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37 PERFORMANCE APPRAISAL METHODS

This section looks at how management can actually establish performance
standards and devise instruments that can be used to measure and appraise an
employee’s performance. A number of methods are now available to assess the

performance of the employees.
1) Critical Incident Method

Critical incident appraisal focuses. the rater’s attention on those critical or key
behaviors that make the difference between doing a job effectively and doing it
ineffectively. What the appraiser does is write down little anecdotes that
describe what the employee did that was especially effective or ineffective. In
this approach to appraisal, specific behaviors are cited, not vaguely defined
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b) Critical incidents do'not lend themselves to quantification. Therefore the
comparison and ranking of subordinates is difficult.

2 Checklist

-

n the checklist, the evaluator uses a bit of behavioral descriptions and checks of
ose behaviors that apply to the employee. The evaluator merely goes down the
jist and gives “yes” or “no” responses. Once the checklist is complete, it is
ysually evaluated by the staff of personnel department, not the rater himself.
Therefore the rater does not actually evaluate the employee’s performance;
he/she merely records it. An analyst in the personnel department then scores the
checklist, often weighting the factors in relationship to their importance. The
final evaluation can then be returned to the rating manager for discussion with
the subordinate, or someone from the personnel department can provide the
feedback to the subordinate.

3) Graphic Rating Scale

One of the oldest and most popular methods of appraisal is the graphic rating

scale. They are used to assess factors such as quantity and quality of \w.fork, ]:ob

knowledge, cooperation, loyalty, dependability, attendance, hcfnesty, integrity,

attitudes, and initiative etc. However, this method is most valid when abstract

traits like loyalty or integrity are avoided unless they can be defined in more

specific behavioral terms. The assessor goes down the list of factors and not_es
that point along the scale or continuum that list of factors and notes that point
ilng the scale or continuum that best describes the employee. Th'ere are
Bpically five to ten points on the continuum. In the design of the graphl? scale,
the challenge is to ensure that both the factors evaluated and t]l:le §ca1e pints are
,clcm}' understood and unambiguous to the rater. Should- ambiguity occur, bias
S nttoduced. Following are some of the advantages of this method:

9 They are less time-consuming to develop and administer.

" They permit quantitative analysis.

- LE . r
Y There is greater standardization of items SO comparability with othe

individuals in diverse job categories is possible:
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4) Forced Choice Method
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choose between two or more statements, all of which may be favgr,, *
unfavorable. The appraiser’s job is to identify which statement is mog forb
some cases least) descriptive of the individual being evaluated. To reduce bi-k
the right answers arc not known to the rater. St_)mcone in the Perso f{
department scores the answers based on the .ke)t’. :ThlS kcy_ Shogld be valig,,
so management is in a position to say that individuals with higher score x

better-performing employecs.

The major advantages of the forced choice method are:

a) Since the appraiser does not know the “right” answers, it reduces bias,

b) It looks at over all performance.
c) Itisbased on the behavior of the employees.

5) Behaviourally Anchored Rating Scales

These scales combine major clements from the critical incident and graphi;
rating scale approaches. The appraiser ratcs the employees based on items along
continuum, but the points are examples of actual behavior on the given job
rather than general descriptions or traits. Behaviorally anchored rating scales
specify definite, observable, and measurablc job behavior. Examples of job-
related behavior and performance dimensions are gencrated by asking
participants to give specific illustrations on effective and ineffective behavior
regarding each performance dimension. These behavioral examples are tha
retranslated into appropriate performance dimensions. Those that are sorted info
the dimension for which they were generated are retained. The final group of
behavior incidents are then numerically scaled to a level of performance that
each is perceived to represent. The incidents that are retranslated and have high
rater agreement on performance effectiveness are retained for use as anchors 02
the performance dimension. The results of the above processes are behaviord
descriptions, such as anticipates, plans, executes, solves immediate problems
carries out orders, and handles emergency situations.

This method has following advantages:
a) It does tend to reduce rating errors.
b) It assesses behavior over traits.

¢) It clarifies to both the employee and rater which behaviors connote E"Od
performance and which connote bad. |

6) Group Order Ranking

The group order ranking requires the evaluator to place employces int® ¢
particular classification, such as “top one-fifth” or “second 0”3'“.“ '
Evaluators are asked to rank the employees in the top 5 per cent, the next 2 I°
cent, the next 15 per cent. So if a rater has twenty subordinates, only
in the top fifth and, of course, four must also be relegated to the bott

four cat
om “I '
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It is not good if the number of employee being compared is small. At the
exlreme, if the evaluator is looking at only four employees, it is very
ossible that they may all be excellent, yet the evaluator may be forced to
rank them into top quarter, second quarter, third quarter, and low quarter!

a)

Another disadvantage, which plagues all relative measures, is the “zero-
qum game”: consideration. This means, any change must add up to zero.
For example, if there are twelve employees in a department performing at
different levels of cffectiveness, by definition, three are in the top quarter,
mree in the second quarter, and so forth. The sixth-best employce, for
instance, would be in the second quartile. Ironically, if two of the workers
in the third or fourth quartiles lcave the department and are not replaced,
then our sixth best employce now fit into the third quarter.

b)

¢) Becausc comparison are rclative, an employee who is mediocre may score
high only becausc he or she is the “best of the worst” Similarly, an
excellent performer who is matched against “stiff” competition may be
evaluated poorly, when in absolute terms his or her performance is
outstanding.

7) Individual Ranking

The individual ranking method requires the evaluator merely to list all the
employees in an order from highest to lowest. Only one can be the “best.” If the
evaluator is required to appraise thirty individuals ranking method carries the
same pluses and minuses as group order ranking.

8) Paired Comparison

The paired comparison method is calculated by taking the total of [n (n-1)}/2
comparisons. A score is obtained for cach employee by simply counting the
number of pairs in which the individual is the preferred member. It ranks each
individual in relationship to all others on a one-0n-one basis. If ten people are
being evaluated, the first person is compared, with each of the other nine, and
the number of items this person is preferred in any of the nine pairs is tabulated.
Each of the remaining nine persons, in turn, is compared in the same way, and a
anking is cvolved by the greatest number of preferred “victories”. This method
ensures that each employee is compared against every other, but the method can
become unwieldy when large numbers of employees are being compared.

%) Management by Objectives

M"T“agemcﬂt by objectives (MBO) is a process that converts o'rg_anizational
%bjectives into individual objectives. It can be thought of as consisting of four
“1eps: goal setting, action planning, self-control, and periodic reviews:-
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that are critical for the subordinate to achieve in order (g fulfi)) .

requirements of the job as determined in job analysis, These zoalg

agreed upon and then become the standards by which the emp]oyee
: 5

results will be evaluated.

b) In action planning, thc means are determined for achieving the

established in goals setting. That is, realistic plans are developed 1o altaip
the objectives.

This step includes identifying the activities necessary to accomplish g,
objective, establishing the critical relationships between these activities
estimating the time requirement for each aclivity, and dclcm':injng the
resources required to complete each activity.

¢) Self-control refers to the systcmatic monitoring and measuring of
performance.

Ideally, by having the individual review his or her own performance, The
MBO philosophy is built on the assumptions that individuals can be

responsible, can exercise self-direction, and do not require external controls
and threats of punishment,.

d) Finally, with periodic progress reviews, corrective action is initiated when
behavior deviates from the standards established in the goal-setting phase.
Again, consistent with MBO philosophy, these manager-subordinate
reviews are conducted in a constructive rather than punitive manner.
Reviews arc not meant to degrade the individual but to aid in futre

performance. These reviews should take place at least two or three times?
year.

Following are the advantages of MBO: '

a) It is result —oriented. It assists the planning and control functions and |
provides motivation. '

’ |
b) Employees know exactly what is expected of them and how they will B

evaluated.

, — e
c¢) Employees have a greater commitment to objectives that they B&¥
participated in developing than to those unilaterally set by their bosses-

10) 360 degree appraisal

The 360 degree feedback process involves collecting perceptions about *
person’s behaviour and the impact of that behaviour from the person’s bosS
bosses, direct reports, colleagues, fellow members of project teams. intum:rl .
external customers, and suppliers. Other names for 360 degree i‘eﬂdbafl‘_' i
multi-rater feedback, multi- source feedback, full-circle appraisal. and .—’fI‘ 2
performance review. 360 degree feedback is a method and a tool thut ProY
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 isor and four to cight peers, subordinates and customers. 360 degree \peraiat
2k allows each individual to understand how his effectiveness as an
202" - o-worker, or staff member is viewed by others. The most effective
::3:- rovide feedback that is based on behaviours that other employees
oroc . The feedback provides insight about the skills and behaviours t|t.‘:;inf£l
a0 s rganization 10 accomplish the mission , vision, goals and values. The

in ) A :
- gback i firmly planted in behaviours needed to exceed customer

;,tpec;ations.

psople whoe are chosen as ralers are usually those that interact routinely with
7z person ceceiving feedback. The purpose of the feedback is to:

;) assist each individual to understand his or her strengths and weaknesses.

b) contribute insights into aspects of his or her work needing professional

development.

Following are some of the major considerations in using 360 degree feedback.
These are basically concerned with how to:

2) select the feedback tool and process;

b) select the raters;
c) usethe feedback

d) review the feedback; and

¢) manage and integrate the process into a larger performance management

system,

Features of 360 degree appraisal

Organizations that are using with the 360 degree componcnt of their
performance management systems identify following positive [catures of the
process. These features will manifest themselves in well-managed, well-

integrated 360 degree processes.

a) Improved Feedback from more sources: Provides well-rounded feedback
from peers, reporting staff, co-workers, and supervisors. This can be a
definite improvement over feedback from 2 single individual. 360 feedback
can also save managers’ time in that they can spend less energy providing
feedback as more people participate in the process. Co-worker perception is
important and the process helps people understand how other employces
view their work.

b) Team Development: Helps team members lcarn to work more effectively
together. Tcam members know more about how other members are
performing than their supervisor. Multirater [eedback makes team members
more accfnumable to each other as they share the knowledge that they will
P:‘O\'ldc input on each member's performance. A well-planned process can
improve communication and team development.

141
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. % feedback i or understanding per
on feedback 1s on¢ of the best methods fi g persong] |
! organizational developmental needs.

for Career Development: For many reasons, organizagj, ]
Jonger responsible for developing the careers of lhm; |
rater feedback can provide excellent informatigy , |
hat they need to do to enhance theijr Ca:e:': ,
Additionally, many employees feel 360 degree feedback is more accypar. |
more reflective of their performance, and more validating than feedback -
from the supervisor along. This makes the information more useful for boty

carecr and personal development.

Risk: When feedback comes from a number o
ns, biases because of varying reasong ar
f the supervisors are eliminated ag g,

d) Responsibility
per se are no
employees.. Multi
individuals about W

e) Reduced Discrimination
individuals in various job functio
reduced. The judgemental errors O
“feedback comes from various sources.

f)y Improved Customer Services: Feedback process involves the intemal o
valuable feedback about th

external customer. Each person receives
quality of his product or services. This feedback should enable the

individual to improve the quality, reliability, promptness, and
comprehesiveness of these products and services to his/her customers.

g) Training Needs Assessment: Multirater feedback provides comprehensive
information about organization training needs and thus helps in mounling
Televant training programmes. Such programmes add value to th
contribution made by the individual employee.

Benefits of 360 degree Appraisal:

Following benefits of 360 degree Appraisal accrue to the individual, team and
organization:

To the individual:

a) This process helps individuals to understand how others perceive them
b) Ituncovers blind spots

¢) It provides feedback that is essential for learning

d) Individuals can better manage their own performance and careers

e) Quantifiable data on soft skills is made available.

To the team:
a) Itincreases communication between team members

b) ?t gepcratcs higher levels of trust ad better communication as indi\’id”:’]’-
identify the causes of breakdowns

c) It creates better team environment as people discover how to treat othe®
and how they want to be treated
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orts teamwork by involving team members in the development Performance
it supPY’ ) Appraisal

It increased team effectiveness.
¢

fothe Organization:
[t reinforces corporate culture and openness and trust
It vaides better opportunities for career development for employees

b)
‘)

)
FR facilitates the conduct of relevant training programmes.

Employees get growth and promotional opportunities
[t improves customer service by having customers contribute to evaluation

Activity B: Review the above mentioned methods of Performance Appraisal
ad evaluate their advantages and disadvantages in the context of an

organisation.

.......
......................................................................................
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