocd, or punitive
action.

d. The critical tasks and performance elements are outlined according to
Jjob classification. A series of questions following performance
elements are provided as a guide for raters when evaluating critical
tasks., They are not intended to be ali-inclusive.

The second part of the linkage, performance standards, are defined as
the levels at which an emplowee must perform a critical task in order to
satisfy the organization’s requirements. Performance standards are
statements that: 1. quantify a spécific result one is responsible for
(numerical)i =2. qualify {describe in words) a specific behavior which
clearly demonstrates that a job responsibility has been met (observable)j and
3. describe "how well" an employee is expected to execute a job
responsibility.

It can be postulated from the above, that poor job designs can make
performance appraisais ineffective. Therefores; it is imperative that a
strong emphasis be placed on early definition of the nature of the Jjob for
which a person is to be held accountable and on how the performance of the

Job is going to be measured.

PHASES OF PLANNING FOR A PERFORMANCE APPRAISAL SYSTEM

Phase (One: Performance Planning

30




i. Decide on important job duties and organizational pbjectives - generic
and specific.

2. Determine performance standards and objectives for next appraisal period.
3. Decide how satisfactory performance will be determined.

Phase Two: Performance Tracking and Feedback

i. Develop and use methods to track actual performance ie. computers.

2. Document examples of good and poor performance.

3. Provide two-way communication on good performance and improvement needs.
(EXCELLENT) and (NOT YET EXCELLENT)

Phase Three! Performance Evaluation]

1. Employee self-evaluates and discusses his/her performance over the entife
appraisal period.

Z. Supervisor assesses actual performance and establishes plan for areas
needing improvement.

3, Set standards/objectives for next appraisal period ie. video tape.

4, Complete and sign appraisal form.

SELF-APPRAISALS

The literature suggests that self-appraisals may tend to overcome some
of the long-standing problems associated with performance appraisal sustems.
They require employees to actively participate in their'own evaluatiéns and
when this process is coupled with objective perceptions of an employee’s
strengths and uweaknesses, as noted by a sensitive supervisor, the
organization appears to benefit significantlg.57 Rather than the
supervisor and subordinate being *at odds* with one another, an atmosphere of
cooperation exists. The subordinate’s positive traits and potential career
paths are identified, and as a part of this process, areas for improvement

are discussed and an exploration of problems and solutions is included.68




One of the major benefits of self-appraisal is that it offers an
opportunity to explore areas usually overlooked with traditional appraisal
methods.69

The primary objective of a self-appraisal approach to all or part of a
performance appraisal system is to enhance the aquality of communication
between the supervisor and the employee. If this is accomplished, then the
chance that the appraisal will be challenged or worse be found ineffective,
ig minimized.7D

It should be noted that studies have shown that employees using a self-
appraisal approach tend to give themselves higher marks than dg their
supervisors.71 This tendency leads to the self-appraisal process being
more effective for counseling and development than for personnel decisions.
Nevertheless, it has been shown that this procedure definitely requires the
employee to be more involved and this leads to an enhanced feeling of
"ownership" on the part of the subordinate. Ultimately, this overall
emploues satisfaction can lead to the accomplishment of the performance

72 This is confirmed by

appraisal objectives and those of the organization.
a recent study wherein ninety percent of the raters and eighty-six percent of
the ratees felt that an employee self-appraisal should be an important part

of the appraisal process.73 This project’s written response survey

suggests similar findings. (See Questionnaire Section.)

GOALS

Research has shown that if an appraisal system is to have any chance

74 (See also Questionnaire Section.)

for success, it must be gpal directed.
While a brief analysis of the employer’s past performance may be necessary,
studies on performance appraisal show that employee productivity, for

exampley is most enhanced if the evaluation centers on creating future goals




for the employee and determining how these goals are to be achieved.

The recent General Electric performance appraisal study and the results
of this project’s questionnaire, verify that performance appraisals should
focus on goals formulated and agreed to by the supervisor and the subordinate.

An employee’s evelopment is best met by goal achievement. Besides
increasing productivity, goal setting will increase a subordinate’s job
satisfaction and role identification. Goals should be:

1. Specifically defined.

Z. Linked to overall agency and compand goals.

3. Reviewed periodically.

4. Specified for a definite time period.

5. Flexible.

6. Designed to include a plan of action for accomplishing desired results.

7. Given priorities.

8. Difficult to achieve, but realistic.

9. Mutually agreed upon.75

Additionally, mutual goal-setting is a rewarding experience for the
appraiser. It enhances communication between the rater and the ratee and can

create trust and openness.

STRENGTHS AND WEAKNESSES OF PERFORMANCE APPRAISALS

In a recent survey documented in the February 20, 1984 issue of

Chemical Engineeringy a large majority of the 2,951 respondents indicated

that they felt that performance appraisals were desirable. Replying to the
question, "Do you think that performance appraisals are valuable?", over
sinty-three percent said "yes", performance appraisals are valuable to both
the organization and the individual.

A study of performance appraisals at General Electric in 1984y offered
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similar results. This was a follow-up to one done at G.E. in the early
19687 s. Poth managers and subordinates indicated that performance appraisal
should have an important overall role in the organization in accomplishing a
number of objectives vital to organizational effectiveness.

The results of the above studies strongly sugaest that a performance
appraisal should be a key link in an organization’s overall human resources
management strategy.

In the discussion of purposesy earlier in this project, it was
indicated that there are well over 3@ potential performance appraisal
objectives. S0 it is with performance appraisal strengths. For various
rerformance appraisal purposes achieved, strengths are evidenced.

The following is a brief list of potential strengths or positive points

cf the appraisal process!

i. Employees are able to find out where they stand with their supervisor.
2. & positive incentive to periodically reward a good emplouee is provided.
3. Specific information can be provided to employses to assist them f{fo

attain a higher rating.
4, Information which might be useful in making managerial decisions is
recorded.75

The literature is replete with problems associated with performance
appraisals. The following is a 1listing of some of the more prevalent
weaknesses?
1. There may be conflicting objectives or purposes such as pay versus
evaluation.
2. Varying levels of motivation may exist among raters. It has been shouwn
that raters tend to be more accurate when the purpose of the appraisal is

perceived to be personnel research or emplouee development vs. administration

of organizational rewards. It has also heen found that the evaluation is

Gl
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more accurate when the results are not shared with the ratee. However, if
feedback is required, (and certainly this project’s research indicates it
is), the rater is usually motivated to rate more correctly if it is perceived
that such an action on the supervisor’s part is his or her job and if the
rater believes that the training and insights necessary to accurately rate
the behavior or performance, are present.

3. Subjective errors such as a "halo" effect:s may be present.

4, There may be time delays in providing evaluation feedback. Feedback
loses its effect and can be demotivating if it is not provided as soon as
possible.

5. The following organizational problems may exist:

a. Task interdependence -~ employee  may not be totally in
control of his/her own work.

b. Observability of task performance - some jobs are pasier to observe

than others.

c. Structuring of the authority system ~ hierarchical arrangement and
the way authority is distributed may influence the perception and
understanding of the entire process.

d. Power differentials -~ unions, etc.

e. Nature of communicated appraisals - when evaluations will be
conducted and with what freaquency, when the results will be
releaseds; how they will be reléased and for what use they will be

emplaged.77

While the individual dezi;es to confirm a positive self-image, the

organization wants individuals to be receptive to negative information about
themselves in order to improve their performance and promotability. "The

w78

conflict is over the exchange of valid information. Some possible

splutions to these problems are:
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1. Choosing appropriate performance data - feedback about specific
incidences - "how"” a person is performing, and

2. Recognizing individual differences in system design. Policies should
permit different approaches/methodsy depending on the individual.79

Most organizations utilize some type of rating scale which generally
has gsome inherent problems, making the performance appraisal process weaker
than it might otherwise be. The following is alsummarg of those weaknesses!
1. Socialization between supervisors and subordinates that influences the
ratings.

Z. Tendency exists to averrate all qualities rated.

3. Policies requiring Justification for extreme ratings may result in a
tendency  to limit ratings to a middle range. These errors seriously reduce
the wvalidity of the rating and reduce its utility as a means of providing
reward or recognition, providing employee guidance, or identifying training
needs or leadership potential.

There is a strong indication that ratings are as much or more a
function of the idiosuncrasies of the rater who made them than they are of
‘the actual behavior of the ratees, 180

The following are errors primarily associated with the use of rating
scales!

i. Halo effect

2. Leniency/strictness effect

3. Central-tendency effect

4, Personal-bias effect

5. Recency effect®’

4. Personal Bias

7. Overemphasis on vrecent behavior or the tendency to see the worker as

he/she is on the review dag.82




The following errors lower the validity of ratings:
1. The Halo Effect. The tendency for a rater to rate a ratee by his overall
impression of him. The rater then changes or tints the ratings of individual
traits to reflect his overall impression. This may be conscious or
unconscious.
2. The Error of Leniency. The tendency of the rater to be lenient or rate
high.
3. The Error of Severity. The rater who is unduly hard on his ratees.
4. The Error of End Effects. The rater feels no one is average, either good
or poor and rates accordingly.
5. The Error of Central Tendency. Rates who either from & desire to be
liked or lack of ability to evaluate properly, rate Jjust about everyone
average. These errors are introduced into a system by the untrained, poorly
motivated or biased evah.ha‘ccn“s,a’J

The program itself may be flawed for the following reasons:
1. Program begun without clear objectives - no specific traits be{ng rated
or no clear purpose for the system.
2. Appraisal program may be too sensitive to human judgment.
3. Program may be too broad - comparing of different shifts by quantity and
quality of mork.84

The following are additional potential weaknesses:
1. Raters are frequently biased.
2. BSome raters are harder to satisfy than others.
3. Employes morale can be adversely affected by a poor rating.
4. Ratings are not scientific.
5. Raters are unwilling to tell the truth if the truth hurts.

6. Rating systems have been tupically imposed on the rater and the ratee by

higher authority.
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7. Traditional approach has been punitive.
8. Rating systems are highly complex.
9. Many fail because they are non—functional and bhave been placed in
operation without adequate attention +to prior definition of needs and
purposes.BS

The quantity and quality measurements of a public employes engaged in a
service—oriented Jjob are'éften difficult to establish. Raters give overall
impressions aof worker effectiveness and personal preferences. Despite
efforts to train, it is believed that the tendency is to generally follow a
middle-of-the-road »Evaluation for most emplouees. The most effective uses
for the performance appraisal have been in extreme cases such as top
performers and on the other end, documentation of very poor performance. In
both of these instances, solid documentation is required and ocbtained.

In light of the aboves; it is apparent that a performance appraisal
system must attempt to be relevanty, sensitive, reliabley, acceptable and
practical.

PERCEPTIONS OF APPRAISERS AND GSUBORDINATES REGARDING  THE
PERFORMANCE APPRAISAL SYSTEM

At least two perspectives must be accounted for in accessing any
performance appraisal sustem. There is: 1. the effectiveness of the systems,
as Jjudged by the management or the appraisers and 2. the effectiveness of
the system as judged by the subordinate employees or the appraisees.
Ideallyy performance appraisals should meet the needs of both. It they are
to meet the needs of employees, they must help them know the organization’s
official view of their works their chances for advancement and salary
increases and waus they can improve their performance to better meet their
own and the organizations goals. If evaluations are to meet the tupical

goals of the organizations they must help the organization utilize the skills
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of its emplouyees and motivate and develop them to perform effectivelg.aE

A 1984 study of performance appraisal at General Electric illustrates
the differences in the perceptions of subordinates and appraisers. (See
Figures 2-6.)

In light of these findings, it is appaﬁent that the appraisal process
gets very different marks depending upon whether it is from an appraiser’s or
subordinate’s perspective. Appraisers, who of course are largely in control
of the event, feel it generally meets their needs. On  the dther hand,
subordinates recognize the importance of the process, but feel that it falls

short of meeting their needs.87

VALUE OF PERFORMANCE APPRAISALS WITH REGARD T MOTIVATION AND
PRODUCTIVITY

In any discussion about the value of performance appraisals as they
relate to motivation and productivity, it should first be noted that the
appraisal process is basically a feedback process. The evaluation is not the
only source of information that the emplouee receives regarding Jjob
performance; but it is probably the most powerful source, In contrast to
other types of feedback that may come from clients, co-workers, etc.,
appraisal feedback includes a written record that is kept as a part of the
personnel file, and it is reflective of the employee’s gverall performance.

If the appraisal is to be of value to the employee or the organization,
it must ", . . satisfy two basic regquirements: it must provide new
information to the employee, and the emplouee must accept this
infm‘mation."88 When no new information is given, then there is little or
no value to the appraisal process'from the employee’s point of view, because
nothing has been gained. Along the same lines, if new inforhation is given

to the emploues, but it is not accepted, then there can be no motivation for

changes etc.
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FIGURE 2

POSSIBLE INSTRUMENTAL PURPOSES OF PERFORMANCE APPRAISAL
EXTENT TO WHICH THEY SHOULD BE FULFILLED

Not

Document and recognize
subordinate's performance.

Allow subordinate input
about feelings, supervision
and definition of work.

Provide subordinate with
developmental information
and support.

Determine pay and explain
and communicate pay
decisions.

Mutual planning of future
wark goals,

[ S
®-----B

To = To &
at all moderate extent great extent
1 3 5

§

SN

"b..

appraisers' desired purposes

subordinates' desired purposes

(Based on means of S-point scale.)

Edward E. Lawler;, III,

Alan M. Mohrman, Jr., and Susan M. Resnick,

"Performance Appraisal Revisited,' Organizational Dynamics 13 (Summer 1984) : 25. .
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FIGURE 3

DISCUSSION DURING APPRAISAL
HOW MUCH WAS EACH OF THESE AREAS DISCUSSED

Given- Given
Not Some Considerable
Mentioned Attention Attention

1 5
1. Strengths in past

performance.

2. Subordinste's career
development.

3. Subordinate's performance
development

4. Things supervisor could
do to aid subordinate's
perfarmance.

Subordinate's future
performance goals.

a1

6. Subordinate's salary.

”.____' superior’s perceptions

e -9 subordinate's perceptions

(Based on means on 5-point scale.)

|
Edward E. Lawler, III, Alan M. Mokrman, J-., and Susan M. Resnick,
. "Performance Appraisal Revisited," Organizational Dynamics 13 (Summer 1984):27.
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FIGURE 4

APPRAISERS' DESIRED INSTRUMENTAL PURPOSES VS. PERCEIVED OCCURAENCES

To a To =
Not at all moderate extent great extent
1 3 5

1. Document and recognize
subordinate's performance.

2. Allow subordinate input
about Feelings, supervision,
and definition of work.

3. Provide subordinate with
developmental information
and support.

4. Determine pay and explsin
and communicate pay
decisions.

5. Mutuzl planning of future
work goals. Oemssnf) aPPraisers' desired purposes ‘

Py Sppralsers’ perceptions of actuality

(Based on means on S-point scale.)

Edward E. Lawler, III, Alan M. Mohrman, .Jr., and Susan M. Resnick,
"Performance Appraisal Revisited," Orgsnizationsl Dynamics 13 (Summer 1984) :28. .
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FIGURE 5

SUBORDINATES' DESIRED INSTRUMENTAL PURPOSES VS. PERCEIVED OCCURRENCES

To a To a
Not at all moderate extent great extent
1. Document and recognize g
subordinates’ performance. l .,'. o
'0 4
2. Allow subordinate input q" ;/
about Feelings, supervision, g{u (5

%
3
A
)

and definition of work.

-

[
!
3. Provide subordinate with é
developmental information H
’
!
L
L]

and support.

4. Determine pay and explain
§

and communicate pay
decisions.

o
O°~..‘~O._-_,.o”

5. Mutual planning of future
Q work gozls. Coerneend subordirate's desired purposes

S subordinate's perceptions of actualit
G-ooro P p =] M

Edward E. Lawler, III, Alan M. Mobrman, Jr., and Susan M. Resnick,
"Performance Appraisal Revisited," Organizational Dynamics 13 (Summer 1984):29.
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FIGURE &

GENERAL BELIEFS ABOUT PERFORMANCE APPRAISALS*

Disagree Neutral Agree

1. PA should be done only appralisers 78 7 i5
for the subordinate’s subordinates 71 9 20
personal developement.

2. Salary and promotion appraisers 5 3 9z
decisions should be subordinates 12 3 85
based on PA results.

3. SBalary and promotion appraisers 2 8 &8
decisions are based subordinates 41 i@ 49
on PA results.

4. PA practices provide appraisers 22 b =
accurate feedbaclk to subordinaters b 8 a5
sub. & the sup., &
subordinates agree on
what constitues good or
poor performance.

5. PA makes a difference. appraisers 17 q T4
It motivates employees, subordinates 25 13 &2
leads to more productive
behavior and increases
u