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ConceptPerformance appraisal

Uses
Methods

Simple ranking, alternative ranking

paired comparison, forced

distribution, critical incident,

behaviorally anchored rating scale

Appraisal interview
MBO approach to appraisal.

Problems in performance appraisal
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It isthe assessmenbf aLJS NEcdnffiBLdionto anorganization

Thisis a processf evaluatinghow well employeesdo their jobs.

Theresult of performanceevaluationis widely usedfor makingdifferent HRrelated decisionssuchas,
wage and salaryadministration, performancefeedback,transfersand promotions and to strengthen
the HRinformationsystem

It isreviewof anS Y LIt 2 @cthdp@rdormanceon the job and his/her potential for assuminguture
responsibilities

It providesfeedbackto employeeswhich helpsthem to know where they stand,where they oughtto
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be goingand how they are goingto getthere.




WayneE Cascio

Gt S NI 2 &duanoidss reviewof the job-relevantstrengthsand weaknessesf an individualor a
teamin an organizatiore

DaleS Beach

Gt S NF 2 ddayodsShe systematicevaluationof individualswith respectto their performance
onthejob andtheir potentialfor development

lvancevichand Glueck

G ¢ KeBsonnel/HRnanagemeniactivity that is usedto determinethe extentto whichan employeeis
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performingthe job effectivelye




Performance appraisal is known as performance management, performance rating, performan

review, performance evaluation, merit rating, employee appraisal or evaluation which is a basic
for evaluating jobrelevant strengths and weaknesses within and among employees with a new 1

operating and effective performance management system in the organization.

A

Characteristics:

Systematic
Obijective
Focus
Periodic
Judgment
Corrective
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Performance appraisal is a process of systematically evaluating performance of an individual wi

view to meet prior objective of a job.
Establish performance standard

Communicate performance expectations to employees

Measure actual performance

Compare actual performance with standards (finding deviations)

Discuss the appraisal with the employees

If necessary, initiate corrective actions ) @
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The factors on which an employee is evaluated are called performance criteria. Performance cri

might be qualitative or quantitative.

Relevant:

The evaluation criteria should be related with job outpu
as closely as possible.
Unbiased:

Criteria should be selected to evaluate job characteristi
of a person not the persohimself
Significant:

There should be close relations between evaluation
criteria and organizational strategy.
Practical:

Criteria should be understandable and useful to meas
the performance of employees by evaluators.



The basis uses of performance appraisals are:

2/18/2021 9:29 PM @






Thisis the mostcommonlyusedmethodof performanceappraisal

Usingthis method, a set of performancefactorsis identified, includingsuchcharacteristicsas quality
of work, technicalkknowledge co-operativespirit, integrity/honest,punctualityandinitiative.

Establish performance standard the appraiser would go through the set of factors rating them, for
examples on a scale 1 to 5 where the highest number 5 would denote the best rating where as th

lowest number 1 would denote the poor rating.

It takes less time to develop and use this technique. But it does not provide in depth information &

compared with other techniques.
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T O e O I

Quantity of work
(Consider volumef work produced
consistently)

Quiality of work
(Consider accuracy and neatness)

Cooperation

Unsatisfactory
output

Very poor

Entirely

(Consider amount of supervision require uncooperative

and application to work)
Dependability

Unreliable and

(Consider amount of supervision require inattentive

and application to work)

Ability to learn
(Consider abilityo understand and
retain)

Initiative
(Consider originality antesourcefulness)
Judgment

(Consider ability to evaluate situations
and make sound decisions)

Very limited

Lacking

Poor

Limited. Does just
enough to get by

Not entirely
acceptable
Reluctant to

cooperate

Needs frequent
supervision

Requires repeated
instructions

Routine worker

Not always reliable

Average output

Acceptable accuracy and
neatness

Adequately cooperative

Generally reliable and
attentive to work flows
instructions carefully.

Learns reasonably well

Occasionallghows initiative

Good in most matters

Above average producel Exceptional
output

Very neat and accurate Exceptionally neat
and accurate

Very cooperative Unusually
cooperative
Very reliable and Extremely reliable

conscientious needs and industrious
little supervision

Readily understands anc Usually capacity
retains

Better that average Outstanding

Reliable Decisions most
logical and well
founded

h—d

|



Herethe appraisemranksall employeesfrom the bestto the pooreston the merits of performanceon

particulartraits, suchasquality of work and knowledgeof work.

Usingthis technique,the evaluatorhasto indicatecarefullyaboutwho is the highestperformeron the
particularjob factorandalsothe lowestperformer.

Forexample,if 20 employeesare to be evaluatedon the basisof their performanceeachshouldbe
ranked in descendingorder from the highest performing employeeto the lowest performer on a
particular job factor. Thismethodtakesa considerabldgime for the appraisaland is largely basedon

the subjectivgudgmentof the appraiser
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For the trail: Ability to learn
Forthe trail you are measuringlist all the employeesyouwant to rank Putthe highestrankingS Y LJX 2 8afé&odlfe 1,
put the lowestrankingS Y LJ 2 Bafi&oa Ide 20. Thenlist the next highestrankingon line 2. Thenext lowestrankingon
line 19 and soon. Continueuntil allnamesarethe scale
Most highestrankingemployee
MXXXXXXXXXXXXXXXXXXXXXXXXXMMXXXXXXXXXXXXXXXXXXXXX
HXXXXXXXXXXXXXXXXXXXXXXXXXMEXXXXXXXXXXXXXXXXXXXXX
OXXXXXXXXXXXXXXXXXXXXXXXXXMEXXXXXXXXXXXXXXXXXXXXX
AXXXXXXXXXXXXXXXXXXXXXXXXXMAXXXXXXXXXXXXXXXXXXXXX
PXXXXXXXXXXXXXXXXXXXXXXXXXMEXXXXXXXXXXXXXXXXXXXXX
CXXXXXXXXXXXXXXXXXXXXXXXXXMEXXXXXXXXXXXXXXXXXXXXX
TXXXXXXXXXXXXXXXXXXXXXXXXXEEXXXXXXXXXXXXXXXXXXXXX
Y XXXXXXXXXXXXXXXXXXXXXXXXXHEXXXXXXXXXXXXXXXXXX XXX
PXXXXXXXXXXXXXXXXXXXXXXXXXMPXXXXXXXXXXXXXXXXXXXXX
MIXXXXXXXXXXXXXXXXXXXXXXXXMEAXXXXXXXXXXXXXXXXXXXXX
Most lowest ranking employee

NE N MY N MY N N Y N Y
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This method allows for the comparisonof
eachemployeewith everyother employee
Employee are paired and each person is
rated as either the stronger or the weaker
Individual

Once the exerciseof paired comparisonis
completed, each employeeis given an over
all rankingscore,whichreflectsthe stronger
points.

This method of appraisalis useful where
there are only 10 to 20 employee in the
organization

Otherwise in the larger organizationit is
difficult to makesuchpaircomparisons

Hard Work
Vs

mart Work
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Method of evaluationin which eachemployeeand job is comparedwith eachother employeeand
job. Employeecomparisonsare performed usuallyon the basisof overall performance,whereasjob-
evaluationsare usually on the basisof skill, knowledge,and time required in their performance

Performance Appraisal Job Evaluation
Employees Rated Jobs Rated
Al B D | E AlB]|cl| Db -
iz .
£ A il | e | 2 g A 1(0]|0]1
2
1 | w |- HEIE 0| 1|1
5 al c| 1]1 0|1
g G - - - + =
o
S| B -| <]+ + o | D4 0
E 0 0 0 1
E + + - -
Total | 51511213 @
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Usingthis method, appraisalhasthe forced choiceof selectinga certain percentageof employeesn

various performancecategories Mostly, two job characteristicsgjob performanceand potential for
promotion, are usedto evaluateemployeesin different categories A 5-point job performancerating
scaleis usedandthe appraiseris askedto allocate15% of the worker to the best performers,20%to
the high-averageperformers,30%o the averageperformers,20%to the low-averageperformersand
15%to the low performers In this method the appraiserhasno choiceon the percentageof groupto

be rated in different categories
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Forcedrankingis a performanceintervention,which canbe definedasan evaluationmethod of forced

distribution, where managersare requiredto distribute ratingsfor those beingevaluated,into a pre-

specifiedperformancedistributionranking(Cooper& Argyris 1998).

Forced Distribution Method
FORCED CHOICE

Criteria Rating

1.Regularity on the job Most Least

*Always regular

Number of Employees

*Inform in advance for delay
*Never regular
*Remain absent

*Neither regular nor irregular

1094 0% 0% 102

Good Excellent
Performance of Employees
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For example, a manager of XYZ corporation evaluating 30

A 60%

employees can be instructed to put 5 employees each in the

|

W2dziadtyRAY3IQ FyR GKS WLR2NQ OF 6,KS NS |
range of average performers. In this manribg rater (manager)

5%

has forced the distribution of level of performance of each of the

30 employees into one of the three categories. ‘_ —p
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This method, the appraiseris required to record incidentsof the S Y LJX 2 poSittvé&xiid negative
actionsandthusformsthe basisof the appraisakeport.

This exercise would describe desirable behavioursas well as behaviour that signal a need for
improvementor counselingln fact, this is not an advancedechniqueof appraisingemployeean itself,
rather it supplementsanotherappraisatechnique

Themainstepsof criticalincidentmethodinclude

A istgood and bad behaviourshown by the job incumbentsas their critical succesr failure factors
with the helpsof expertsor judges

Arainmanagersor immediatesupervisorsn takingnoteson criticalincidents

ANote criticalincidentsof the employeeconcernedwvhenit is observedoy the concernedsupervisor
Mreparerecordsof criticalincidentsat the end of the yearto evaluateS Y LJ 2 geSoféatke
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The Critical Incident Technique (or el e i i i
. Work Reacti al
CIT)is a set of proceduresused for = <o e
collecting direct observations of o (afrmee IR aupetveoy mmecwiey] 0
. B Become anxious on loss of output 4
human behavior that C Tried to repair the machine 3
have critical significanceand meet 5 A ar O R .
_ _ _ _ E Was happy to forced test 1
methodicallydefinedcriteria.
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A Thismethod is a combinationof

critical incident method and
graphicrating scalemethod.

A This method of appraising

performance is relatively new
and effective to overcome
problems of traditional
appraisingnethods

BARSare designedto bring the
benefits of both qualitative and
guantitative date to the
employeeappraisalprocess
BARS compare an individual's
performance against specific
examplesof behavior that are
anchoredto numericalratings
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It is an appraisalmethod that aimsto combine

the benefitsof narratives,critical incidents,and
guantified ratings by anchoring a
guantified scalewith specificnarrativeexamples

of good,moderate,and poor performance

The main advantages of BARS is that the
scales used are directly applicable to the job
being evaluated and are therefore more
precise than the vague traits often used in

conventional rating scales. @
2/18/2021 9:29 PM




The [ob being appraised belongs to a customer service representative:

Al tS@OSt F2dzNJ N} 0Ay3 YAIKEG F&aadzyS G4KS NBLI alyag
Al S¢St AAE NI}GAYy3 YAIKG | adadzyS GKS NBL) alyasgs
I ONJRAGAZYIE NIXGAYy3 a0FtS ¢g2dad R a1 AF GKS SYLJ
NJ 0 A y =héver,|2@ot oftem, 3sometimes, 4usually, 5+ € gl e a¢d LG Aa Of SIFNJ G2
the outcome of the appraisal with the more definitive BARS method.

Thejob being appraised belongs to a nurse:

Al t£S@OSt F2dzNJ N> GAy3 YAIKOG | dadzyS 0KS ydzZNBS Gak
Al tS@Stf AAE N}GAYy3 YAIKIG | adadzyS GKS ydzZNAS aaKz
their family"

The job being appraised belongs to a waiter.

I £ SOSt H NI u)\ya YAIKG FaadzyS O0KS FAGSNI adal €

I §{SPSt n NXGAY3I YAIKIT |adadzyS OGKS 6FAGSNI aYI ]

I { SPSt ¢ N GAY3I YAIKO laadzyS GKS 46FAGSNI d3INX
oFASR 2y UKSANI LINBFSNBYOSa oé 2/18/2021 9:29 PM




]

Nursedemonstratesan effective useof time, equipment,and staff personnelto maintainhigh standardsof nursingcare
Observation®f thisy dzNJr§aQizationahbility include

Selects nursing activities and=
delegates responsibilitiesto make
the most efficient use of time and™]
personnelavailable

Customarilymakesandcarriesout a _
satisfactory work plan to handle
dailyassignments

Approachegdaily work assignments_|
without foresight or systematic_|

planning

10. Checkordersfor medication to be givenduringthe dayandattemptsto maintaina
daily scheduléor distributingmedication

9. If notified by telephonethat family memberwascomingto take patient outsidefor a
trip would notify patient andaide so patient would be readyto leave

8. Requesearlytraysfor patientswho maytake longerto eat.

7. When short of linen, rearrangeswork assignmentsto accommodatebedridden
patientsfirst.

6. Keepalogof LJ- ( A g@rgandbiticlessothat there is arecordin the eventof death
or discharge

5. If aidshad completedtheir normal work assignmentsiuring night shift, would have
them help cleanequipmentduringremainingtime on shift.

4. Makesroutine checkfor paper supplies(for example,paper cups, medicine cups,
nursingnotes)availableon unit.

3. Failsto establisha daily work routine and nursing activities are not completed
accordingo anyparticularschedule

2. Spendsnosttime chartingandverylittle time with patientsandaides

1. Frequentlyleavesimportant work undonesothat he or shecanleaveon time.
0. Might makeseveraltrips to supplyroomto get afootboard @i@&%‘;ﬂtg:m PM

sy,



_ ehavoraly anchored aing scale BARS)| How to

BARSs designedio bringthe benefitsof both qualitativeand quantitative datato measure
the employeeappraisaprocessy comparingani y R A @peRodzaric€gainst BARS?

specific examplesof behaviour which are then categorizedand appointed a

numericalvalueusedasthe basisfor rating performance

The first step is to write CIT(Critical Incident Techniques)»hich comparesan
A Y R A O peRadmhahc@afainstspecificexamplesof behaviorthat are tied to
numericalratingsof 5to 9.

Then the employer needsto develop performancedimensionswhich have to

rechecked Next step envolves scaling the critical incidents which leads to

developingthe final instrument
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Appraisainterview s faceto-facediscussiorandreview

of performanceappraisalwith the employee
It providesperformancefeedbackio the employee
It Is conducted after the performance appraisal has

beenformallydone.
Generallyjt isconductedon one-on-onebasis
It providesopportunity to both the managerand the

employee to communicate about job performance,
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1 currentconcernsaandfuture goals




An appraisainterview is an exchangebetweena managerand an employeethat is designedo evaluate

the employeeandcreatea careerdevelopmentplan.
AChangebehaviorof employeesvhoseperformancedoesnot meetthe performancestandards The
goalisto bringaboutimprovementsin the performanceof the employee Plansare madeto remedy
deficiencies
Aviaintainbehaviorof employeesvhoseperformancemeetsthe performancestandards
AReinforcebehaviorof employeeswhose performanceis abovethe performancestandards Their

superiorperformanceis recognized
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Tell and Sell
Method

' k.

Tell and Listen
Method

Problem Solving
~ Method |

Mixed Approach
Method
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Here the supervisortells the employee how good or bad the
Tell and Sell Method performancewas Theattempt of the supervisoris to convincethe
employeeto accepthis judgment The employeeis also askedto
setgoalsfor improvingperformance Theemployeesdoesnot provideinput in this evaluationinterview.
It is basedon the assumptionthat employeeshave some deficienciesbut they needto be convinced
aboutthesedeficiencies

The purpose of this interview is:

Ao let the employee to know how well he is doing.

-~
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Ao draw up a plan of improvement for him. o

PE‘ |
Ao gain the employees acceptance of the evaluation. “2




Here the supervisortells the employee how good or bad the
Tell and Listen Method performancewas The employeeis also told about his strengths
andweaknesseslheemployeeis givena chanceto respondto the

evaluation Thefocusison job related performanceto avoidangryfeedbacksessions
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In this interview the aim is not appraisalbut developmentof an
Problem solving method employee Therefore the interviewertakeshimselfout of hisusual
role as a judge and puts himself in the role of a helper The
supervisors a facilitator rather than ajudge Hedoesnot communicatethe evaluationto the employee
He doesnot point out the areasof improvement rather he stimulatesthe employeeinto thinkingabout
remediesor solutionsbut consideredall ideason job improvementsuggesby the employee

Thisis doneby skillfulguestions Canyou planto dealwith emergencies?
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Mixed approach method

It combinesTell and Sellmethod with problem solving
method. Theemployeeistold about his performance
Goal for improvement are mutually agreed This
approach is useful for employee development and

performanceplanning



Performanceating maysufferfrom the following problems

AShifting standards Thestandardsfor performanceevaluationsystemcanbe changedtoo frequently
whichconfuseghe employeesandthe raters.

Mifferent Patterns Raterscandiffer in their rating style.

ARole Conflict Theratershasto perform two jobs asa supervisorand asa performancerater which
createsrole conflict.

Arime Gap Performanceappraisaimay not be done on deadlineswhich delaysemployeefeedbackof
performance

ABias Ratersmayrate employeeon the basisof personalinkingwhichmaynot be fair andequitable
A _ackof skills Ratersmaylackrating skillsandexperience

KOrganizational apathy: Organizationsmay disregard the corrective actions recommended by
performanceappraisal

AdumanError. Theycancrop up unknowinglyto distort performanceappraisal

A ackof linkage Theperformanceappraisaimaylacklinkagewith reward, punishmentand employee

development
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3609 Feedback

: On-going feedback
Team appraisal

: Multiple raters
Behavior based method
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Use the performance appraisal document periodically, at least quarterly, through the year to
assess employee progress.

Provide feedback to employees regularly, not just in the annual performance appraisal.

Engage the employees in a two-way discussion whenever their performance is the topic.

Improve performance appraisal by using an employee self appraisal prior to the performance
appraisal.

An effective performance appraisal trusts employees to do the right things if they know what
the right thing is . Methods should not be hidden.

Theperformance appraisal must support and strengthen the employee’s empowerment, his or
her ability to chart the course to successful accomplishments.
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Theuseof managemenbbjectiveswasfirst widely advocatedn the 1950s by the noted management
theorist PeterDrucker

MBO (managementby objectives)methods of performanceappraisalare resultsoriented. That s,
they seekto measureemployeeperformanceby examiningthe extent to which predeterminedwork
objectiveshavebeenmet. V,sz:;

Usuallythe objectivesare establishedjointly by the supervisor
and subordinate An exampleof an objectivefor a salesmanager
might be: Increasethe grossmonthly salesvolumeto Rs250,000
by 30 June

Oncean objectiveis agreed,the employeeis usuallyexpectedto

seltaudit; that is, to identify the skills neededto achievethe

objective Typicallythey do not rely on others to locate and
specify their strengths and weaknessesThey are expectedto

monitor their own developmentand progress




MBQO approach is based on objectives.
Performance appraisal is based on how well the tlmend objectives have been accomplished.
The objectives are jointly set by the manager and the subordinate.
The emphasis is not on activities but on results achieved.

The concept of MBO can be described as a
'process whereby the superior and
subordinate managers of an organization
jointly identify its common goals, define each
iIndividual's major areas of responsibility in
terms of results expected of him and use
these measures as guided for operating the
unit and assessing the contribution of each

Its members'.
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Disadvantages

Collaborative goal setting
Action planning

Performance review MBO cannot be effective where managers do not trust tl

Performance evaluation employees.

It is time consuming.
Employees tend to set very low or very high objective

) Quality may be compromised by quantity
Advantages Difficulties may arise in properly measuring performance

: N MBO activities.
Emplqyeg feel committed to objectives. Comparison between employees is difficult as employee |
Participative management

_ _ different set of objectives.
MBO assists planning and control. Most organization's lack proper climate of MBO to succee
It motivates employees.

Joint performance reviews help improve performance.

Rewards are linked with performance.
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Lack of systematic performance evaluation system

Promotion-oriented purpose
Lack of transparency

Performance appraisal in civil/pubic enterprises

Unrealistic, unsystematic and ineffective

v X
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