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Pros and Cons of Performance Appraisal

H
!

What is Performance Appraisal?

Performance appraisal is an abtempt to think clearly atout
sach person's performance and future prospects against the sack—
ground of his total work situation. Performance can be apgialsed
succinetly by describing the test aspects of the individual“s work
and. sugzcsting possible areas for improvement.. Future prospects
can be reviewsd constructively when the supervisors attempt to
name Jjobs the individuzl could perform if given the opportuailby.

Performance appraisal within management ranks has becone
standard practice in many companies,. and is currently being. adoried
by meny companies &s an important feature of management: devalop—
ment programs, and as an important tool of supervision.

[I- Why a Performance Appraisal?

1l - The act of appraising, of setting a value on, of Judg-
ing as to quality, status, ctBe.,. 18 as: old as civilization jitsell.
den, as a ressoning animal, has, through the ages,. esbablisned
stendards for Jjudgnmept consistent with his Knowlege znd experienie.
‘‘ne act of appraisal has been as natural and: constanmt a process
ln man's tobal make-ap as hasi been his breathing;. sleesping and
ating.

2 - To the extent that man's intellectual capsacity and ex—
perience have permitted him to establish reasonably desirable
standards for judgment, and to. the expent that he has developed
¢ degree ofl objectivity propsrly to appraise and evaluate the
conditions that confronted him in relation to the standsrds estab -
lished - to that seme ~xXtenl has man progressed..
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> - ZEvery phase of management and supervisory activity contains

2 set of checks and balances - some measurement of accomplishment
against desired objectives -~ to strengthen the continuous process
vhat represents the growth of the enterprise to maximum effective-
ness., . :

L = ThlS same requirement of evaluation applies to the managemen,
;nleldual as well - to strengthen the continuous process that
;eprasents the growth of the individual to maximum effectiveness,

2 5' The Qutcomes of Performance Appraisal Programs 7

: 1l - Wage Structure - The early Jjob evaluation approaches
were aimed at isolating and analyzing the various components which
sonstituted a pérticular Job. These components were then assigned
noint values, which were later translated into dollar or wége sceles.

It was an eaéy and natural step from this business of evalua-
ting jobs to move over into the area of evaluating pecple and their
gerformahce in the jobs. Thus, the first action phase in appraisals
cent8red around management's interest in making and recording de-
cisions on‘salary matters.,

2 - Improving Morale — The objectives' of performance appraisal
were not always too clearly defined, but they were generally aimed
et improving moralé as a means to increasing productivity, lowerirg

costs, and cutting down absenteeism.

"5";' Mansgement Development Programs - Performance appraisa.
5 as trams helped in dlscoverlna the fact that with the grow*ng com~
p.-eXity of modlern management systems, seasoned hlgh—callber execu-
toves are not bora, but can and must be developed. 'In essence,
"Lzanagement Dlevelopuent™ programs begsn to receive considérable

attention,. \
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IV - Advantages of Pcecrformance Appraisal

l - Balary Administration - Performance appraisal programi

provide systematic Jjudgments to back up salary increases, promo-
Tions, transfers, and sometimes demotions or terminations.

2 - Counseling

w

Performance appraisal reports provide mneaningfuvl izfcr-
mation to Le used as a basis for counseling, discussing a man's
performance with him, pointing out those arcas in which he sould
try to improve, and working out a program of personal developmen:
that will lead to definite improvement.

% — Bullding Worale

Performance appraisal builds morale at the top,. from
Ahich it spreads downward through the organization, by providing
she means whereby the good work a man does is brought o the
aGtention of top management. Also, it develops peoplels morale
shrough stimulating confidence in management's fairness.

4 - Competition Among Workers

since performance appraisal measures the capacity of
loremen, supervisors, and executives, it wotivates nembers: of
0f these groups to do the best possible: job in order-that their
verformance will outrate those in the organization whom they
regard competitively. ;

5 - Bvaluation of Lmployees! Performance

Performance appraisal provides for-uniform and systema-
tic Judgments by supervisors of the performance of each employee
over a period of time, in advance of the need to make decisions
concerning thesec employces. The necessity to.evaluate uis eaplo-
yees forces the supervisor to think more carefully about their work,
thus avoiding snap judgments.,
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2 = Designing Treining Programs

;. Performance appraisal helps management to discover areas of
reaknesses and deficiencies as a basis for designing training and
levelopment programs.

VY - Tumproving Performance

By performance appraisal job performance can be improved by
-.etting the worker know his weaknesses and strengths and making
(lefinite plans with him to overcome his defects and to make capital
of his strengths.

3 -~ Assigning Work Among Workers

Performance appreisal helps in assigning work in accordqnce
vith workers' ability.

S = Improving the gquality of Leadership

Performance appraisal programs. are valuable as a means of
improving the quality of leadership. They assist supervisors and
executives in improving their leadership qulities since these
executives and supervisors are enforced to Jjudge others,

120 -~ Learning and Judging

- Performance appraisal helps top supervisors learn how each
person 1s appraised by his foreman, and judge the fairness, severity,
or lemniency with which supervisors judge their people.

l.. - Bffectiveness of Perscnnel Policies and Procedures
Performance appraisal results may be used to determine the
eifectiveness of personnel policies and procedures. By communicat-

inz tae results to the employees, the interview will reveal how the
pol.icies and procedures are effective.



12 = Personal Knowledge

When an employee has been selected, liired, placed, ilnducted,
and trained for a particular job, he is entitled to know froun
tiac to time how he is measuring up to expected standards of job
pecformance.
1% - Performance sppraisals are useful as a check on the success
of recruitment, selection, and placement procedures.

14 -~ Performence appraisals put the finger on the weak 'sisteis,
the square pegs in the round holes; members of the management Toeun

wno should be doing some other type of work.

15 - Periodic Inventory of People

It is Jjust good business to take periodic inventory af ow:
peoples! weaknesses ané strengths in order that we can make beticr
use of them to our profit and thelrs.

16 - Advenitaves of Reporting Performance Appraisal Back o the

Person Rabed.

1 -«  Grievang¢es can be prevented by létting the worker
understand the basis for action which may be taken in the
future and by clearing up misunderstandings about past
actions that have afiected nim.

2 = The supervisor and the worker can be brought i1bo a
closer personal relationship wherein each has a better
understanding of the other, and the worker is made to feel
that|he ‘is a person and not Jjust a clock number.

3 - Pent-up emotions which wmay be reflected in acts of
ag;fession toward management may be relieved by providing
opportunity for rebuttal and talking out the situation.
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V - Disadventages of Performance Appraisal

1 - Resistance of The People Being Appraised
Most companies, it appears from studying the appraisal

btlanks, are concerned mainly with perscnality and character
traits. 8o strongly is the emphasis on personality that " job
knowledge" and even "job performance” may have only a minor
place in the over-all rating.

Now, it is in this area of taking people apart on a per-
sonality basis that appraisals begin to run into resistance.
The people being appraised may feel quite unhappy during the
process, often without being able clearly to explain why.

2 - Difficulties of Measuring Qualitative Work

iMany difficulties are involved in appraising the contribu-
tions of such men as research scientists and line or staff exe—
cutives, whose work performance may be more gualitative than
gquantitative. Thus, the more difficult it is to measure a man's
contribution, the-more we may have tended to drift over to a
personality-centered type of appraisal.

%2 -~ Leadership and Personality.Appraisal

~

1 3

e & umenager means to be a leader, and intellectual ca-

=

paclity or technical kuow-how alone is not the amswer. It is
welovively esasy to give uen a basic knowledge of managerial skills
aad techniques, it is the manner in which such knowledge is
sppaled thet determines a manager's total effe 2ctiveness, and th.s
18 a0t so easily taught. Here is where personality and charactur
cater the picture and makes it difficult to appraise perfO“man0v
jootively.
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4 - Palary Aduministration

We may find, for example, that a mnan is rated high on his
"appraiscl" - so he is told - and probably expects o come out
well when the salary increases are handed oub. Yet he uzay be
dlsappointed, he wmay not receive the expected increase for, with
rare exceptions, salary decisions are not really nade on the
tesis of performance alome, but against a background of many
LeClions,

2 — Resistence of sansgers who Appraise

Personnel administrators are aware that appraised prograns
tend to run into resistance: from the: managers who are.expected
Go edminister them.

The Coss's resistence is usually attribubed. to.the: followirg

PRI T YT e
Collloes s

A norual dislike of criticizing a subordinate: (and perhaps
having to argue about it).

Lack of skill uneeded to handle the interviews.

Dislike of a new procedure with: its: accompanying changes
in ways of aperating.. ' :

liistrust of the validity of the appraisal instrument.

As a result, some companies do not communicate appraisal
results Uo the individual, despite the general conwiction that
the sutordinate has a right to know his: supericr¥s:opinion:so
he can correct his weaknesses..

6 - An Tthical Problem
Same critics feel it is unethical for one man to- be-in the

yosition of rating another because all human beings are: created.

with equal rights, . and, therefore, 1% is: wwsilicar. toomesle o e
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superior to another. Probably this ethical problem centers
around personality and character appraisal rather than around
performance appraisal.

7 .= Performance Appraisal is a Biased Judgment

.1t has been pointed out that performance appraisals are
likely to be neither more nor less than a biased reflection
of the personal relationship existing Letween the people in-
volved - in other words, the supervisor - subordinate personal
relationship.

8 - Labor Unions

The idea »>f performance appraisal is not popular with
unions who regard it with Jeep suspicion, claiming it to be
a device for "sweating" employees and getting them to do more
work for less money.

9 - Does not Test Management's Ability or the Hidden gualities

of Msnagers.

It is contended by some that the real test of management's
ability is the company's annual report of earnings and growth,
not performance ratings. Also, it is argued that a manager may
be good for reascns which do not always show in a rating summary.
For example, the head of a department might have certain quali-
ficetions which play an important part in the growth of that
de@artmeﬁt,_which the directors, especially if they are not work-
ing closely with him, could not evaluate accurately.

10 - Problems Involved in Communicating The Appraisal Program

The originators of appraisal systems are usually aware of
«ad will scknowledge technical weaknesses that exist in their
proposed methods. But, it is sometimes not part of the tradition



to communicate such doubts to the managers or supervisors who
are to put the plans into action. Even where earnest attenpbs
are made to communicate those doubts and reservations which
may exist, th:s problem of getting complete understanding at
all levels is difficult.

11 - Human Relations Problem

ne manager says: "Everybody keeps telling our managers
and supervisors that they have got to be friendly with their
pecple = have to develop good human relations. Then along
come these darn annual appraisal reviews. Look, I don't caxre
how careful you are in criticizing a man, he still doesn't
like it and you are likely to lose more in good relationships
thean you gain',

Some psychologists explain this by pointing out that you
nay lose much more than good relationships: you may affect a
man's total working effectiveness if he suffers an undue amount
of "ego loss". This concept Considers an individual's
effectiveness as a product not only of knowledge
and skills, but also of his total feeling about himself and
about his relation whith other people.

12 - Problems of Communicating Back the Results of Appraisals

Discussing the appraisals with the employees themselves
may create the fbllowing problems and disadvantagess:
a - Low grades make people angrye.
b - Criticisms arouses defensiveness and resentment.
Hence, far from stimulating the emplaoyee to improve, it
tends to reinforce his present behavior.
¢ - There is a steady widening of differences between people
who must work together.
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13 - . Errors In Appraisals

a = Halo effect A rating on one trait which seems parti-
cularly important to the rater carries over and influences the
rater's evaluation of all other traits. For example, an indivi-
dual who gets out a very high quanitiy of work on time is assumed
to be good on all other traits.

b - Purpose The rater may be swayed because he knows the
purpose to which the evaluation is to be put. Hence a low per-
forﬁing man may be rated higher if the evaluation is to be used
for a wage increase and the rater feels that the individual needs
one.

¢ - dituation Seeing a person on the job and also in
private social life may mean that the good (or bad) impression
formed about him in outside social activities will carry over
and influence Jjudgments about his activities on the job.

d - Lack of skill The skill people have in evaluating
others varies considerably from person to person depending upon
ability, training and practice. If a person only makes a per-
formance review once a year, he is not getting musch practice
and his skill remain undevelopeé,
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