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ABSTRACT

T h is  a n a l y s i s  i s  concerned w i t h  t h e  t o p i c  o f  pe r fo rm ance  

a p p r a i s a l s  i n  th e  p u b l i c  s e c t o r .

S p e c i f i c a l l y ,  t h e  use o f  pe r fo rmance  a p p r a i s a l s  by l a r g e  u n i t s  o f  

l o c a l  government  (50 ,000-250 ,000)  i s  compared w i t h  the  use i l l u s t r a t e d  

by s m a l l  u n i t s  o f  l o c a l  government  (1 ,000 -10 ,000 ) .  V a r i a b l e s  f o r  

purposes o f  compar ison a re  d e v e lo p e d  f rom  a comprehens ive  l i t e r a t u r e  

r e v ie w .  A p r im a r y  su rv e y  in s t r u m e n t  i s  a l s o  u t i l i z e d .

R e s u l t s  o f  t h e  re s e a rc h  i n d i c a t e  t h a t  t h e r e  may no t  be as g r e a t  a 

d i f f e r e n c e  between th e  two c la s s e s  o f  government  ( l a r g e  and s m a l l )  

w i t h  r e s p e c t  t o  use o f  per fo rmance  a p p r a i s a l  systems as i s  suggested 

by t h e  t r a d i t i o n a l  da ta  a v a i l a b l e  on t h i s  t o p i c .
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INTRODUCTION

The a b i l i t y  o f  a p u b l i c  o r g a n i z a t i o n  t o  s u r v i v e  and be a

p r o d u c t i v e  u n i t  depends on many d i f f e r e n t  v a r i a b l e s .  " A l t h o u g h  many

f a c t o r s  a f f e c t  t h i s  outcome ( o r g a n i z a t i o n a l  success o r  f a i l u r e ) ,  few

seem t o  be as im p o r t a n t  as th e  pe r fo rm ance  o f  th e  o r g a n i z a t i o n ' s  
1

w o r k f o r c e . "  A l l  t o o  o f t e n  t h i s  as pe c t  o f  o r g a n i z a t i o n a l  d e v e lo p m e n t  

i s  ig n o re d  o r  a d m in i s t e r e d  on a low  p r i o r i t y  bas is .  In  do ing  t h i s ,  

t h e  o r g a n i z a t i o n  i s  no t  a l l o w i n g  i t s e l f  t o  maximize i t s  p r o d u c t i v i t y  

by f u l l y  u t i l i z i n g  th e  re s o u rc e s  o f  th e  a v a i l a b l e  w o r k f o r c e .

T h e re fo r e ,  i t  i s  o b v io u s  t h a t  o r g a n i z a t i o n s  need t o  p l a c e  a 

g r e a t e r  emphasis on d e s ig n in g  and im p le m e n t in g  systems t o  e v a l u a t e  th e  

i n d i v i d u a l  w o rk e r 's  pe r fo rm ance  so as t o  im prove  o r g a n i z a t i o n a l  

pe r fo rm ance  as a who le .  T h is  concern  w i t h  th e  use o f  f o rm a l  

pe r fo rm ance  a p p r a i s a l  systems i s  th e  focus  o f  the  f o l l o w i n g  a n a l y s i s .

CURRENT INFLUENCES

Recent d e v e lop m en ts  in  l o c a l  government  have made the  e f f e c t i v e  

use o f  pe r fo rm ance  a p p r a i s a l s  even more im p o r t a n t  than was th e  case in  

t h e  past .  Loca l  government  i s  f i n d i n g  i t s e l f  i n  the  u n e n v ia b le  

p o s i t i o n  o f  be ing  asked t o  p e r fo rm  an i n c r e a s in g  number o f  s e r v i c e s  

w i t h  d e c re a s in g  l e v e l s  o f  re sou rces  ( o r  r e v e n u e s ) .
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The d e c l i n e  in  revenues  be ing  e x p e r ie n c e d  by many l o c a l  

governments  can be a t t r i b u t e d  t o  many d i f f e r e n t  f a c t o r s .  One example 

o f  t h i s  i s  t h e  r e d u c t i o n  and e v e n t u a l  a b o l i s h m e n t  o f  F ede ra l  Revenue 

Shar ing .  T h is  l e a v e s  th e  l o c a l  l e v e l s  w i t h o u t  a s u b s t a n t i a l  amount o f  

revenue t h a t  had come t o  be h e a v i l y  r e l i e d  upon in  th e  pas t .  A n o th e r  

p rob lem  i s  t h a t  t h e r e  has been a t r e n d  o v e r  t h e  p a s t  few yea rs  f o r  

p e o p le  t o  move ou t  o f  t h e  urban areas,  wh ich  o f  cou rse  means a lo s s  in  

t a x  base f o r  l o c a l  governments  i f  t hes e  t a x  payers  a r e n ' t  r e p la c e d .  

A l s o ,  i t  can be seen t h a t  when these  ta x  payers  are  r e p la c e d ,  i t  i s  by 

a p o p u l a t i o n  o f  r e s i d e n t s  who are  i n  a lo w e r  income b r a c k e t  and c a n ' t  

a f f o r d  t o  pay th e  same taxes  t h a t  t h e  fo rm e r  r e s i d e n t s  were pay ing .  

A d d i t i o n a l l y ,  these  lo w e r  income r e s i d e n t s  g e n e r a l l y  r e q u i r e  more 

s e r v i  ces.

S t i l l  a n o th e r  p rob lem  area f o r  l o c a l  governments  in  rega rd  to  

d e c l i n i n g  revenues  i s  the  f a c t  t h a t  i n t e r e s t  r a t e s  have f a l l e n  s h a r p l y  

i n  t h e  l a s t  two f i s c a l  yea rs .  T h is  i s  an e x t r e m e l y  im p o r t a n t  f a c t  

because many m u n i c i p a l i t i e s  have grown r e l i a n t  upon th e  i n t e r e s t  

income gene ra ted  f rom t h e i r  i n v e s tm e n ts .  T h is  t remendous d e c l i n e  in  

t h e  i n t e r e s t  r a t e  t r a n s l a t e s  i n t o  a s u b s t a n t i a l  l o s s  in  revenue f o r  

c e r t a i n  l o c a l  governments .

A t  t h e  same t im e  t h a t  l o c a l  j u r i s d i c t i o n s  are e x p e r i e n c i n g  lo s s es  

i n  revenue,  t h e y  a l s o  are  be ing  exposed t o  c e r t a i n  f a c t o r s  wh ich  have 

caused e x p e n d i t u r e s  t o  i n c re a s e  d r a m a t i c a l l y .  Examples o f  t h i s  wou ld  

be t h i n g s  such as in c re a s e s  in  g e n e ra l  o p e r a t i n g  expenses, and 

in c re a s e s  in  l i a b i l i t y  in s u ra n c e  coverage .  T h is  l a s t  p rob lem,  t h a t  o f
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t h e  r i s i n g  c o s t  o f  in s u ra n c e ,  can be seen as one o f  the  s i n g l e  

g r e a t e s t  prob lems faced by l o c a l  government today .

The end r e s u l t  i s ,  as s t a te d  p r e v i o u s l y ,  l o c a l  g o v e rn m en ta l  u n i t s  

have t o  l e a r n  t o  become more e f f e c t i v e  and e f f i c i e n t  t o  meet the  

demand o f  s u p p l y i n g  more goods and s e r v i c e s  w i t h  l e s s  r e s o u rc e s ,  w h i l e  

a t  t h e  same t im e  a c h i e v i n g  o r g a n i z a t i o n a l  g o a ls .  T h is  w i l l  r e q u i r e  a 

c o m p le te  r e v ie w  o f  a l l  aspec ts  o f  each l o c a l  u n i t  so the  a p p r o p r i a t e  

a c t i o n s  can be taken  t o  " s t r e a m l i n e "  th e  v a r i o u s  processes  a s s o c ia t e d  

w i t h  th e  d e l i v e r y  o f  p u b l i c  goods and s e r v i c e s .

S ince  per fo rmance  a p p r a i s a l s  are  o r  a t  l e a s t  s h o u ld  be d i r e c t e d

toward  i n c r e a s in g  th e  i n d i v i d u a l  w o rk e r 's  pe r fo rm ance  and th u s ,  t h e  

e f f i c i e n c y  o f  the  o r g a n i z a t i o n  as a who le ,  th e  numerous aspec ts  t h a t  

pe r fo rm ance  a p p r a i s a l s  are  concerned w i t h  a re  su re  t o  be addressed 

w i t h i n  t h i s  o v e r a l l  r e v ie w  o f  l o c a l  government.  Hence, a c l e a r  

u n d e rs ta n d in g  o f  th e  e lemen ts  o f  "pe r fo rm ance  a p p r a i s a l "  w i l l  become 

i n c r e a s i n g l y  im p o r t a n t  f o r  l o c a l  governmenta l  u n i t s .

The f o l l o w i n g  a n a l y s i s  a t te m p ts  t o  examine th e  many issu es  

i n v o l v e d  w i t h  per fo rmance a p p r a i s a l  systems. In  do ing  so, i t  s h o u ld  

be p o s s i b l e  t o  i d e n t i f y  p o t e n t i a l  s o l u t i o n s  t o  t h e  v a r i o u s  p rob lem s  

wh ich p la g u e  thes e  systems. Th is  knowledge can then  be used t o

improve th e  per fo rmance  a p p r a i s a l  p rocess  as a whole .



LITERATURE REVIEW

TRADITIONAL APPRAISALS

The e v a l u a t i o n  o f  a w o rk e r ' s  pe r fo rm ance  i s  n o t  by any means a

new concep t  in  m an a g e r ia l  f u n c t i o n s .  A p p r a i s a l  o f  pe r fo rm ance  i s

i n h e r e n t  t o  o r g a n i z a t i o n a l  l i f e .  B e fo re  the  1900's,  e v a l u a t i o n  o f  a

w o rk e r 's  pe r fo rm ance  was m e r e ly  an i n f o r m a l  o p i n i o n  o f  p e r c e i v e d

per fo rm ance  based on a s u p e r v i s o r ' s  o b s e r v a t i o n s  o f  work h a b i t s .

But, as l a r g e - s c a l e  o r g a n i z a t i o n s  began t o  matu re  
and a p p l y  th e  concep ts  d e v e lo p e d  by F r e d e r i c k  
T a y l o r ,  demands began t o  emerge f o r  a more 
s y s t e m a t i c  way o f  e v a l u a t i n g  th e  pe r fo rm ance  o f  
i n d i v i d u a l  w o rke rs .  Du r ing  th e  1920's and 1930 's, 
t hes e  demands le d  t o  th e  emergence o f  systems and 
te c h n iq u e s  f o r  t h e  a p p r a i s a l  o f  employees.

A l s o ,  t h i s  concern  w i t h  pe r fo rmance  a p p r a i s a l s  can be seen as a

d i r e c t  r e s u l t  o f  th e  e a r l y  1900's r e fo rm  movement t h a t  t o o k  p l a c e  on

a l l  l o c a l  gove rn m en ta l  l e v e l s .  "The e s t a b 1 ishment  o f  c i v i 1 s e r v i c e

commissions , e l e c t o r a l  i n i t i a t i v e s  and r e c a l l  p r o t e c t i o n s ,  and th e

counc i  1 /manager fo rm  o f  government  were key r e s u l t s  o f  the  re fo rm
O

movement." These de v e lo p m e n ts  were in  d i r e c t  response t o  th e  

c o r r u p t i o n  t h a t  was so p r e v a l e n t  in  l o c a l  government  a t  th e  t im e.  The 

b a s i c  i n t e n t  o f  these  f i r s t  per fo rmance  a p p r a i s a l  in s t r u m e n ts  was t o  

remove th e  p o l i t i c a l  e lem e n t  f rom the  pe rson ne l  d e c i s i o n  making 

p rocess .  T h is  t y p e  o f  de v e lo p m e n t  was t y p i c a l  f o r  t h i s  p e r io d  as i t

4
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was b e l i e v e d  t h a t  t h i s  w o u ld  p r o v i d e  c e r t a i n  p r o t e c t i o n s  f o r  th e  

i n d i v i d u a l  wo rke r .

T r a d i t i o n a l l y ,  the  e a r l y  pe r fo rm ance  a p p r a i s a l s  were geared 

toward  l i n k i n g  pe r fo rm ance  l e v e l s  t o  a c o r re s p o n d in g  compensat ion  

l e v e l .  However,  c e r t a i n  d e v e lop m en ts  have changed t h i s  r o l e  o f  the  

a p p r a i s a l  p rocess  t o  a g r e a t  degree. The g row th  o f  un ions  i s  one o f  

t h e  m a jo r  i n f l u e n c e s  i n  t h i s  area. " I n s t e a d  o f  us ing  p a y - f o r -  

pe r fo rm ance  concep ts ,  un ion  c o n t r a c t s  i n c r e a s i n g l y  c a l l e d  f o r  u n i f o rm  

n e g o t i a t e d  wage r a te s  and compensat ion  l i n k e d  t o  s e n i o r i t y . " ^  T h is  

le d  t o  th e  expanded use o f  pe r fo rm ance  a p p r a i s a l s  f o r  o t h e r  pe rson ne l  

p r a c t i c e s ,  as w i l l  be shown s u b s e q u e n t l y  in  t h i s  a n a l y s i s .  A l s o ,  the  

i n c r e a s e  in  the  s i z e  o f  o r g a n i z a t i o n s  as w e l l  as the  chang ing  and 

d e v e l o p i n g  s t r u c t u r e  o f  i n d u s t r y  i t s e l f  can be seen as a ma jo r  

i n f l u e n c e  in  the  e v o l u t i o n  o f  per fo rm ance  a p p r a i s a l s .

P r e s e n t l y ,  t h e r e  seems t o  be a new emphasis be ing  p la c e d  on 

pe r fo rm ance  a p p r a i s a l s .  "A u th o rs  and academ ic ians  urge managers t o  be 

l e s s  concerned w i t h  measur ing employee pe r fo rm ance  and more concerned 

w i t h  a f f e c t i n g  employee pe r fo rm ance . "^  T h is  g i v e s  r i s e  to  the  

q u e s t i o n s  o f  what are  per fo rmance  a p p r a i s a l s  a c t u a l l y  used f o r  and 

what a re  the  v a r i o u s  is s u es  a s s o c ia te d  w i t h  t h i s  use?

ELEMENTS ASSOCIATED WITH PERFORMANCE APPRAISALS

F i r s t  o f  a l l ,  i t  i s  o b v io u s  t h a t  th e  types  o f  d e c i s i o n s  made as a 

r e s u l t  o f  a per fo rmance  r a t i n g  can have a d r a m a t i c  e f f e c t  on th e  

f u t u r e  o f  an employee 's  c a ree r .  These w ou ld  i n c l u d e  most aspec ts
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a s s o c ia t e d  w i t h  pe rsonne l  d e c i s i o n s  such as who t o  h i r e ,  promote o r  

t r a n s f e r .  A l s o ,  t r a i n i n g  and pay i n c re a s e s  can be based on 

pe r fo rm ance  a p p r a i s a l  da ta  as w e l l  as d i s c i p l i n a r y  a c t i o n  and even th e  

d e c i s i o n  whe the r  o r  no t  t o  t e r m in a t e  an employee.  " I n  s h o r t ,  

a p p r a i s a l  s e r v e s  as a key i n p u t  f o r  a d m i n i s t e r i n g  a fo rm a l  

o r g a n i z a t i o n a l  reward and pun ishment  system."^

Perfo rmance a p p r a i s a l  d a ta  can a l s o  s e r v e  as a b a s is  f o r  j o b  

r e l a t e d  b e h a v io r  change. Employee d e v e lo p m e n t  t h ro ugh  the  a p p r a i s a l  

p rocess  can be v e r y  s u c c e s s f u l  i f  hand led  in  the  c o r r e c t  manner.

A l s o ,  th e  da ta  g a the red  f rom an a p p r a i s a l  p rocess  can be used t o  

p r o v i d e  c o n s t r u c t i v e  feedback  t o  th e  employee. The o b v io u s  b e n e f i t  

here  i s  t h a t  an employee c a n ' t  im p rove  h imse l  f / h e r s e l  f  u n le s s  t h e y  

know where t h e i r  s t r e n g t h s  and weaknesses are. However,  i t  s h o u ld  be 

p o in te d  ou t  t h a t  t h i s  aspec t  o f  per fo rm ance  a p p r a i s a l  da ta  g a t h e r i n g  

p roced u re s  i s  o f t e n  o v e r l o o k e d  due t o  the  t h r e a t e n i n g  manner in  wh ich 

an a p p r a i s a l  can be and o f t e n  i s  conducted.  But s t i l l ,  i t  has been 

i l l u s t r a t e d  t h a t :  " R e c e i v i n g  m e a n in g fu l  feedback  and a c t i n g  upon i t  i s

a m o t i v a t i o n a l  e x p e r ie n c e  f o r  the  s u b o rd in a te .  Thus, a p p r a i s a l s  can 

s e r v e  as v e h i c l e s  f o r  pe rsonne l  d e v e lo p m e n t  and as a b a s is  f o r  

r e a l i s t i c  c a r e e r  pa th  p l a n n i n g . " ^

A n o th e r  use o f  th e  per fo rmance a p p r a i s a l  process ,  though n o t  as 

commonly used as the  abo ve-m en t ioned  p rocesses ,  wou ld  be f o r  s t r a t e g i c  

p l a n n i n g .  Gary P. Latham s t a t e s  t h a t  one o f  the  p rob lems o f  us ing  

pe r fo rm ance  a p p r a i s a l s  f o r  t h i s  p rocedu re  i s  t h a t ,  f i r s t  o f  a l l ,  th e  

a p p r a i s a l  has a n e g a t i v e  c o n n o ta t i o n  a s s o c ia te d  w i t h  i t  t h a t  e l i c i t s
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such th o u g h ts  as mounta ins  o f  paperwork  and " d r u d g e ry . "  Second, he 

s t a t e s  t h a t  t h e  use o f  pe r fo rm ance  a p p r a i s a l  f o r  shap ing  th e  f u t u r e  

o f  an o r g a n i z a t i o n  i s  f u r t h e r  burdened by th e  v ie w  t h a t  th e  p rocess  i s  

geared t o  what  has happened in  th e  past.  In  h i s  words:  "Pe r fo rmance

a p p r a i s a l s  are  o f t e n  v iewed as r e t r o s p e c t i v e  in  n a tu re  because th e  

emphasis i s  p la c e d  on what has o c c u r re d  in  th e  p a s t . " ^  D e s p i te  these  

p rob lem s  t h a t  must be overcome, Latham s t i l l  f e e l s  i t  i s  w o r t h w h i l e  

due t o  t h e  g r e a t  p o t e n t i a l  f o r  a p o s i t i v e  im pac t  t h a t  a p p r a i s a l  da ta  

has in  t h i s  area o f  o r g a n i z a t i o n a l  dev e lopm en t .  C o n t i n u in g  w i t h  

Latham's l i n e  o f  reason ing ,  we can c l e a r l y  see th e  p e r s u a s i v e  argument 

he makes f o r  h i s  b e l i e f  t h a t  per fo rm ance  a p p r a i s a l s  sh o u ld  be used in  

t h e  s t r a t e g i c  p l a n n i n g  process,  "Y e t  t h e  success o r  f a i l u r e  o f  a 

s t r a t e g i c  p l a n  r e s t s ,  in  l a r g e  p a r t ,  w i t h  t o p  management's a b i l i t y  t o  

p r o p e r l y  i d e n t i f y  the  key a c t i o n s  t h a t  must be per fo rmed to  f o r m u l a t e  

and execu te  the  necessary  s teps  l e a d i n g  t o  the  a t t a i n m e n t  o f  the  

o r g a n i z a t i o n ' s  l o n g - r a n g e  g o a l s . I t  i s  th ro u g h  th e  a p p r a i s a l  

p rocess ,  Latham argues, t h a t  the  necessary  i n f o r m a t i o n  t o  p l a n  t o  meet 

t h e  o r g a n i z a t i o n ' s  g o a ls  must be ga thered .  "Thus per fo rmance 

a p p r a i s a l  s h o u ld  be the  p rocess  th ro ugh  wh ich  th e  c r i t i c a l  j o b  

b e h a v io r s  o f  th e  management are i d e n t i f i e d ,  the  s p e c i f i c  o b j e c t i v e s  o f  

each i n d i v i d u a l  manager are  se t ,  and the  s te p  o r  re sou rces  needed t o  

a t t a i n  each o f  them are agreed u p o n . " ^  (The d i s t i n c t i o n  s h o u ld  be 

made here  t h a t  the  above-m en t ioned  use o f  pe r fo rm ance  a p p r a i s a l  i s  

d i r e c t e d  toward  mid t o  upper  management l e v e l s  and no t  the  ave rage  

employee as were most o f  the  p r e v i o u s l y  ment ioned u s e s . )
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W h i l e  many o f  t h e  uses o f  th e  da ta  ga ined  from a pe r fo rm ance  

a p p r a i s a l  p rocess  have been re v ie w e d ,  as o f  y e t  th e  d i f f e r e n t  t y p e s  o f  

pe r fo rm ance  a p p r a i s a l  systems have no t  been a na lyzed .  However,  b e fo r e  

t h i s  i s  done, i t  w ou ld  be u s e f u l  t o  a n a ly z e  th e  b a s i c  r e q u i re m e n ts  o f  

any pe r fo rm ance  a p p r a i s a l  system, r e g a r d l e s s  o f  t h e  methods i n v o l v e d  

w i t h  t h e  use o f  t h a t  p a r t i c u l a r  system.

BASIC REQUIREMENTS

F i r s t  o f  a l l ,  an a p p r a i s a l  system s h o u ld  be r e l e v a n t  t o  th e  j o b  

11i t  i s  measur ing. In o t h e r  words,  th e  system s h o u ld  o n l y  measure

thos e  b e h a v io r s  t h a t  are a s s o c ia te d  w i t h  th e  a c t u a l  j o b  per fo rmance  i t

i s  supposed t o  be measur ing.  B e h a v io rs  and a c t i v i t i e s  no t  d i r e c t l y

r e l a t e d  t o  j o b  pe r fo rm ance  shou ld  be exc luded  from th e  p rocess .

An o th e r  b a s i c  r e q u i re m e n t  o f  any per fo rm ance  a p p r a i s a l  p rocedu re

i s  t h a t  i t  s h o u ld  be accep ted by th e  users  o f  t h e  system. I f  i t  i s

n o t  p e r c e i v e d  as a f a i r ,  a c c u ra te  system then,  as s t a te d  by Wayne F.

Casc io ,  "U n le s s  those  a f f e c t e d  rega rd  th e  a p p r a i s a l  system as v a l i d

1 ?
and f a i r  t h e y  w i 1 1 bea t  th e  system."  Thus we see th e  im po r tance  o f  

h a v in g  th e  users  o f  a system v iew  i t  as f a i r  and a c c u ra te  because i f  

t h e y  d o n ' t ,  the  system c o u ld  be s u b v e r t e d  by the  ra te e s  and thus ,  

w ou ld  be c o m p l e t e l y  i n e f f e c t i v e .  T h is  i s  a common p rob lem  t h a t  can be 

seen in  many areas o f  the  a p p r a i s a l  system. An example o f  t h i s  i s  

i l l u s t r a t e d  by Jone L. Pearce w h i l e  measur ing the  e f f e c t s  o f  f e d e r a l  

m e r i t  pay. She s t a t e s  t h a t  s t u d ie s  have found t h a t  "as p e r c e i v e d  by 

a f f e c t e d  employees,  the  new per fo rmance  a p p r a i s a l  system ( e s t a b l i s h e d
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under  t h e  C i v i l  S e r v i c e  Reform A c t  o f  1978), does no t  e f f e c t i v e l y

measure pe r fo rm ance  and t h e r e f o r e  does n o t  s e r v e  t h e  purpose o f  t h e

1 ^
m e r i t  pay program t o  l i n k  pay t o  pe r fo rm ance . "  P e rc e p t i o n s  such as

th e  one found by Pearce are  sure  t o  reduce t h e  e f f e c t i v e n e s s  o f  any

a p p r a i s a l  system.

The nex t  b a s i c  r e q u i r e m e n t  o f  any a p p r a i s a l  system t h a t  w i l l  be

d e a l t  w i t h  in  t h i s  a n a l y s i s  i s  c a l l e d  " p r a c t i c a l i t y . 11" ^  T h is  i s

s i m p l y  th e  idea t h a t  th e  p e o p le  who are do ing  the  a p p r a i s a l s  s h o u ld  be

in fo rm ed  o f  t h e  im po r tance  o f  th e  da ta  ga th e re d  f rom them. I f  the

s u p e r v i s o r  sees th e  system as o n l y  a mundane, u s e le s s  ta s k ,  then  th e

e f f e c t i v e n e s s  o f  th e  system i s  su re  t o  s u f f e r .  A l s o ,  t h e  system

shou ld  n o t  become a burden t h a t  i n t e r f e r e s  w i t h  day t o  day o p e r a t i o n s .

1 R
S t i l l  a n o th e r  r e q u i re m e n t  w ou ld  be c a l l e d  s e n s i t i v i t y .  An 

a p p r a i s a l  system must be a b l e  t o  d i s c r i m i n a t e  between good and poor  

employees. I f  i t  i s  no t  a b l e  t o  do t h i s ,  then  th e  w ho le  reason f o r  

c o n d u c t i n g  an a p p r a i s a l  w i l l  be d e fe a te d .

1 f i
And f i n a l l y ,  a pe r fo rmance  a p p r a i s a l  system must be r e l i a b l e .

I f  two d i f f e r e n t  r a t e r s  r a t e  an employee the  same, us ing  the  same 

measurement i n s t r u m e n t ,  then t h e r e  wou ld  be a good chance t h a t  the  

i n s t r u m e n t  has a h igh  l e v e l  o f  r e l i a b i l i t y .  The p rob lem  occu rs  when 

t h e  r a t i n g s  o f  an i n d i v i d u a l  become i n c o n s i s t e n t  f rom one r a t e r  t o  

ano the r .  When t h i s  happens, the  o r g a n i z a t i o n  d o e s n ' t  know wh ich 

r a t i n g  i s  most a c c u r a te  and th e  da ta  c o l l e c t e d  a re  a l l  b u t  u s e le s s .

The system must be r e l i a b l e  in  o r d e r  t o  be o f  any b e n e f i t  t o  the  users  

o f  th e  a p p r a i s a l  t o o l .
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Now t h a t  some o f  t h e  b a s i c  r e q u i re m e n ts  o f  any pe r fo rm ance  

a p p r a i s a l  system have been re v ie w e d ,  an a r r a y  o f  the  s p e c i f i c  k in d s  o f  

pe r fo rm ance  a p p r a i s a l  systems used can now be a n a ly z e d  so as t o  t r y  t o  

come t o  a b e t t e r  u n d e rs ta n d in g  o f  what  e x a c t l y  i s  "pe r fo rm ance  

a p p r a i s a l , "  and wh ich  t y pes  o f  systems b e s t  meet t h e  b a s i c  

r e q u i r e m e n ts  t h a t  have been ment ioned p r e v i o u s l y .

TYPES OF PERFORMANCE APPRAISAL INSTRUMENTS

One o f  t h e  most common types  o f  a p p r a i s a l  systems used i s  c a l l e d  

th e  essay  system. In  t h i s  system, th e  employee i s  g i v e n  a n um er ic a l  

sco re  f o r  h i s / h e r  p e r c e i v e d  pe r fo rmance  l e v e l .  Then, the  e v a l u a t o r  

has t o  c o m p le te  some s t r u c t u r e d  sentences  t h a t  lead  o r  d i r e c t  h im /h e r  

t o  a s p e c i f i c  r a t i n g  l e v e l .  The nu m e r ic a l  system i s  much l i k e  the  

essay t y p e  excep t  t h a t  w i t h  th e  nu m e r ic a l  system, t h e r e  are  no 

p r e - f a b r i c a t e d  q u e s t i o n s  t o  be comple ted .  Here, t h e  employee 's  

pe r fo rm ance  r a t i n g  i s  based s o l e l y  on a num er ica l  score .

The " o b j e c t i v e "  method o f  per fo rm ance  a p p r a i s a l  i s  e x t r e m e l y  

p o p u l a r  in  the  p r i v a t e  s e c t o r  where o u t p u t  i s  th e  most im p o r t a n t  

f a c t o r  i n  most cases. The employee i s  s im p l y  scored on th e  amount o f  

o u t p u t  produced in  a c e r t a i n ,  s p e c i f i e d  amount o f  t ime.  Again ,  t h i s  

system i s  most commonly a s s o c ia te d  w i t h  th e  p r i v a t e  s e c t o r ,  bu t  i s  

s l o w l y  coming t o  be used in  the  p u b l i c  s e c t o r  where th e  o u t p u t  o f  

c e r t a i n  ty p e s  o f  jo b s  c o u ld  be measured in  t h i s  p u r e l y  " p r o d u c t i o n  

l e v e l "  f a s h io n .
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A n o th e r  commonly used t y p e  o f  pe r fo rm ance  a p p r a i s a l  i n s t r u m e n t  

i n v o l v e s  the  e x a m in a t io n  o f  c r i t i c a l  i n c i d e n t s .  In  t h i s  t y p e  o f  a 

system, th e  r a t e r  obse rve s  th e  a c t u a l  pe r fo rm ance  o f  an employee and 

c o m p i l e s  a lo g  o f  c r i t i c a l  i n c i d e n t s  o f  j o b  per fo rm ance  t h a t  occur ,  

bo th  good and bad. The j o b  d e s c r i p t i o n  i s  o f t e n  used as a way o f  

i d e n t i f y i n g  e x a c t l y  what t h e  m a jo r  components o r  " i n c i d e n t s "  o f  the  

j o b  are.  By keep ing  a lo g  o f  these  b e h a v io r s ,  w i t h  t im es  and da tes  

i n c l u d e d ,  the  e v a l u a t o r  i s  s u p p o s e d ly  making a s t r o n g  case f o r  

j u s t i f y i n g  any p a r t i c u l a r  r a t i n g .  A l s o ,  t h i s  method i s  good f o r  

c o u n s e l i n g  because i t  focuses  on th e  a c t u a l  per fo rm ance  o f  a j o b  

in s te a d  o f  t r a i t s  t h a t  are  supposed ly  i n d i c a t o r s  o f  j o b  pe r fo rm ance .

S t i l l  a n o th e r  k in d  o f  per fo rmance a p p r a i s a l  system used i s  c a l l e d

17th e  p a i r e d  compar ison system. In  t h i s  system, i t  i s  s im p l y  noted 

how many t im es  one employee i s  chosen o v e r  ano the r .  Then, 

c o r re s p o n d in g  nu m e r ic a l  sco res  are  g i v e n  t o  t h e  r e s p e c t i v e  employees 

( i . e . ,  a h igh  score  f o r  th e  one be ing  chosen o v e r  th e  o t h e r  employee).  

However, in  t h i s  system, few d imens ions  are  used which makes the  

ac cu racy  o f  t h e  system h i g h l y  suspec t .  V a l i d i t y  o f  th e  system i s  a l s o  

hard t o  e s t a b l i s h .

There i s  a l s o  a v a s t  c a te g o r y  o f  a p p r a i s a l  systems t h a t  f i t  under  

th e  heading o f  r a t i n g  s c a le s .  An example here w ou ld  be c a l l e d  BARS o r  

B e h a v i o r a l  l y  Anchored Ra t ing  Sca les .  Two o th e r s  are the  f o r c e d  

d i s t r i b u t i o n  te c h n iq u e  and the  fo rc e d  c h o ic e  te c h n iq u e .  These l a s t  

two w i l l  be d e a l t  w i t h  more in  g r e a t e r  d e t a i l .
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F i r s t  o f  a l l ,  the  f o r c e d  d i s t r i b u t i o n  t e c h n iq u e  assumes t h a t  

t h e r e  are  a lw ays  a c e r t a i n  number o f  "good"  employees as w e l l  as "bad" 

employees. So, in  t h i s  case, the  e v a l u a t o r  i s  i n s t r u c t e d  t o  a l l o c a t e  

a d e f i n i t e  pe rcen tag e  o f  th e  employees t o  each d i f f e r e n t  p o i n t  on th e  

r a t i n g  s c a le .  T h is  b e l i e f  i n  a normal d i s t r i b u t i o n  o f  good and bad 

employees r e q u i r e s  the  e v a l u a t o r  t o  use a b e l l - s h a p e d  c u r v e  t o  

a c c u r a t e l y  d i s p e r s e  the  employees a lo n g  th e  s c a le .  The f o r c e d  c h o ic e  

te c h n iq u e  i s  l i k e  th e  f o r c e d  d i s t r i b u t i o n  te c h n iq u e  in  t h e  sense t h a t  

i t  d o e s n ' t  g i v e  th e  e v a l u a t o r  t h a t  much f reedom in  how th e  r a t i n g s  are  

d i s p e rs e d .  W ith  t h i s  method, th e  e v a l u a t o r  i s  g i v e n  a s e t  o f  f o u r  

d e s c r i p t i v e  a d j e c t i v e s  about  j o b  per fo rm ance  and then i s  r e q u i r e d  t o  

p i c k  t h e  one t h a t  i s  most l i k e  the  employee be ing  ra te d  and a l s o ,  th e  

one t h a t  i s  l e a s t  l i k e  the  employee. Again ,  t h i s  b inds  the  e v a l u a t o r  

t o  a c t  w i t h i n  c e r t a i n  b o u nd a r ie s .

N a r r a t i v e  e v a l u a t i o n s  are  t y p i c a l l y  used t o  e v a l u a t e  m anager ia l  

and p r o f e s s i o n a l  l e v e l  employees. The e v a l u a t o r  s im p l y  responds t o  

open ended q u e s t i o n s  about  the  employee 's  j o b  per formance.  S ince the  

e v a l u a t i o n  i s n ' t  t i e d  t o  any s p e c i f i c  c a t e g o r i e s  o r  t r a i t s ,  these  

e v a l u a t i o n s  then  can be v e r y  u s e f u l  i n  c o u n s e l i n g  and d e v e lo p in g  th e  

employee.

Management by O b j e c t i v e s  has become i n c r e a s i n g l y  p o p u la r  as a 

pe r fo rm ance  a p p r a i s a l  t o o l  in  the  pas t  few years .  "S tu d ie s  o f  MBO 

success g e n e r a l l y  focus  on t h r e e  aspec ts  o f  the  p rocess :

1 ft
I m p le m e n ta t i o n  and s u p p o r t ,  g o a l s  and goa l  s e t t i n g  and feedback ."

W ith  t h i s  process ,  a s u p e r v i s o r  and an employee i d e n t i f y  t o g e t h e r
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e x a c t l y  what  th e  pe rson 's  j o b  e n t a i l s .  Th is  must be agreed upon by

bo th  p a r t i e s .  Then, g o a l s  are  s e t  t o  be a t t a i n e d  in  th e  coming ye a r

wh ich  i n c l u d e  pe r fo rm ance  s tanda rds  t h a t  a re  r e v ie w e d  a t  the  end o f

th e  y e a r  by bo th  th e  s u b o rd in a te  and h i s  s u p e r v i s o r .  A f o l l o w - u p

feedback  p e r i o d  i s  used f o r  purposes o f  r e - e v a l u a t i o n .  T h is  t y p e  o f

an a p p r a i s a l  system i s  g e n e r a l l y  more c o m p l i c a t e d  and t im e  consuming

than  t h e  o t h e r  systems t h a t  have been rev iew ed  in  t h i s  a n a l y s i s .

W h i l e  t h i s  method i s  good f o r  upper  l e v e l  employees, one o f  th e  main

c o n s t r a i n t s  on the  system can be seen as the  f o l l o w i n g :  " A l s o ,  many

f a i l u r e s  ( o f  MBO systems) seem t o  be due t o  th e  e x p e c ta t i o n s  o f

im media te  s h o r t - r u n  r e s u l t s ,  accompanied by u n w i l l i n g n e s s  t o  make the

lo n g - r u n  commitment necessary  f o r  dev e lopm en t  o f  an e f f e c t i v e  MBO 

n 19program. ^

Coaching " t y p e "  per fo rmance a p p r a i s a l  systems can be seen as 

a d a p ta t i o n s  f rom the  MBO systems. These coach ing  methods i n v o l v e  th e  

s u p e rv i s o r /m a n a g e r  w o rk ing  w i t h  the  employee t o  s e t  g o a ls  and 

o b j e c t i v e s  t h a t  i n c l u d e  per fo rmance t a r g e t s .  C heckpo in ts  t o  e v a l u a t e  

p ro g re s s  are made and aga in ,  t h e r e  i s  c o n s u l t a t i o n  o r  feedback between 

t h e  two p a r t i e s  a t  the  end o f  t h e  p e r io d .  L i k e  MBO, t h i s  system has 

become p o p u la r  in  the  re c e n t  years  due to  the  i n t e r a c t i o n  between the  

w o rk e r  and h i s / h e r  s u p e r v i s o r .  I t  i s  t h i s  i n t e r a c t i o n  wh ich i s  

supposed t o  reduce the  f e a r  o f  the  employee to  th e  w ho le  per fo rmance  

e v a l u a t i o n  p rocess .

The e v o l u t i o n  o f  these  l a s t  two approaches,  t h a t  o f  MBO and 

Coaching,  can be a t t r i b u t e d  t o  the  i n f l u e n c e  o f  a p a r t i c u l a r
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o r g a n i z a t i o n a l  t h e o r y  t h a t  has become q u i t e  p o p u la r  in  r e c e n t  years .  

T h i s  t h e o r y  i s  r e f e r r e d  t o  as O r g a n i z a t i o n a l  Humanism, o r  more 

commonly,  New P u b l i c  A d m i n i s t r a t i o n .  By a n a l y z i n g  t h i s  t h e o r y  i n  

g r e a t e r  dep th ,  we s h o u ld  be a b l e  t o  show how th e  emergence o f  such a 

t h e o r y  c o u ld  i n f l u e n c e  and spawn th e  d e v e lo p m e n t  o f  pe rson ne l  t o o l s  

t h a t  t a k e  i n t o  c o n s i d e r a t i o n  th e  wants,  concerns  and d e s i r e s  o f  the  

i n d i v i d u a l  as does the  coach ing  and MBO approaches t o  pe r fo rm ance  

a p p ra i  s a l .

NEW PUBLIC ADMINISTRATION

The New P u b l i c  A d m i n i s t r a t i o n  Theory  i s  based on th e  premise  t h a t  

th e  i n d i v i d u a l  can and does make a d i f f e r e n c e  w i t h i n  an o r g a n i z a t i o n .  

S ince i n d i v i d u a l  f e e l i n g s  and b e l i e f s  are taken  i n t o  c o n s i d e r a t i o n ,  

w i t h i n  the  c o n t e x t  o f  o r g a n i z a t i o n a l  g o a l s ,  i t  can be seen t h a t  t h e r e  

i s  a n o r m a t i v e  b ias  in  t h i s  body o f  t h e o r y  t h a t  can be s t a te d  as 

" i n d i v i d u a l s  c o u n t . "

New P u b l i c  A d m i n i s t r a t i o n  a l s o  sees o r g a n i z a t i o n s  as de

human iz ing  and a l i e n a t i n g  f o r  most peop le .  There are  two reasons f o r  

t h i s .  F i r s t  o f  a l l ,  the  p h i l o s o p h y  o f  o u r  s o c i e t y  i s  t o  l e t  eve ryone  

p a r t i c i p a t e  in  the  d e c i s i o n  making process.  T h is  b e l i e f  in  d e m o c ra t i c  

d e c i s i o n  making can be d e s t ro y e d  as soon as an i n d i v i d u a l  a r r i v e s  a t  

work and f i n d s  h i m s e l f / h e r s e l f  under a h i e r a r c h i c a l  fo rm o f  c o n t r o l .  

T h i s  i s  no t  c o n s i s t e n t  w i t h  ou r  b e l i e f s  and thus ,  a l i e n a t e s  us.

Second, the  b a s i c  n o rm a t i v e  b e l i e f  t h a t  democracy i s  good, no m a t t e r  

what  t h e  consequences, s e rv e s  t o  f u r t h e r  a l i e n a t e  us f rom any fo rm o f
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h i e r a r c h i c a l  o r g a n i z a t i o n .  Here, democracy i s  seen as an end i t s e l f ,  

r e g a r d l e s s  o f  t h e  consequences o f  th e  d e m o c ra t i c  p rocess .

In keep ing  w i t h  New P u b l i c  A d m i n i s t r a t i o n ' s  emphasis on th e  

i n d i v i d u a l ,  i t  wou ld  be a p p r o p r i a t e  t o  d i s c u s s  what t hes e  t h e o r i s t s  

b e l i e v e  a c t u a l l y  m o t i v a t e s  p e o p le  and thus ,  in c re a s e s  t h e i r  

p r o d u c t i v i t y  and e f f i c i e n c y .  Mas low 's  h i e r a r c h y  o f  p s y c h o l o g i c a l  

needs i s  o f t e n  used t o  e x p l a i n  what m o t i v a t e s  peop le .  There are  f i v e  

l e v e l s  t o  t h i s  needs h i e r a r c h y  wh ich are  as f o l l o w s :

1. P h y s i o l o g i c a l  -  food and s h e l t e r

2. S a fe t y  -  f reedom from harm and d e p r i v a t i o n

3. Love -  s o c i a l  needs

4. Esteem -  r e c o g n i t i o n  by o th e rs

5. S e l f - a c t u a l i z a t i o n / s e l f - r e a l i  z a t i o n

The b a s ic  idea i s  t h a t  these  needs o r  l e v e l s  must be s a t i s f i e d  in  

t h e  o r d e r  o f  one t o  f i v e ,  s t a r t i n g  a t  one. Once t h i s  l e v e l  i s  met, 

then  i t  i s  the  nex t  l e v e l  wh ich w i l l  m o t i v a t e  a person. Im p o r ta n t  

here i s  th e  f a c t  t h a t  th e  upper two l e v e l s ,  f o u r  and f i v e ,  are  

d e s i r o u s  o f  p a r t i c i p a t i o n  in  d e c i s i o n  making. So, t h e  New P u b l i c  

A d m i n i s t r a t i o n  t h e o r i s t s  wou ld  argue t h a t  once a person s a t i s f i e s  th e  

lo w e r  t h r e e  l e v e l s ,  these  wants and needs won ' t  be m o t i v a t o r s  any 

more. In o r d e r  t o  m o t i v a t e  a person beyond a c e r t a i n  p o i n t  o r  s tage

o f  d e v e lo p m e n t ,  you must a l l o w  them p a r t i c i p a t i o n  in  d e c i s i o n  making

wh ich  w i l l  f a c i l i t a t e  t h e i r  e f f o r t s  t o  reach the  u l t i m a t e  need o f  

s e l f - a c t u a l i z a t i o n ,  keep ing w i t h i n  the  c o n t e x t  o f  o r g a n i z a t i o n a l  

goa1s .
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T h is  t o p i c  o f  m o t i v a t i o n  i s  a l s o  r e l a t e d  t o  Ba rna rd 's  i n f o r m a l

o r g a n i z a t i o n  wh ich  i s  v iewed by the  New P u b l i c  A d m i n i s t r a t i o n

t h e o r i s t s  as be ing  e x t r e m e l y  im p o r ta n t .  I t  i s  f e l t  t h a t  t h i s

o r g a n i z a t i o n  i s  an e f f e c t i v e  m o t i v a t o r  o f  peo p le .  They r e a l i z e  t h a t

i n f o r m a l ,  " p e r s o n a l "  r e l a t i o n s h i p s  can be v e r y  e f f i c i e n t ,  e f f e c t i v e  

means by wh ich  t o  o b t a i n  o r g a n i z a t i o n a l  g o a ls .

The Hawthorne S tu d ie s  can be used t o  f u r t h e r  e x p l a i n  the  New

P u b l i c  A d m i n i s t r a t i o n  approach.  These s t u d ie s  found t h a t  i t  was no t

th e  e n v i ro n m e n t  which m o t i v a t e d  peo p le ,  and in c re a s e d  p r o d u c t i v i t y ,

b u t  r a t h e r  i t  was th e  a t t e n t i o n  t h a t  t h e  wo rke rs  r e c e i v e d  f rom the  

20re s e a rc h e rs .  So, the  f a c t  t h a t  th e  e x p e r im e n ts  were con tam ina ted  by 

th e  re s e a r c h e r s  a c t u a l l y  gave r i s e  to  t h e  f i n d i n g  t h a t  p e o p le  l i k e  t o  

have i n p u t  and f e e l  i n v o l v e d  i n  th e  work p rocess .

The d i f f e r e n c e  between Theory  X and Theory  Y i s  y e t  a n o th e r  

exce l  l e n t  way o f  i l l u s t r a t i n g  more c l e a r l y  e x a c t l y  what s u p p o r te r s  o f  

New P u b l i c  A d m i n i s t r a t i o n  b e l i e v e  t o  be t r u e  about  o r g a n i z a t i o n a l  

b e h a v io r  and human na tu re .  Theory  Y, in  t h i s  example i s  

r e p r e s e n t a t i v e  o f  New P u b l i c  A d m i n i s t r a t i o n  and Theory  X i s  used t o  

r e p r e s e n t  c o n v e n t i o n a l  management s t y l e s .

Theory  X f o l l o w e r s  b e l i e v e  t h a t  wo rke rs  f e e l  or  v iew  work as 

be ing  d i s t a s t e f u l  and t h a t  wo rke rs  p r e f e r  t o  be led .  A l s o ,  t h e y  

b e l i e v e  t h a t  most p e o p le  a re  no t  a m b i t i o u s  and la c k  c r e a t i v i t y  i n  

p rob lem  s o l v i n g .  And f i n a l l y ,  they  see m o t i v a t i o n  o c c u r r i n g  o n l y  a t  

t h e  s a f e t y  and p h y s i o l o g i c a l  l e v e l s  wh ich means the  w o rke r  must be
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c l o s e l y  c o n t r o l l e d  and o f t e n  coerced t o  a c h ie v e  o r g a n i z a t i o n a l  g o a l s  

(much l i k e  T a y l o r  a rgue d ) .

Theory  Y p roponen ts  see the  w o rk e rs  as v ie w in g  work as a n a t u r a l  

p a r t  o f  l i f e  and t h e r e f o r e ,  m o t i v a t i o n  o ccu rs  a t  a l l  l e v e l s  o f  

Mas low 's  need h i e r a r c h y .  The c a p a c i t y  f o r  p rob lem  s o l v i n g  i s  w i d e l y  

d i s t r i b u t e d  w i t h i n  th e  w o rk p la c e ,  wh ich  i l l u s t r a t e s  th e  need f o r  s e l f  

c o n t r o l  and t r u s t  w i t h i n  th e  o r g a n i z a t i o n .

The p o s i t i v e  v ie w  o f  human n a tu re  h e l d  by th e  New P u b l i c  

A d m i n i s t r a t i o n  t h e o r i s t s  i s  v e r y  im p o r t a n t  when we l o o k  a t  i t  i n  th e  

c o n t e x t  o f  M er ton 's  " S e l f - F u l f i l l i n g  Prophecy."  The New P u b l i c  

A d m i n i s t r a t i o n  t h e o r i s t s  argue t h a t  the  v ie w  a manager has about  h i s  

employees w i l l  e v e n t u a l l y  a f f e c t  t h e i r  per fo rmance.  Thus, i f  a 

manager s u b s c r ib e s  t o  Theory  X and t r e a t s  h i s / h e r  wo rke rs  l i k e  

c h i l d r e n  who must be c l o s e l y  m o n i to red  and f o r c e d  t o  work,  t h i s  w i l l  

e v e n t u a l l y  le ad  t o  them a c t i n g  l i k e  c h i l d r e n  wh ich w i l l  h u r t  

p r o d u c t i v i t y  and e f f i c i e n c y .  C o n v e r s e ly ,  i f  you r e s p e c t  and t r e a t  

p e o p le  as c a p a b le ,  t h i n k i n g  be ings  and g i v e  them a chance t o  have 

i n p u t  i n t o  th e  d e c i s i o n  making p rocess ,  as a Theory  Y s u p p o r te r  wou ld  

argue , then  t h i s  w i l l  le a d  t o  in c re a s e d  p r o d u c t i v i t y  and e f f i c i e n c y  in  

th e  lo ng  run. Thus, we must be c a r e f u l  o f  th e  b e l i e f s  h e ld  by 

management p e rs on ne l  because these b e l i e f s  can d i r e c t l y  a f f e c t  w o rk e r  

pe r fo rm ance .  T h is  i s  th e  danger  o f  the  Theory  X approach a c c o rd in g  t o  

t h e  s u p p o r te r s  o f  New P u b l i c  A d m i n i s t r a t i o n  t h e o r y .

Thus, we have seen by examin ing  the  v a r i o u s  aspec ts  a s s o c ia te d  

w i t h  New P u b l i c  A d m i n i s t r a t i o n  Theory th e  g r e a t  im po r tance  t h a t  i s
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p la c e d  on w o rk in g  w i t h  i n d i v i d u a l s  w i t h i n  t h e  o r g a n i z a t i o n  and 

a l l o w i n g  them i n p u t  so as t o  m o t i v a t e  them. T h i s  m o t i v a t i o n  w i l l  

i n c re a s e  t h e i r  s a t i s f a c t i o n  l e v e l s  wh ich  i n . t u r n  w i l l  i n c re a s e  

per fo rmance .  Personne l  p r a c t i c e s  such as MBO and Coaching methods o f  

pe r fo rm ance  a p p r a i s a l  do j u s t  t h a t  and t h e r e f o r e  can be seen as d i r e c t  

o f f s h o o t s  o f  t h i s  t y p e  o f  t h e o r y .

PROBLEMS ASSOCIATED WITH THE USE OF PERFORMANCE APPRAISALS

T h is  a n a l y s i s  has re v ie w e d  many, bu t  c e r t a i n l y  no t  a l l  o f  th e  

v a r i o u s  pe r fo rm ance  a p p r a i s a l  systems. A l s o ,  p a r t i c u l a r  s u i t a b l e  uses 

have been ment ioned f o r  th e  o u t p u t  o f  some o f  t hes e  systems. From 

t h i s  d i s c u s s io n ,  i t  i s  q u i t e  o b v io u s  t h a t  a l l  o f  the  per fo rmance 

a p p r a i s a l  systems s u f f e r  f rom c e r t a i n  p rob lems wh ich  s e r v e  t o  reduce 

th e  e f f e c t i v e n e s s  o f  th e  v a r i o u s  methods. No s i n g l e  t e c h n iq u e  can be 

seen as be ing  r e p r e s e n t a t i v e  o f  a l l  o f  th e  b a s i c  requ i re m en ts  s e t  

f o r t h  a t  th e  b e g in n in g  o f  t h i s  ex a m in a t io n ,  due t o  c e r t a i n  o b s t a c l e s .  

W h i l e  some o f  t hes e  is s u es  have been b r i e f l y  ment ioned, s t i l l ,  a more 

tho rough  and c o m p le te  a n a l y s i s  o f  the  v a r i o u s  p rob lem s wh ich p lague  

pe r fo rm ance  a p p r a i s a l  systems must be d e a l t  w i t h  b e fo re  a m ean ing fu l  

u n d e r s ta n d in g  o f  pe r fo rm ance  a p p r a i s a l  systems in  ou r  s o c i e t y  can be 

r e a l i z e d .  These p rob lem s  are no t  o n l y  a s s o c ia te d  w i t h  the  a p p r a i s a l  

systems th e m s e lv e s ,  b u t  a l s o  e v o l v e  f rom th e  r a t e r s  and the  employees 

be ing  r a te d  as w e l l .

As seen w i t h  th e  coach ing  model,  one o f  the  main g o a ls  in  

pe r fo rm ance  a p p r a i s a l  re fo rm  i s  t o  t r y  t o  reduce th e  f e a r  an employee
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has abou t  be ing  e v a l u a t e d .  Thus, th e  id e a  o f  " c o a c h in g "  wh ich  a l l o w s  

s u b o r d in a t e s  t o  become i n v o l v e d  in  the  p rocess  t o  a l l e v i a t e  any 

s k e p t i c a l  f e e l i n g s  t h a t  may be p res en t .  However,  i n  r e a l i t y  t h i s  i s  

n o t  a lw ays  th e  case. A r e c e n t  s tu d y  conducted by B ren t  S te e l  on 

p a r t i c i p a t i v e  pe r fo rm ance  a p p r a i s a l  in  Washington found t h a t  

"emp loyees  c o n s id e r  t h e  new system t o  be more e f f e c t i v e  and more f a i r
n n

than  the  l e s s  p a r t i c i p a t o r y  systems used e a r l i e r . "  But,  when t h i s  

same q u e s t i o n  was asked some t im e  l a t e r ,  t h e r e  was le s s  p o s i t i v e  

a t t i t u d i n a l  s u p p o r t  f o r  th e  p a r t i c i p a t i v e  program among the  employees! 

The end r e s u l t  here  seems t o  be t h a t  a t  the  s t a r t  o f  th e  program th e  

employees f e l t  more d i r e c t  p a r t i c i p a t i o n  wou ld  be h e l p f u l  t o  t h e i r  own 

s i t u a t i o n s .  As t im e  p rog ressed ,  however,  i t  was r e a l i z e d  t h a t  even 

though th e y  were a l l o w e d  t o  p a r t i c i p a t e ,  t h e y  were s t i l l  the  employee, 

and the  s u p e r v i s o r  was th e  boss. In  t h i s  case, n o th in g  had r e a l l y  

changed excep t  f o r  th e  em p loyee 's  i n i t i a l  p e r c e p t i o n s .

There  are  a v a r i e t y  o f  in adeq uac ie s  o f  per fo rmance  a p p r a i s a l  

systems wh ich  can be grouped t o g e t h e r  under  th e  s i n g l e  heading o f  

s u p e r v i s o r y  f a l l a c i e s .  One example o f  t h i s  wou ld  be what i s  termed 

" i n f l a t i o n . "  T h is  i s  the  tendency  o f  a s u p e r v i s o r  t o  m agn i fy  the  

p o s i t i v e  aspec ts  o f  an employee, thus  th e  term " i n f l a t i o n . "  T h is  

stems f rom  a s u p e r v i s o r ' s  n a t u r a l  tendency  t o  want t o  a v o id  c o n f l i c t  

w i t h  employees. O the r  p rob lem s  w i t h  r e s p e c t  t o  s u p e r v i s o r s '  

i n v o l v e m e n t  in  the  r a t i n g  p rocess  can be seen as f o l l o w s :  "Doug las

McGregor, an advo ca te  f o r  p a r t i c i p a t o r y  a p p r a i s a l  p rocesses,  has
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i d e n t i f i e d  th e  f o l l o w i n g  p rob lem s  w i t h  t r a d i t i o n a l  a p p r a i s a l  

t e c h n iq u e s  f o r  s u p e r v i s o r s :

1. A normal d i s l i k e  o f  c r i t i c i z i n g  a s u b o r d in a t e .

2. Lack o f  s k i l l  needed t o  hand le  i n t e r v i e w s .

3. D i s l i k e  o f  a new p rocedu re  w i t h  i t s  accompanying 

changes in  ways o f  o p e r a t i n g .
op

4. M i s t r u s t  o f  th e  v a l i d i t y  o f  t h e  a p p r a i s a l  s y s te m . "

A n o th e r  im p o r t a n t  i s s u e  w i t h  r e s p e c t  t o  s u p e r v i s o r y  r a t i n g s  i s

c a l l e d  th e  H a lo  e f f e c t .  T h is  happens when a s u p e r v i s o r  a l l o w s  one 

p a r t i c u l a r l y  good f a c t o r  o f  an employee t o  i n f l u e n c e  th e  wh o le  p rocess  

o r  e v a l u a t i o n .  T h is  o b v i o u s l y  wou ld  no t  a l l o w  any n e g a t i v e  aspec ts  o f  

th e  emp loyee 's  pe r fo rm ance  t o  be taken  i n t o  c o n s i d e r a t i o n  and wou ld  

i n a c c u r a t e l y  skew the  r a t i n g  toward th e  p o s i t i v e  s ide .  The o p p o s i t e  

o f  t h i s  i s  th e  horns e f f e c t  wh ich  i s  " t h e  tendency  t o  r a t e  peo p le
O  O

lo w e r  than  t h e i r  pe r fo rm ance  j u s t i f i e s . "

C e n t r a l  tendency  can be seen as y e t  a n o th e r  p rob lem  or  a c t u a l l y  

" e r r o r "  under  t h i s  heading o f  s u p e r v i s o r  f a l l a c i e s .  T h is  happens when 

a s u p e r v i s o r  tends  t o  r a t e  a l l  employees th e  same, i r r e g a r d l e s s  o f  

pe r fo rm ance  l e v e l .  Aga in ,  t h i s  a r i s e s  o u t  o f  s u p e r v i s o r s '  d e s i r e s  t o  

a v o id  c o n f l i c t  w i t h  t h e i r  employees. The b e l i e f  i s  t h a t  i f  e ve ryone  

i s  r a te d  t h e  same, then  no one w i l l  c o m p la in  t o o  l o u d l y  and won ' t  

cause t r o u b l e  f o r  th e  manager. T h is  a l s o  g i v e s  r i s e  t o  an o th e r  reason 

why a manager w ou ld  be h e s i t a n t  t o  r a t e  an employee low. I f  an 

employee i s  r e le a s e d  due t o  poor  per fo rmance,  the  manager w i l l  see two 

p o s s i b l e  p rob lems a s s o c ia te d  w i t h  t h i s  r e le a s e :
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1. I t  c o u l d  r e f l e c t  p o o r l y  on th e  manager i f  an employee o f  

h i s / h e r s  does no t  p e r fo rm  up t o  an accep ted  l e v e l .

2. I f  th e  employee i s  r e le a s e d ,  then  i t  i s  q u i t e  p o s s i b l e  t h e  

p o s i t i o n  w i l l  remain u n f i l l e d .  In  th e  eyes o f  the  manager, 

in  most i n s ta n c e s  a poor  employee i s  b e t t e r  than  no employee 

a t  a l l .

Perhaps the  g r e a t e s t  f l a w  o r  p rob lem  w i t h  per fo rmance  a p p r a i s a l

systems in  ou r  s o c i e t y  wo u ld  be t h e  f a c t  t h a t  most o r  a l l  o f  them are

based on s u b j e c t i v e  c r i t e r i a .  As s t a te d  by John Na lband ian ,

" S u b j e c t i v e  a p p r a i s a l  methods le nd  t h e m s e lv e s  to  f a v o r i t i s m ,

i n e f f i c i e n c y  and c o n f l i c t  i n  th e  management o f  p e rs o n n e l .  They p e r m i t

race ,  sex, age, f r i e n d s h i p  and o t h e r  non j o b - r e l a t e d  f a c t o r s  t o

9 A
s u b v e r t  th e  e v a l u a t i o n  p r o c e s s . "

T h i s  p rob lem  o f  s u b j e c t i v i t y  e n t e r i n g  i n t o  th e  p rocess  can be 

e x p l a i n e d  a n o th e r  way. A c c o rd in g  t o  Fred Thayer,  "The l o g i c  o f  

pe r fo rm ance  a p p r a i s a l  r e q u i r e s  t h a t  s u p e r i o r s  know o r  can know what
o r

t h e i r  s u b o r d in a t e s  do and s h o u ld  do."  The a u t h o r  then goes on t o  

say t h a t  i n  h i s  o p i n i o n ,  t h i s  i s n ' t  p o s s i b l e  due t o  th e  g r e a t  

s p e c i a l i z e d  poo l  o f  knowledge t h a t  t h e  s u b o r d in a t e s  draw upon f o r  

t h e i r  i n f o r m a t i o n .  Because th e  amount o f  i n f o r m a t i o n  t h a t  an 

e v a l u a t o r  w ou ld  have t o  command t o  be a b l e  t o  a c c u r a t e l y  e v a l u a t e  an 

employee i s  so g r e a t ,  the  e v a l u a t o r  i s  f o r c e d  t o  r e l y  on e v a l u a t i n g  

h i s / h e r  s u b o rd in a te s  on l e s s  o b j e c t i v e ,  j o b - r e l a t e d  f a c t o r s  and more 

on s u b j e c t i v e ,  p e r s o n a l i t y  t r a i t s  wh ich may no t  n e c e s s a r i l y  dea l  w i t h  

j o b  pe r fo rm ance  a t  a l l .  Thayer  sums t h i s  t h o u g h t  up as f o l l o w s :
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" S in c e  s u p e r v i s o r s  canno t  possess the  r e q u i s i t e  'pe r fo rmance  based 

know le dge , '  t h e y  have no a l t e r n a t i v e  bu t  t o  r e t r e a t  t o  use o f  p e rs o n -  

based f a c t o r s .

S t i l l  a n o th e r  reason why s u b j e c t i v i t y  i s  so common to  most o f  

thes e  pe r fo rm ance  a p p r a i s a l  systems i s  th e  f a c t  t h a t  many o f  th e  types  

o f  jo b s  t h a t  t hes e  systems are a t t e m p t i n g  t o  measure s im p l y  don ' t  

r e a d i l y  le nd  t h e m s e lv e s  t o  o b j e c t i v e  measures. "M oreove r ,  in  many 

jo b s  (e.g. those  o f  m id d le  managers),  t h e r e  s im p l y  are no good 

o b j e c t i v e  indexes  o f  per fo rmance,  and in  th e  case o f  personne l  data,  

v a r i a b l e s  in  t h i s  c a t e g o r y  are u s u a l l y  p re s e n t  in  l e s s  than 5 pe rc e n t  

o f  th e  cases examined."  M an a g e r ia l  l e v e l  jo b s  s im p l y  d o n ' t  have 

o b j e c t i v e  " o u t p u t s "  t h a t  are e a s i l y  q u a n t i f i a b l e  and thus ,  the  systems 

measur ing  j o b  per fo rm ance  in  t h i s  c a t e g o r y  have t o  be s u b j e c t i v e  in  

n a tu re  f o r  l a c k  o f  any o t h e r  a v a i l a b l e  method o f  measurement.

These p rob lem s have no t  o n l y  h u r t  th e  e f f e c t i v e n e s s  o f  the  

pe r fo rm ance  a p p r a i s a l  p rocess ,  bu t  have a l s o  le d  t o  many c o u r t  cases 

i n  wh ich  employees have argued t h a t  th e  method used by t h e i r  

r e s p e c t i v e  companies was no t  a v a l i d  measure o f  j o b  performance,  and 

thus  d i s c r i m i n a t e d  a g a in s t  them and p re v e n te d  them from o b t a i n i n g  what 

was r i g h t f u l l y  t h e i r s .  Due t o  the  g r e a t  im po r tance  o f  and r e s u l t i n g  

i n f l u e n c e  o f  these  cases on per fo rmance a p p r a i s a l  in  our  s o c i e t y ,  t h i s  

a n a l y s i s  w i l l  now focus  on a b r i e f  r e v ie w  o f  the  majo r  cases i n v o l v e d  

i n  t h i s  a rea .
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THE COURTS' INFLUENCE ON PERFORMANCE APPRAISALS

One reason why th e  c o u r t s  have become so i n v o l v e d  in  t h i s  area i s  

i l l u s t r a t e d  by l o o k i n g  a t  a s e c t i o n  o f  the  C i v i l  S e r v i c e  Reform Ac t .

In  t h i s  a c t  i t  i s  s t a te d ,  w i t h  rega rd  t o  p u b l i c  s e c t o r  employees: 

"Pe r fo rm ance  a p p r a i s a l  r e s u l t s  be used as a b a s is  f o r  t r a i n i n g ,  

re w a rd in g ,  r e a s s ig n in g ,  p rom ot ing ,  r e d u c in g  grade, r e t a i n i n g  and 

rem ov ing  employees. S ince per fo rmance  a p p r a i s a l s  w i l l  have t o  be used 

f o r  these  a c t i o n s ,  t h e y  w i l l  become a d e t e r m in i n g  f o r c e  in  d rawing the
no

l i n e  between d i s c r i m i n a t i o n  and n o n - d i s c r i m i n a t i o n .  The ac t  goes

one s tep  f u r t h e r  and c l e a r l y  s p e l l s  ou t  what n o n - d i s c r i m i n a t i o n  in  

p e rs on ne l  a c t i o n  a c t u a l l y  i s .  "Any employee who has a u t h o r i t y  t o  

take ,  d i r e c t  o t h e r s  t o  take ,  recommend, or  approve  any personne l  

a c t i o n  s h a l l  not ,  w i t h  r e s p e c t  t o  such a u t h o r i t y ,  d i s c r i m i n a t e  f o r  o r  

a g a in s t  any employee o r  a p p l i c a n t  f o r  employment. .. .

A. On th e  b a s is  o f  race,  c o l o r ,  r e l i g i o n ,  sex o r  n a t i o n a l  

o r i g i n ,  as p r o h i b i t e d  under  s e c t i o n  717 o f  th e  C i v i l  R igh ts  

A c t  o f  1964;

B. On th e  b a s is  o f  age as p r o h i b i t e d  under s e c t io n s  12 and 15

o f  the  Age D i s c r i m i n a t i o n  i n  Employment A c t  o f  1967;

C. On the  b a s is  o f  sex, as p r o h i b i t e d  under  s e c t i o n  6(D) o f  th e

F a i r  Labor  Standards  Ac t  o f  1938;

D. On th e  b a s is  o f  hand ica pp in g  c o n d i t i o n s ,  as p r o h i b i t e d  under 

s e c t i o n  501 o f  the  Rehab i1i t a t i o n a l  Ac t  o f  1973; or

E. On th e  b as is  o f  m a r i t a l  s t a t u s  o r  p o l i t i c a l  a f f i l i a t i o n  as

,,29p r o h i b i t e d  under any law, r u l e  o r  r e g u l a t i o n .
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_  From th e  t e x t  o f  t h e _ a c t  i t  can _cl  e a r l y  be seen how i t  has 

p r o v i d e d  numerous p r o t e c t i o n s  f o r  p u b l i c  s e c t o r  employees and as 

s t a te d ,  due t o  the  mandated use o f  per fo rm ance  a p p r a i s a l s ,  i t  has 

a t te m p te d  t o  p r o t e c t  t h e  employee even more. But,  s in c e  the  

a p p r a i s a l s  a re  used as a b a s is  f o r  making v a r i o u s  pe rsonne l  d e c i s io n s ,  

t h e i r  r e s u l t s  and m e th o d o lo g ie s  o b v i o u s l y  are  go ing  to  be c o n te s te d  a t  

t im e s  t h ro u g h  th e  numerous p o i n t s  o f  access t h a t  the  a c t  p ro v id e s  

( i . e . ,  p o i n t s  A th ro u g h  E p r e v i o u s l y  l i s t e d ) .

One o f  the  most i n f l u e n t i a l  c o u r t  cases in  t h i s  area would  be

G r iggs  v e rs u s  Duke Power. T h is  case s t a t e d  t h a t  r e q u i r e d  s k i l l s  must

a c t u a l l y  be used on t h e  job .  Here the  c o u r t  dec ided  t h a t :  "The

company’ s re q u i re m e n t  o f  a h igh  schoo l  d ip lo m a  f o r  employment was

th rown o u t  s in c e  t h a t  r e q u i re m e n t  d i d n ' t  have a ’m a n i f e s t ’ r e l a t i o n  to

on
th e  jo b s  i n  q u e s t i o n . ’ The im po r tance  here f o r  performance 

a p p r a i s a l s  i s  t h a t  i t  makes s u b j e c t i v e  s u p e r v i s o r y  r a t i n g  systems hard 

o r  even im p o s s i b l e  t o  de fend s in c e  t h e r e  i s  no p r o o f  w i t h  these 

systems t h a t  t h e r e  i s  a c l e a r  i n d i c a t o r  o f  per fo rmance be ing measured. 

As a r e s u l t  o f  t h i s  case, the  em p loye r  must p ro v e  t h a t  the  s tandards  

be ing  used t o  measure j o b  per fo rmance are  a c t u a l l y  r e l a t e d  to  the  jo b  

and are  a r e f l e c t i o n  o f  j o b  per formance.  Most s u b j e c t i v e  a p p r a i s a l  

systems s im p ly  are  n o t  ab le  t o  do t h i s .

A n o th e r  case, Wade ve rs u s  M i s s i s s i p p i  C o o p e r a t i v e  S e rv i c e  found 

t h a t  th e  a p p r a i s a l  i n s t r u m e n t  used in  p ro m o t io n s  was o v e r l y  g en e ra l  

and a l s o  was no t  r e l a t e d  c l o s e l y  enough t o  t h e  a c t u a l  job ,  so was
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t h e r e f o r e  d i s c r i m i n a t o r y  and in  v i o l a t i o n  o f  T i t l e  V I I  o f  the  C i v i l  

R ig h t s  A c t  o f  1964.

A l b  em ar le  Paper Company ve rsus  Moody was a l s o  concerned w i t h  

vague, u n d e f ined  s u p e r v i s o r y  r a t i n g s  and they  found t h e r e  was no 

v a l i d i t y  a s s o c ia te d  w i t h  th e  company's a p p r a i s a l  method s in ce  i t  based 

i t s  f i n d i n g s  on these  s u b j e c t i v e  r a t i n g s .

The B r i t o  ve rsus  Z ia  Company case i s  a l s o  e x t r e m e l y  im p o r t a n t  t o  

t h i s  d i s c u s s i o n  because i t  was th rough  t h i s  case t h a t  the  c o u r t s  

accep ted  per fo rmance a p p r a i s a l s  as t e s t s .  T h e re fo re ,  t h e y  had t o  meet 

EEOC g u i d e l i n e s  p e r t a i n i n g  to  employee t e s t i n g .  S p e c i f i c a l l y  w i t h  

t h i s  case, th e  c o u r t  found t h a t  " t h e  e v a l u a t i o n s  were based on th e  

' b e s t  judgments  and o p in io n s '  o f  the  e v a l u a t o r s ,  bu t  no t  on any 

i d e n t i f i a b l e  o b j e c t i v e  c r i t e r i a  wh ich were suppor ted  by some k ind  o f  a 

r e c o r d . " ^  Because o f  t h i s ,  the  c o u r t  r u l e d  t h a t  the  Z ia  Company's 

per fo rm ance  a p p r a i s a l  system was not  v a l i d ,  and t h e r e f o r e  us ing  the  

a p p r a i s a l  da ta  as a method o f  s e l e c t i n g  employees f o r  l a y o f f  was not  

a c c e p ta b le .

These are  j u s t  a few o f  the  im p o r ta n t  cases which have had a 

s u b s t a n t i a l  im pact  on per formance a p p r a i s a l  systems. The cases have 

d e a l t  w i t h  a v a r i e t y  o f  personne l  issues  rang ing  from h i r i n g  and 

t r a i n i n g  issu es  t o  p rom ot ion  o p p o r t u n i t i e s  and even d e c i s io n s  on what 

employees w i l l  be r e ta in e d  or  l a i d  o f f .  Thus, the  i n f l u e n c e  o f  th e  

d e c i s i o n s  handed down by our  c o u r t s  have had and w i l l  c o n t in u e  t o  have 

a s i g n i f i c a n t  impact  on the f o r m u l a t i o n  o f  per formance a p p r a i s a l
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p o l i c i e s  used in  ou r  s o c i e t y .  As seated by Duane Thompson o f  the  

U n i v e r s i t y  o f  Iowa,

The outcomes o f  these  cases can be used t o  p r e d i c t
th e  c r i t e r i a  on wh ich th e  f u t u r e  c o u r t s  may judge
per fo rmance  a p p r a i s a l s  used in  making employment
dec i  s io n s :

1. The o v e r a l l  a p p r a i s a l  p rocess s hou ld  be
fo rm a l ,  s tandard  and o b j e c t i v e  as p o s s i b l e .

2. A d m i n i s t r a t i o n  and s c o r i n g  o f  the  per fo rmance 
a p p r a i s a l  s hou ld  be s ta n d a rd iz e d  and c o n t r o l l e d .

3. E v a lu a t o r s  s hou ld  have w r i t t e n  i n s t r u c t i o n s  
and t r a i n i n g  in  the  use o f  a p p r a i s a l  
t e c h n iq u e s  and s hou ld  have s u b s t a n t i a l  d a i l y  
c o n t a c t  w i t h  those  e v a lu a te d .

4. I f  the  a p p r a i s a l  i n v o l v e s  v a r i o u s  measures o f  
per fo rmance, the  p r o p o r t i o n  wh ich measure 
c a r r i e s  w i t h  r e s p e c t  t o  the  o v e r a l  1 
assessment shou ld  be f i x e d .

5. S u b j e c t i v e  s u p e r v i s o r y  r a t i n g s  are a c c e p ta b le  
as one component o f  an o v e r a l l  p rocess .

6. The per formance a p p r a i s a l s  shou ld  be based on 
fo rma l  j o b  ana lyses .

7. Employees s hou ld  be in fo rmed o f  inadequa te  
per fo rmance r a t i n g s  as measured by 
per fo rmance a p p r a i s a l s  i f  t h e y  are t o  be used 
in  r e t e n t i o n  o r  demot ion d e c i s i o n s . "

By r e v ie w in g  v a r i o u s  course cases, i t  has been a r e l a t i v e l y  

s im p le  t a s k  t o  de te rm ine  t h a t  performance a p p r a i s a l  systems are f a r  

f rom  p e r f e c t .  There i s  no one s i n g l e  accep ted system t h a t  meets a l l  

o f  th e  b a s i c  requ i re m en ts  se t  f o r t h  e a r l i e r  ( i . e . ,  r e le v a n c e ,  

p r a c t i c a l i t y ,  a c c e p t a b i l i t y ,  re 1 i a b i  1 i t y  and s e n s i t i v i t y ) .  B a s i c a l l y ,  

pe r fo rm ance  e v a l u a t i o n  can be seen as a paradox s in c e  most managers 

know the  v a r i o u s  techn iques  a s s oc ia ted  w i t h  i t ,  bu t  t h i s  doesn ' t
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r e a l l y  d i v u l g e  e v e r y  as pe c t  o f  pe r fo rm ance  e v a l u a t i o n .  The te c h n iq u e s  

a re  o n l y  p a r t i a l  assessments o f  a c t u a l  jo b  per fo rmance.  So a c t u a l l y ,  

when an e v a l u a t o r  uses a per fo rmance a p p r a i s a l  t e c h n iq u e  he/she i s  

us in g  an im p e r f e c t  i n s t r u m e n t  t o  make e x t r e m e l y  s i g n i f i c a n t  pe rsonne l  

d e c i s i o n s .  So o b v i o u s l y ,  improvements  must be made in  the  system as a 

who le .  But,  where does one s t a r t ?

IMPROVEMENTS TO PERFORMANCE APPRAISAL PROCESSES

F i r s t  o f  a l l ,  by d e a l i n g  w i t h  p rob lem s  ment ioned e a r l i e r ,  t h i s  

a n a l y s i s  has a l r e a d y  shed some l i g h t  on c e r t a i n  p o s s i b l e  improvements 

t o  pe r fo rm ance  e v a l u a t i o n  systems.

The is s u e  o f  s u b j e c t i v i t y  and i t s  e f f e c t  on f a i r n e s s  and a l s o  i t s  

l a c k  o f  c r e d i b i l i t y  i n  a c o u r t  o f  law has been ana lyzed  e x t e n s i v e l y .  

W h i l e  we know c e r t a i n  jo b s  by n a tu re  have t o  be measured by somewhat 

s u b j e c t i v e  means, s t i l l ,  t h e r e  are  improvements  t h a t  can be made. 

C e r t a i n  t h e o r i s t s  have argued f o r  the  d eve lop m en t  o f  c o m p le t e l y  new 

a p p r a i s a l  appara tuses  t h a t  w ou ld  go a lo n g  way in  s t r e n g th e n in g  

c u r r e n t  per fo rm ance  a p p r a i s a l  p rocedures .  One such system i s  c a l l e d  

Managing o f  B e h a v io rs  and R e s u l t s  System. T h is  system i s  as f o l l o w s :  

" R e g a rd le s s  o f  the  fo rm i t  takes  in  a g i v e n  s e t t i n g ,  MBR re p re s e n ts  a 

h y b r i d  o f  b e h a v i o r a l  l y  o r i e n t e d  pe r fo rm ance  a p p r a i s a l  and r e s u l t s  in  

o r i e n t e d  management by o b j e c t i v e s . " ^  T h is  system wou ld  add the  

o b j e c t i v e  c r i t e r i a  t o  th e  per fo rmance  a p p r a i s a l  system t h a t  i s  needed 

f o r  purposes o f  v a l i d a t i o n  w h i l e  a t  th e  same t im e  m a in ta in  the  

s u b j e c t i v e ,  p e rs on a l  based aspec ts  wh ich  are necessary  in  some cases
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t o  a l l o w  an e v a l u a t o r  th e  f l e x i b i l i t y  needed to  " e v a l u a t e . "  The 

f o l l o w i n g  phrase c l e a r l y  i l l u s t r a t e s  the  im po r tance  o f  such 

f l e x i b i l i t y :  " I f  th e  manager adheres t o  th e  l e t t e r  o f  t h e  pe r fo rm ance

c o n t r a c t ,  however,  he o r  she w i l l  n o t  be a b l e  t o  reward those  who are 

making ' u n r e c o g n i z e d '  y e t  v a l u a b le  c o n t r i b u t i o n s  t o  t h e  work u n i t . " ^

So, f rom th e  above i t  can be seen t h a t  i t  i s  im p o r t a n t  t o  have 

f a c t - b a s e d  " d e f e n d a b le "  o b j e c t i v e  methods o f  a p p r a i s a l .  But t h i s  

a l o n e  has p roven  t o  be an i m p o s s i b i l i t y  due t o  f a c t o r s  such as j o b  

t y p e s  and immense l e v e l s  o f  s p e c i a l i z e d  knowledge be ing  used by 

e v a l u a t o r s '  s u b o rd in a te s .  So e q u a l l y  im p o r t a n t  i s  th e  s u b j e c t i v e  

method o r  person -based  c r i t e r i a  so as t o  a l l o w  th e  e v a l u a t o r  t o  make 

p ro p e r  use o f  t h e  per fo rmance a p p r a i s a l  i n s t r u m e n t .  There has t o  be a 

mix o f  th e  two ( o b j e c t i v e  and s u b j e c t i v e )  c r i t e r i a  because each are  

i n e f f e c t i v e  in  most cases when used a lone .

R e la te d  t o  t h i s  i s  th e  idea t h a t  s in c e  no s i n g l e  t e c h n iq u e  i s  

e n t i r e l y  r e l i a b l e  and a c c e p ta b le ,  then s e v e r a l  t e c h n iq u e s  s h o u ld  be 

used c o n c u r r e n t l y  t o  t r y  and o b t a i n  a b e t t e r  measurement o f  an 

emp loyee 's  a c t u a l  jo b  per fo rmance l e v e l .  An o r g a n i z a t i o n  sh o u ld  no t  

b l i n d l y  r e l y  on one s i n g l e  per formance a p p r a i s a l  techn ique .  O the r  

improvements  c o u l d  be r e l a t e d  t o  t r a i n i n g  the  e v a l u a t o r s  so as t o  

a v o i d  some o f  t h e  e a r l i e r  ment ioned r a t e r  e r r o r s  such as the  horns o r  

h a l o  e f f e c t .  A c c o rd in g  t o  C h a r le s  Fombrun, t h i s  t r a i n i n g  s h o u ld  ta k e  

p l a c e  in  two d i f f e r e n t  areas. The f i r s t  i s  t o  t r a i n  the  e v a l u a t o r s  in  

how to  be o b j e c t i v e  and no t  compare employees t o  them se lve s .

Se cond ly ,  the  e v a l u a t o r s  shou ld  be t r a i n e d  in  how t o  focus  on is s u e s
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o f  j o b  pe r fo rm ance  i n s te a d  o f  p e r s o n a l i t y  t r a i t s . ^  E v a l u a t i o n  i s  a 

s p e c i a l i z e d  and t e c h n i c a l  p rocess and t h e r e f o r e ,  the  e v a l u a t o r s  must 

be g i v e n  t h e  a p p r o p r i a t e  s k i l l s  i f  pe r fo rm ance  a p p r a i s a l s  a re  t o  be o f  

any b e n e f i t .  A l l  to o  o f t e n ,  th e  persons do ing  th e  e v a l u a t i o n s  l a c k  

t h e  necessa ry  s k i l l s  and thus ,  reduce the  e f f e c t i v e n e s s  o f  pe r fo rm ance  

a p p r a i s a l  systems d r a m a t i c a l l y .

As ment ioned e a r l i e r  in  th e  a n a l y s i s ,  one p rob lem  i s  t h a t  

s u p e r v i s o r s  d o n ' t  know o r  c a n ' t  p o s s i b l y  know what  t h e i r  s u b o rd in a te s  

a c t u a l l y  do, so how can t h e y  r a te  t h e i r  per fo rmance? T h is  g i v e s  r i s e  

t o  th e  q u e s t i o n  o f  who s h o u ld  conduc t  the  e v a l u a t i o n s ?  Most commonly, 

i f  t h e  s u p e r v i s o r  i s  aware o f  t h e  employee 's  work requ i re m e n ts ,  then 

o b v i o u s l y  he o r  she s h o u ld  pe r fo rm  th e  e v a l u a t i o n .  I f  th e  s u p e r v i s o r  

i s  no t  im m e d ia te l y  aware o f  th e  s u b o r d in a t e ' s  work l e v e l ,  then some 

argue t h a t  employees sh o u ld  e v a l u a t e  each o th e r .  °  W h i l e  t h i s  idea  

seems sound i n  p r i n c i p l e ,  one must keep in  mind t h a t  a peer  j u d g in g  

a n o th e r  peer c e r t a i n l y  i s  no t  go ing  t o  produce an unb iased o p in io n .

I t  i s  o n l y  human n a tu re  t o  want t o  g e t  ahead o f  you r  peers  and one way 

t o  do t h i s ,  o f  course ,  w ou ld  be t o  score  you r  peers  low in  an e f f o r t  

t o  e l e v a t e  y o u r  own p o s i t i o n .  T h e re fo re ,  any advoca te  o f  peer  co

e v a l u a t i o n  s h o u ld  keep t h i s  i n  mind.

As ment ioned  by Duane Thompson, per fo rmance  a p p r a i s a l s  s h o u ld  be 

based on j o b  a n a ly s e s  and per fo rmance  s tanda rds  so as t o  s tand the  

t e s t  o f  a c o u r t  d i s p u t e .  Too many e x i s t i n g  methods are no t  t i e d  t o  

e i t h e r  o f  th e  two and are  aga in ,  e x t r e m e l y  d i f f i c u l t  t o  defend i f  and 

when c h a l le n g e d  by th e  c o u r t s .
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Feedback commonly found w i t h  MBO ty p e  systems and o t h e r s  i s  a l s o  

e x t r e m e l y  im p o r t a n t  t o  i n c r e a s in g  t h e  e f f e c t i v e n e s s  o f  pe r fo rm ance  

a p p r a i s a l s .  The employee s h o u ld  be i n v o l v e d  in  the  p rocess  and s h o u ld  

a l s o  be in fo rm e d  o f  th e  i n f o r m a t i o n  ga th e re d  from th e  a p p r a i s a l  i f  th e  

use rs  o f  t h e  a p p r a i s a l  i n s t r u m e n t  want t o  a c h ie v e  th e  bes t  r e s u l t s .  

A l s o ,  many t h e o r i s t s  and p r a c t i t i o n e r s  a l i k e  have now r e a l i z e d  th e  

im p o r ta n c e  o f  c o n d u c t i n g  a p p r a i s a l s  more o f t e n  than j u s t  once a yea r  

f o r  s a l a r y  e v a l u a t i o n  and compensat ion purposes. By h o l d i n g  

a p p r a i s a l s  more f r e q u e n t l y ,  th e  accu racy  and c o n s i s t e n c y  o f  t h e  da ta  

g a th e re d  has been found t o  r i s e .  A l s o ,  d i v o r c i n g  th e  a p p r a i s a l  f rom 

th e  m e r i t  pay in c re a s e  c y c l e  has reduced employee s u s p i c i o n  and f e a r  

o f  th e  w h o le  e v a l u a t i o n  process ,  wh ich  f u r t h e r  enhances the  p a r t i c u l a r  

s y s te m 's  accu racy .

L e g i s l a t i o n  such as the  C i v i l  S e r v i c e  Reform Ac t  wh ich s p e l l s  o u t  

s p e c i f i c  uses f o r  per fo rmance  a p p r a i s a l s ,  as w e l l  as c e r t a i n  c o u r t  

d e c i s i o n s ,  have a l l  advanced and s t re n g th e n e d  per fo rmance a p p r a i s a l  

systems in  our  s o c i e t y .  New methods, such as t r a i n i n g  and employee 

p a r t i c i p a t i o n ,  are  be ing  implemented t o  f u r t h e r  i n c re a s e  the  accu racy  

o f  these  systems t o  t r y  and a c h ie v e  a v a l i d  measure o f  an employee 's  

a c t u a l  j o b  per fo rmance .  W h i l e  no system i s  p e r f e c t ,  d e f i n i t e  s teps  in  

r e f i n i n g  and im p r o v i n g  per fo rmance a p p r a i s a l  methods can and are  be ing  

made, as we have seen from t h i s  a n a l y s i s .  But these  changes ta k e  t im e  

t o  happen and t o  be accep ted by the  p r o f e s s i o n a l  w o r l d .  B ren t  S t e e l ,  

w h i l e  t a l k i n g  abou t  th e  im p le m e n ta t i o n  o f  a p a r t i c i p a t o r y  per fo rmance 

a p p r a i s a l  p rocess  and why i t  was no t  an immedia te success, had t h i s  t o



31

say: "Perhaps a l l o w i n g  them more t im e  t o  t r a i n  f o r  usage o f  the

p rocess  w i l l  h e l p  s u p e r v i s o r s  (and t h e i r  employees)  t o  c r e a t e  a more
0 7

f a v o r a b l e  e n v i ro n m e n t  f o r  im p l e m e n t a t i o n . "

SUMMARY

From t h i s  r a t h e r  com prehens ive  a n a l y s i s ,  we have been exposed t o  

th e  many d i v e r s e  is s u e s  a s s o c ia te d  w i t h  per fo rmance  a p p r a i s a l s .  The 

k in d s  o f  systems used, t h e  uses o f  t h e  da ta  ga the red  and th e  p rob lems 

and p o t e n t i a l  s o l u t i o n s  t o  thes e  p rob lem s  have a l l  been d iscussed  a t  

c o n s i d e r a b l e  l e n g t h .  The focus  t h i s  a n a l y s i s  w i l l  now t u r n  t o  i s  the  

q u e s t i o n  o f  "Do these  concep ts  and is s u es  p e r t a i n i n g  t o  per fo rmance 

a p p r a i s a l s  as p resen ted  here  h o l d  t r u e  f o r  l o c a l  gove rnm en ta l  u n i t s ? "  

More s p e c i f i c a l l y ,  "Do l o c a l  g ove rn m en ta l  u n i t s  use fo rm a l  per formance 

a p p r a i s a l s  and i f  so, what  k in d  o f  a system i s  used and what i s  the  

da ta  g a th e re d  f rom th e  system used f o r ? "  What t h i s  a n a l y s i s  i s  

seek ing  t o  d i s c o v e r  i s  "A re  l o c a l  gove rn m en ta l  u n i t s  keeping up w i t h  

th e  c u r r e n t  t r e n d s  in  a p p r a i s a l  re fo rm  and im p r o v in g  t h e i r  per formance 

e v a l u a t i o n  t e c h n iq u e s  a c c o r d i n g l y ? "  The n e x t  s e c t i o n  w i l l  e x p l a i n  the  

methods t h a t  w i l l  be used t o  answer t h e s e  q u e s t i o n s .



METHODOLOGY

The q u e s t i o n  t h i s  m e thodo logy  w i l l  be concerned w i t h  i s  "What i s  

t h e  e x t e n t  o f  t h e  use o f  per fo rmance  a p p r a i s a l s  by l o c a l  gove rn m en ta l  

u n i t s ? "  Many d i f f e r e n t  v a r i a b l e s  can i n f l u e n c e  t h i s  use (such as th e  

management p h i l o s o p h y  o f  the  o r g a n i z a t i o n ) ,  as was i l l u s t r a t e d  in  th e  

l i t e r a t u r e  r e v ie w  c o n ta in e d  w i t h i n  t h i s  a n a l y s i s .  The o b j e c t i v e  o f  

t h i s  s e c t i o n  i s  t o  i d e n t i f y  the  m a jo r  i n f l u e n c i n g  f a c t o r s  on the  use 

o f  per fo rm ance  a p p r a i s a l s  by l o c a l  governmenta l  u n i t s .

Two d i f f e r e n t  q u e s t i o n s  w i l l  be the  b a s is  f o r  t h i s  ex am ina t ion .  

They a re  as f o l l o w s :

A. Do l o c a l  governmenta l  u n i t s  use per fo rmance a p p r a i s a l s ?

B. And i f  so, what i s  th e  e x t e n t  o f  t h i s  use?

The independen t  v a r i a b l e s  wh ich s h o u ld  g i v e  i n s i g h t  t o  t h e  above 

dependent  v a r i a b l e s  w i l l  be researched  by a t w o - s te p  approach wh ich  i s  

as f o l l o w s :

1. The f i r s t  s tep  w i l l  be t o  r e v ie w  e x i s t i n g  s u rv e y s  (case 

s t u d i e s )  o f  the  use o f  per fo rmance a p p r a i s a l s  in  l o c a l  

government.

2. The second s tep  w i l l  be th e  a p p l i c a t i o n  o f  a s m a l l  s u r v e y  t o  

35 l o c a l  j u r i s d i c t i o n s  w i t h i n  Oak land,  Genesee, Shiawassee 

and L i v i n g s t o n  Count ies .

These two approaches w i l l  now be e x p la in e d  more t h o r o u g h l y .

32
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The case s tu d y  approach w i l l  be used t o  a n a ly z e  v a r i o u s  s u rv e y s  

t h a t  have a l r e a d y  been conducted p e r t a i n i n g  t o  th e  e x t e n t  o f  t h e  use 

o f  pe r fo rm ance  a p p r a i s a l s  i n  l o c a l  government.  The reason f o r  us ing  

t h i s  method i s  t h a t  t h e  reso u rc e s  t h a t  were made a v a i l a b l e  f o r  the  

f o r m u l a t i o n  and im p le m e n t a t i o n  o f  these  s u rv e y s  f a r  exceeds what i s  

a v a i l a b l e  t o  a p r i v a t e  i n d i v i d u a l .  T h is  in  t u r n  means t h a t  these  

e x i s t i n g  s u r v e y s  c o n t a i n  v a l u a b l e  i n f o r m a t i o n  t h a t  i s  no t  r e a d i l y  

a v a i l a b l e  t h ro u g h  o t h e r  sou rces .

These s u r v e y s  w i l l  be a n a ly z e d  t o  d e te rm in e  the  e x t e n t  o f  the  use 

o f  pe r fo rm ance  a p p r a i s a l s  by v a r i o u s - s i z e d  l o c a l  governments  ran g in g  

in  p o p u la t i o n  f rom 50,000 t o  ove r  250,000.

I t  i s  suggested  t h a t  t h e  l a r g e r  u n i t s  o f  government  w i l l  u t i l i z e  

pe r fo rm ance  a p p r a i s a l s  t o  a g r e a t e r  e x t e n t  than w i l l  th e  s m a l l e r  

u n i t s .  A l s o ,  i t  i s  proposed t h a t  thos e  l o c a l  u n i t s  w i t h  p r o f e s s i o n a l  

m a n a g e r s / a d m in i s t r a t o r s  are  more l i k e l y  t o  use per fo rmance a p p r a i s a l s  

than  w o u ld  those  u n i t s  no t  em p lo y in g  a f u l l - t i m e  p r o f e s s i o n a l .  

A d d i t i o n a l l y ,  i t  i s  f e l t  t h a t  those  l o c a l  u n i t s  t h a t  have r e c e n t l y  

changed o r  made a t te m p ts  t o  upgrade t h e i r  per fo rmance  a p p r a i s a l  

systems w i l l  have moved in  th e  d i r e c t i o n  o f  a more p r o g r e s s i v e  system 

wh ich  s t r e s s e s  r a te e  in v o lv e m e n t  in  th e  p rocess  as a whole .

I n d i c a t o r s  o f  a more " p r o g r e s s i v e "  pe r fo rm ance  a p p r a i s a l  system 

would be t h e  e x i s t e n c e  o f  such f a c t o r s  as:

A. V a l i d a t i o n  o f  th e  p a r t i c u l a r  a p p r a i s a l  i n s t r u m e n t /b a s e d  on 

fo rm a l  j o b  a n a l y s i s .

B. T r a i n i n g  program f o r  e v a l u a t o r s .
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C. P o s i t i v e  feedback  programs f o r  t h e  employees.

D. I n v o lv e m e n t  o f  th e  employee in  the  a p p r a i s a l  p rocess  i t s e l f .

And f i n a l l y ,  l o c a l  u n i t s  t h a t  have h igh  l e v e l s  o f  u n i o n i z a t i o n

w i l l  n o t  make use o f  per fo rmance a p p r a i s a l s  n e a r l y  as much as u n i t s  

t h a t  a r e n ' t  u n io n i z e d  o r  have a s m a l l  segment o f  t h e i r  work f o r c e  

r e p re s e n te d  by a union . I t  i s  a l s o  i m p l i e d  here t h a t  due to  

i n t a n g i b l e  e lem e n ts  a s s o c ia te d  w i t h  management l e v e l  work,  most o f  

t h e s e  p o s i t i o n s  w i l l  no t  be assessed under  a fo rm a l  a p p r a i s a l  process.

The s u rv e y s  t h a t  were used f o r  t h i s  a n a l y s i s  were p ro d u c ts  o f  the  

l i t e r a t u r e  r e v ie w  f o r  t h i s  paper. A ls o ,  a search  was conducted on the  

P u b l i c  A f f a i r s  Data Base by the  U n i v e r s i t y  o f  M i c h i g a n - F 1i n t  l i b r a r y .  

T h is  a l s o  p roved  t o  i d e n t i f y  some v a l u a b l e  i n f o r m a t i o n  w i t h  rega rd  t o  

s u rv e y  da ta .

The second s te p  in  t h i s  approach, as s ta te d ,  was t o  conduc t  a 

s u r v e y  o f  t h e  35 v i l l a g e s  and c i t i e s  in  Genesee, L i v i n g s t o n ,

Shiawassee and Oak land Coun t ies  t h a t  have p o p u la t i o n s  in  the  range o f

1,000 t o  10,000. Th is  group o f  m u n i c i p a l i t i e s  r e p re s e n t s  the  t o t a l  

p o p u l a t i o n  o f  m u n i c i p a l i t i e s  in  t h i s  s i z e  range who are l o c a te d  in  one 

o f  t h e  above f o u r  c o u n t i e s  and a l s o  who are  members o f  the  M ich igan  

M u n i c i p a l  League and t h e r e f o r e  shou ld  g i v e  a f a i r  r e p r e s e n t a t i o n  o f  

o t h e r  u n i t s  o f  government  o f  s i m i l a r  s i z e .

T h is  s p e c i f i c  p o p u la t i o n  range was s e l e c t e d  due t o  t h e  la c k  o f  

any p r e v i o u s  da ta  be ing  a v a i l a b l e  on m u n i c i p a l i t i e s  o f  t h i s  s ize .  My

conce rn  w i t h  u n i t s  o f  t h i s  s i z e  stems from my employment in  a

m u n i c i p a l i t y  t h a t  wou ld  be w i t h i n  t h i s  range. A ls o ,  s in c e
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g o v e rn m e n ta l  u n i t s  o f  t h i s  s i z e  are  q u i t e  common, a f a i r  p r o p o r t i o n  o f  

o u r  c i t i z e n s  are  be ing  se rved  by these  s m a l l e r  u n i t s .  T h e re fo re ,  an 

e x a m in a t io n  o f  u n i t s  in  t h i s  range i s  w a r ran ted .  I t  i s  a l a r m in g  t h a t  

when a n a ly s e s  are per fo rmed o f  gove rn m en ta l  e n t i t i e s  and t h e i r  

s e r v i c e s ,  a l l  to o  o f t e n  these  s m a l l e r  u n i t s  a re  ig no red .  Due t o  th e  

l a r g e  number o f  c i t i z e n s  be ing  se rved  by thes e  u n i t s  when taken  as a

who le ,  i t  can be seen as a g r e a t  d i s s e r v i c e  t o  the  c i t i z e n s  no t  t o

i n c l u d e  da ta  f rom these  l e v e l s  when a n a l y z i n g  g o v e r n m e n t a l - r e l a t e d  

i  ssues.

T h i s  s u r v e y  seeks t o  answer th e  same q u e s t i o n s  t h a t  were 

addressed in  th e  e x i s t i n g  su rv ey s  t h a t  were rev iew ed  as case s tu d ie s .

The emphasis here w i l l  be whether  o r  no t  the  f i n d i n g s  f o r  the  s m a l l

l e v e l s  o f  government  w i l l  app rox im a te  the  norms found by the  s u rv e y s  

o f  t h e  l a r g e r  u n i t s  o f  government .

A c o v e r  l e t t e r  was sent ,  a lo n g  w i t h  the  q u e s t i o n n a i r e ,  t o  a l l  

concerned m u n i c i p a l i t i e s  s t a t i n g  the  reasons f o r  t h e  s u r v e y  and 

d i r e c t i o n s  t o  f o l l o w  in  c o m p le t i n g  the  su rvey .  A long  w i t h  t h i s  packe t  

t h e r e  was an index  card i n c lu d e d  t o  be r e tu rn e d  s epa ra te  f rom th e  

s u r v e y  t o  i d e n t i f y  the  m u n i c i p a l i t i e s  who had r e tu rn e d  th e  s u r v e y  and 

who had n o t .  T h is  was im p o r t a n t  f o r  two reasons.

A. To m a in t a i n  the  anonymity  o f  th e  responden ts .

B. To i d e n t i f y  those  m u n i c i p a l i t i e s  wh ich needed t o  be sen t

f o l l o w - u p  s u rveys  in  an e f f o r t  t o  ge t  them to  respond so as

t o  in c re a s e  th e  response r a t e  o f  the  s tudy .  Th is  was v e r y

im p o r t a n t  due to  the  s m a l l  sample s i z e  t h a t  was u t i l i z e d .
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The q u e s t i o n s  f o r  t h i s  s u r v e y  are  s t r u c t u r e d  in  a s im p le  ye s /n o  

f a s h io n  t o  i n d i c a t e  e i t h e r  a n e g a t i v e  o r  p o s i t i v e  response,  wh ich  in  

t u r n  can be e a s i l y  c o n v e r t e d  t o  pe rcen tages .  T h is  must be done t o  

remain c o n s i s t e n t  w i t h  th e  m e thodo logy  used in  the  o t h e r  s u rv e y s  wh ich 

were re v ie w e d  in  t h e  f i r s t  p a r t  o f  t h i s  a n a l y s i s .  By keep ing the  

method o f  a n a l y s i s  comparab le  between th e  two approaches, we w i l l  

g r e a t l y  f a c i l i t a t e  th e  compar ison p rocess .



ANALYSIS

USE OF PERFORMANCE APPRAISALS BY LARGE LOCAL UNITS OF GOVERNMENTS 
(50 -  250 ,000 )  —

As was s t a t e d  i n  t h e  "M e th o d o lo g y "  s e c t i o n  o f  t h i s  a n a l y s i s ,  the  

e x t e n t  o f  t h e  use o f  per fo rmance a p p r a i s a l s  by l a r g e  u n i t s  o f  

gove rnmen t  (50 -  250,000),  was s tu d ie d  th ro u g h  th e  a n a l y s i s  o f  

e x i s t i n g  s u rv e y s  on t h i s  t o p i c ,  and the  r e v ie w  o f  t h e  use o f  

pe r fo rm ance  a p p r a i s a l s  by s m a l l  u n i t s  o f  government  (1,000 -  10,000), 

was conducted th ro u g h  the  im p le m e n ta t i o n  o f  a s m a l l - s c a l e  s u r v e y  

s p e c i f i c a l l y  des igned f o r  t h i s  purpose. The l a r g e r  u n i t s  o f  

government  w i l l  be th e  f i r s t  t o p i c  o f  a n a l y s i s .

A com prehens ive  r e v ie w  o f  the  U n i v e r s i t y  o f  Mi c h i g a n - F 1 i n t  P u b l i c  

A f f a i r s  Data Base and l i b r a r y  research  r e v e a l e d  the  f a c t  t h a t  t h e r e  

are  n o t  many e x i s t i n g  s u rv e y s  on l o c a l  government 's  use o f  per fo rmance 

a p p r a i s a l s .  Th is  i l l u s t r a t e s  the im por tance  o f  t h i s  p a r t i c u l a r  

r e s e a rc h  p r o j e c t ,  due t o  the  la c k  o f  e x i s t i n g  da ta  on t h i s  t o p i c .

The most s i g n i f i c a n t  s u r v e y  t h a t  has been done on t h i s  t o p i c  i s  a 

B a s e l i n e  Data Repor t  prepared by ICMA. T h is  r e p o r t ,  Personne l  

A p p r a i s a l s  in  Loca l  Government,  was a d m in is t e r e d  to  o v e r  350 l o c a l  

governments  w i t h  p o p u la t i o n s  between 50 and 250 thousand. (See 

Append ix  B f o r  a summary o f  the  da ta  f rom t h i s  s u r v e y . )  One o f  the  

most r e v e a l i n g  f i n d i n g s  o f  t h i s  su rv e y  was th e  f a c t  t h a t  per fo rmance
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a p p r a i s a l s  a re  used by an ove rw h e lm in g  m a j o r i t y  o f  those  l o c a l  

o f f i c i a l s  re s pon d ing  t o  th e  su rvey .  As s t a te d :  " t h a t  82% o f  those

l o c a l  o f f i c i a l s  respon d ing  t o  t h e  s u r v e y  have a fo rm a l  pe r fo rm ance
O Q

a p p r a i s a l  sys tem."  A l s o ,  i t  was d i s c o v e r e d  t h a t  those 

m u n i c i p a l i t i e s  w i t h  f u l l - t i m e  p r o f e s s i o n a l  managers o r  a d m i n i s t r a t o r s  

were more l i k e l y  t o  use a fo rm a l  per fo rmance e v a l u a t i o n  system than 

th o s e  t h a t  d o n ' t  employ a p r o f e s s i o n a l  c h i e f  a d m i n i s t r a t i v e  o f f i c e r .

S u r p r i s i n g l y  though,  the s u r v e y  found t h a t  the  l o c a l  government 's  

s i z e  d i d  no t  have any e f f e c t ,  n e g a t i v e l y  o r  p o s i t i v e l y ,  on whether  o r  

n o t  a per fo rm ance  a p p r a i s a l  system was used. The a u th o r  s t a t e s  t h a t :  

"La rge  l o c a l  governments  are  j u s t  as l i k e l y  t o  use per fo rmance 

a p p r a i s a l  systems as are  s m a l l  l o c a l  gove rnmen ts . "  However, i t  must 

be r e a l i z e d  t h a t  th e  d e f i n i t i o n  o f  s m a l l  l o c a l  government,  in  t h i s  

s e t t i n g ,  i s  l i m i t e d  t o  p o p u la t i o n s  o f  50,000 and g r e a t e r .  No 

m u n i c i p a l i t y  w i t h  a p o p u la t i o n  under 50,000 was i n c lu d e d  in  t h i s  

a n a l y s i s .  T h is  p o i n t  w i l l  become e x t r e m e l y  im p o r t a n t  as the  focus  o f  

t h i s  r e v ie w  i s  tu rn e d  toward the  s m a l l e r  u n i t s  o f  l o c a l  government.

Performance a p p r a i s a l s  were used most o f t e n  f o r  making d e c i s i o n s  

p e r t a i n i n g  t o  employee wages. " S e v e n t y - s i x  p e rc e n t  o f  those l o c a l  

government  o f f i c i a l s  respond ing  t o  the  s u rv e y  t i e d  wage in c re a s e s  t o  

pe r fo rm ance  app ra i  sa 1 s . " ^  However, t h i s  use was no t  r e f l e c t e d  by 

t h o s e  u n i t s  o f  government  l o c a te d  in  the  N o r thea s t .  The au th o rs  o f  

t h e  s u r v e y  o f f e r  the  f o l l o w i n g  e x p l a n a t i o n :  "T h is  f i n d i n g  may be

e x p l a i n e d  in  p a r t  by th e  h e a v i l y  u n io n iz e d  l a b o r  f o r c e  in  many
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n o r t h w e s te r n  l o c a l  governments ,  and th e  l i k e l i h o o d  t h a t  wage in c re a s e s  

are  s e t  f o r  a l l  employees as p a r t  o f  th e  l a b o r  b a r g a in i n g  p r o c e s s . " ^

O th e r  pe rsonne l  d e c i s i o n s  d i d  no t  seem t o  be based on pe r fo rmance  

e v a l u a t i o n  da ta  t o  any g r e a t  e x t e n t  w i t h  th e  p o s s i b l e  e x c e p t i o n  o f  

p rom o t ions .  The s u r v e y  was a b le  t o  d i s t i n g u i s h  the  f a c t  t h a t  "74% o f  

t h e  o f f i c i a l s  respond ing  use per fo rmance  a p p r a i s a l s  in  d e c i d i n g  

w h e th e r  t o  promote employees. '  An i n t e r e s t i n g  f o o t n o t e  here i s  t h a t  

t h o s e  governments  l o c a te d  in  the  N o r th e a s t  were found t o  use a p p r a i s a l  

d a ta  f o r  p rom o t ions  t o  a l a r g e r  degree than l o c a l  u n i t s  l o c a te d  

e lsew h e re .  As we may r e c a l l ,  these  n o r t h e a s t e r n  u n i t s  were a l s o  found 

t o  no t  use per fo rmance a p p r a i s a l s  f o r  d e c i s i o n s  p e r t a i n i n g  to  pay 

in c re a s e s .  T h e re fo re ,  t h i s  uncommonly h igh  u t i l i z a t i o n  o f  per fo rmance 

a p p r a i s a l s  by n o r t h e a s t e r n  governments  f o r  d e c i s i o n s  re g a r d in g  

p ro m o t io n s  may in  p a r t  be e x p la i n e d  by th e  f a c t  t h a t ,  aga in ,  the  

i n f l u e n c e  o f  the  un ions c o n t r o l s  the  use o f  these  da ta  f o r  wages. 

T h e re fo r e ,  these  governments  then use the  a p p r a i s a l  da ta  f o r  o t h e r  

p e rs on ne l  d e c i s i o n s  t o  a l a r g e r  e x t e n t  than those  governments  who do

n o t  have t o  contend w i t h  the  "u n io n  c o n t r a c t . "

There are many p o s s i b l e  e x p l a n a t i o n s  as t o  why per fo rmance

a p p r a i s a l s  are used f o r  so few personne 1- r e  1ated d e c i s io n s .  One o f

th e  most common o f  t hes e  e x p l a n a t i o n s  wou ld  be the  idea  t h a t  most 

pe r fo rm ance  a p p r a i s a l  systems are s im p l y  no t  f l e x i b l e  enough t o  

a c c u r a t e l y  c o v e r  a v a r i e t y  o f  t o p i c s .  T h e re fo re ,  i t  i s  argued t h a t  i f  

more pe rson ne l  d e c i s i o n s  are to  be based on per fo rmance a p p r a i s a l  

da ta ,  then  these  e v a l u a t i o n  systems w i l l  have t o  be a l t e r e d  o r  changed
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c o m p l e t e l y  in  o r d e r  t o  accommodate each d i f f e r e n t  t y p e  o f  pe rsonne l  

f u n c t i o n .  As s t a t e d  by the  a u th o rs  o f  th e  s u r v e y :  "Few l o c a l

government  o f f i c i a l s  have th e  reso u rc e s  o r  th e  i n t e r e s t  t o  e s t a b l i s h  

p a r a l l e l  a p p r a i s a l  systems.

A d d i t i o n a l l y ,  i t  i s  b e l i e v e d  t h a t  y e t  a n o th e r  reason why 

a p p r a i s a l  d a ta  a re  used f o r  so few pe rs o n n e l  d e c i s i o n s  i s  the  p rob lem  

o f  t h e  l a c k  o f  adequate t r a i n i n g  f o r  th e  s u p e r v i s o r s  who a c t u a l l y  

cond uc t  t h e  a p p r a i s a l s .  W i t h o u t  p ro p e r  t r a i n i n g ,  the  s u p e r v i s o r s  

s i m p l y  canno t  g a t h e r  and use work pe r fo rm ance  da ta  in  an a c c u ra te  and 

m e a n in g fu l  manner. ( T h is  p rob lem  i s  compounded when numerous 

a p p r a i s a l  systems are  p roposed. )  T h e i r  s u p e r i o r s  r e a l i z e  t h i s ,  and 

t h e r e f o r e  are  r e l u c t a n t  t o  base pe rsonne l  d e c i s i o n s  on the  c o l l e c t e d  

data .  The a l t e r n a t i v e  w o u ld  be to ,  o f  course ,  t r a i n  th e  s u p e r v i s o r s  

in  th e  p r o p e r  p rocedu res  o f  c o n d u c t in g  and a n a l y z i n g  per fo rmance 

e v a l u a t i o n s .  But,  aga in  th e  p rob lem  o f  th e  la c k  o f  resources  e n te r s  

i n t o  t h i s  d i s c u s s io n .  To summarize,  "M os t  l o c a l  government  managers 

f i n d  i t  d i f f i c u l t  t o  p r o v i d e  th e  t im e  and t r a i n i n g  f o r  t h e i r  

s u p e r v i s o r s  t h a t  w ou ld  e n a b le  them t o  conduc t  v a r i o u s  types  o f  

pe r fo rm ance  a p p r a i s a l s . " ^  A lm o s t  75% o f  th e  m u n i c i p a l i t i e s  s ta te d  

t h a t  t h e y  d i d  no t  assess th e  m a n a g e r / a d m in i s t r a t o r  w i t h  a fo rm a l  

pe r fo rm ance  a p p r a i s a l  system. I t  was r e p o r t e d  t h a t  t h i s  was the  o n l y  

employee g roup  e x c lu d e d  f rom  fo rm a l  e v a l u a t i o n  by the  m a j o r i t y  o f  th e  

responden ts .  P o p u l a t i o n  s i z e  d id  no t  seem to  i n f l u e n c e  t h i s  f i n d i n g  

t o  any g r e a t  degree.  One o f  the  proposed t h e o r i e s  as t o  why t h i s  i s  

so i s  t h a t  more o f  t hes e  p r o f e s s i o n a l  e x e c u t i v e s  are w o rk ing  under



41

employment  c o n t r a c t s .  Q u i t e  f r e q u e n t l y ,  these  c o n t r a c t s  c l e a r l y  

i n d i c a t e  how th e  pe rson 's  pe r fo rm ance  l e v e l  w i l l  be assessed. O f ten ,  

t h i s  i s  v e r y  d i f f e r e n t  f rom the  g e n e ra l  per fo rmance  a p p r a i s a l  p rocess  

used f o r  t h e  m a j o r i t y  o f  th e  employees. A l s o ,  t h e  n a tu re  o f  t h e  work 

pe r fo rm ed  by t h e  p r o f e s s i o n a l  m a n a g e r / a d m in i s t r a t o r  n e c e s s i t a te s  t h a t  

pe r fo rm ance  be measured in  a r a t h e r  un ique  way ( i f  a t  a l l ) ,  as 

compared t o  the  r e g u l a r  employees. The c r u c i a l  e lem en ts  o f  a 

m a nag e r ia l  p o s i t i o n  s im p l y  are not  e a s i l y  measured by a t r a d i t i o n a l  

pe r fo rm ance  a p p r a i s a l  system. One o f  th e  main reasons f o r  t h i s  i s  

t h a t  most p r o f e s s i o n a l  l e v e l  j o b  a c t i v i t i e s  are v e r y  s u b j e c t i v e  in  

n a t u r e  and are  no t  r e a d i l y  broken down i n t o  q u a n t i f i a b l e  e lemen ts .  As 

s t a t e d  in  th e  f i n d i n g s  o f  the  s u rv e y :  "Many l o c a l  governments  w i l l

use more i n f o r m a l ,  u n s t r u c tu r e d  a p p r a i s a l  methods t o  assess th e  le s s  

t a n g i b l e  e lem en ts  t h a t  make up a manager's se t  o f  r e s p o n s i b i l i t i e s . " ^  

Even though i t  was found t h a t  th e  m anag e r ia l  p o s i t i o n s  were no t  

be ing  assessed under a u n i fo rm  per fo rmance a p p r a i s a l  system, these  

p o s i t i o n s  do p l a y  an a c t i v e  r o l e  i n  the  f o r m u l a t i o n  o f  the  a p p r a i s a l  

systems th e m s e lv e s .  More im p o r ta n t ,  i t  was shown t h a t  the  employees 

who are e v a l u a t e d  by these systems are  a l s o  a c t i v e  p a r t i c i p a n t s  i n  the  

d e v e lo p m e n t  o f  the  i n s t r u m e n t .  T h is  i s  e x t r e m e l y  im p o r t a n t  t o  the  

success o f  a pe r fo rm ance  a p p r a i s a l  program. I t  has been shown 

r e p e a t e d l y  in  th e  l i t e r a t u r e  t h a t  the  most s u c c e s s fu l  system i s  one 

t h a t  i s  accep ted  and suppor ted  by the  a c t u a l  users  o f  the  system. 

I n v o l v i n g  these  employees in  the  deve lopm en t  o f  the  system i s  one
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p o s i t i v e  way o f  g a i n i n g  t h e i r  s u p p o r t  and t r u s t  in  the  p rocess  as a 

who le .

Even though t h e  employees are  i n c lu d e d  in  the  deve lo p m e n t  o f  

thes e  a p p r a i s a l  systems, i t  was d e te rm ined  t h a t  t h e y  are  no t  i n v o l v e d  

in  t h e  a c t u a l  a p p r a i s a l  p rocess i t s e l f .  T h is  means t h a t  the  employees 

do no t  p l a y  an a c t i v e  r o l e  i n  the  a p p r a i s a l  o f  t h e i r  per fo rmance and 

t h e r e f o r e ,  t h e y  are  no t  g i v e n  th e  o p p o r t u n i t y  t o  i n t e r j e c t  t h e i r  own 

comments, f e e l i n g s  and concerns.  As was s t a te d :  " T h i s  assessment and

feedback  ( o f  t h e  employee be ing  r a te d )  g e n e r a l l y  takes  p l a c e  d u r i n g  an 

e v a l u a t i o n  i n t e r v i e w  where the  s u p e r v i s o r  re v ie w s  an a p p r a i s a l  fo rm 

w i t h  t h e  employee.. . .  The s u r v e y  i n d i c a t e s  t h a t  t h e r e  i s  o n l y  a 50% 

chance f o r  t h i s  d i r e c t ,  o n e - to -o n e  exchange t o  take  p l a c e  in  most 

l o c a l  g o v e rn m e n ts . "

T h is  i s  an e x t r e m e l y  d i s a p p o i n t i n g  f i n d i n g  when we know t h a t  many 

p e rs o n n e l  p r o f e s s i o n a l s  c o n s id e r  t h i s  feedback  from th e  employee t o  be 

one o f  t h e  most im p o r t a n t  and b e n e f i c i a l  aspects  o f  the  a p p r a i s a l  

p rocess  as a who le .  Not a l l o w i n g  t h i s  feedback  t o  occur ,  o r  no t  

enco u ra g in g  i t  by f a i l i n g  t o  e s t a b l i s h  the  s e t t i n g  which wou ld  

f a c i l i t a t e  the  feedback  (such as an a p p r a i s a l  i n t e r v i e w )  r e s u l t s  in  

t h e s e  l o c a l  u n i t s  o f  government  l o s i n g  a v e r y  v a l u a b l e  resource .  T h is  

r e s o u rc e  i s  th e  d i r e c t  i n f o r m a t i o n  and da ta  about  the  g r o u n d - f l o o r  

o p e r a t i o n s  wh ich can o n l y  be ga ined from the  person do ing  the  a c t u a l  

work .

As was i l l u s t r a t e d  e a r l i e r  in  t h i s  a n a l y s i s ,  l o c a l  governments  

a re  no t  chang ing  o r  a l t e r i n g  t h e i r  a p p r a i s a l  systems t o  a l l o w  them to
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be used f o r  more p e rson ne l  d e c i s i o n s .  A l s o ,  i t  can be seen t h a t  thes e  

same l o c a l  governments  are  n o t  e v a l u a t i n g  t h e i r  a p p r a i s a l  systems in  

an a t te m p t  t o  make them more o b j e c t i v e  measures o f  j o b  per fo rm ance  and 

l e s s  prone t o  th e  i n f l u e n c e s  o f  b ias  o r  p r e j u d i c e . ^  New d e v e lop m en ts  

wh ich  have been found t o  in c re a s e  a p p r a i s a l  o b j e c t i v i t y  such as 

coach ing ,  s u b o r d in a t e  r e v ie w  o r  s e l f  a p p r a i s a l s  are no t  be ing  

i n c o r p o r a t e d  i n t o  these  l o c a l  gove rn m en ta l  systems. "The responses t o  

t h e  s u r v e y  i n d i c a t e  t h a t  most l o c a l  government  a p p r a i s a l  systems use 

t r a d i t i o n a l  t e c h n iq u e s  t o  assess employee p e r f o r m a n c e . " ^  (Examples 

o f  t r a d i t i o n a l  t e c h n iq u e s  wou ld  be r a t i n g  s c a le s  based on per fo rmance 

s ta n d a rd s ,  i n t e r v i e w s ,  e t c . )  A ls o ,  i t  was d i s c o v e r e d  t h a t  "Loca l  

governments  a l s o  are n o t  making many s i g n i f i c a n t  changes t o  t h e i r  

pe r fo rm ance  a p p r a i s a l  systems.. . o n ! y  32% o f  ( t h e )  l o c a l  governments  

r e p o r t  h a v in g  m o d i f i e d  t h e i r  a p p r a i s a l  system d u r i n g  th e  l a s t  s i x  

y e a rs .

As s t a te d  by the  au th o rs  o f  t h i s  su rvey ,  th e  da ta  w ou ld  seem t o  

i n d i c a t e  t h a t  l o c a l  governments  must be s a t i s f i e d  w i t h  t h e i r  a p p r a i s a l  

systems because t h e y  o b v i o u s l y  a r e n ' t  changing them t o  any g r e a t  

e x t e n t .  K l i n g n e r  and N a lband ian  show us q u i t e  the  o p p o s i te :  "Even

though th e  a p p r a i s a l  o r  e v a l u a t i o n  f u n c t i o n  i s  r e l a t e d  t o  employee 

p r o d u c t i v i t y  and employee 's  d e s i r e  t o  know how w e l l  t hey  are  do ing ,  

r a r e l y  are s u p e r v i s o r s  o r  employees s a t i s f i e d  w i t h  the  a p p r a i s a l  

p r o c e s s . T h i s  o b v i o u s l y  suggests t h a t  l o c a l  government  o f f i c i a l s  

a re  no t  s a t i s f i e d  w i t h  t h e i r  systems. Why, then,  a r e n ' t  t hey  changing 

them? W h i l e  t h i s  q u e s t io n  may not be t o t a l l y  answerab le ,  t h e r e  are
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some reasons t h a t  can accoun t  f o r  t h i s .  F i r s t  o f  a l l ,  l o c a l  

gove rnmen t  may l a c k  th e  necessa ry  re s o u rc e s  needed t o  imp lement  

change. They may no t  be s a t i s f i e d  w i t h  t h e i r  system, bu t  i t  may no t  

be t o  a p o i n t  wh ich  w o u ld  w a r r a n t  a r e v i s i o n  o f  th e  system. A ls o ,  the  

e n v i ro n m e n t  i n  wh ich  l o c a l  government  o p e ra te s  may p l a y  a r o l e  in  th e  

d e c i s i o n  o f  w h e the r  o r  n o t  t o  im p lem en t  a change t o  an e x i s t i n g  

system. T h is  idea  i s  c l e a r l y  e x p l a i n e d  as f o l l o w s :  "Sometimes,

chang ing  a system can e r u p t  i n t o  a p o l i t i c a l  c o n t r o v e r s y .  I f  t h i s  

p o t e n t i a l  e x i s t s ,  many managers ( o f  l o c a l  governments )  w i l l  c a r e f u l l y  

we igh w h e th e r  th e  p o t e n t i a l  improvement  t o  the  a p p r a i s a l  system i s
C 1

w o r th  t h e  p o l i t i c a l  u n r e s t . "  T h e re fo r e ,  we can see t h a t  a v a l i d  and 

w o r t h w h i l e  change may n o t  be imp lemented due t o  the  r e a l i t y  o f  the  

c i r c u m s ta n c e s  t h a t  would su r ro und  th e  change.

USE OF PERFORMANCE APPRAISALS BY SMALL LOCAL GOVERNMENTS 
( 1 ,0 0 0  -  10 ,000 IN POPULATION

The focus  o f  t h i s  a n a l y s i s  w i l l  now s h i f t  t o  the  e x t e n t  o f  the  

use o f  pe r fo rm ance  a p p r a i s a l s  by s m a l l  gove rn m en ta l  u n i t s  ( p o p u la t i o n s  

o f  1,000 -  10,000).  As p r e v i o u s l y  s t a te d ,  th e  da ta  used to  a n a ly z e  

t h i s  g roup were gen e ra ted  f rom a s u r v e y  sen t  t o  35 l o c a l  gove rnm en ta l  

u n i t s  t h r o u g h o u t  a f o u r - c o u n t y  area.

Out o f  t h e  35 su rveyed ,  33 responded f o r  an e x c e l l e n t  response 

r a t e  o f  94%. T h is  was a c h ie v e d  th rough  two m a i l i n g s  w i t h  28 

re s p o n d in g  t o  th e  f i r s t  m a i l i n g  and th e  rem a in ing  5 respondents  a c t i n g  

on the  second m a i l i n g .  The most s u r p r i s i n g  f i n d i n g  a s s o c ia te d  w i t h
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t h i s  s u r v e y  was th e  f a c t  t h a t  27, o r  81%, o f  those  l o c a l  u n i t s  

r e s p o n d in g  s t a t e d  t h a t  t h e y  d i d  no t  use a per fo rmance  a p p r a i s a l  system 

i n  e v a l u a t i n g  t h e i r  employees. T h is  i s  in  d i r e c t  c o n f l i c t  w i t h  th e  

f i n d i n g s  o f  th e  s u r v e y  a d m in is t e r e d  t o  th e  l a r g e r  u n i t s  o f  government  

where i t  was found t h a t  82% o f  t h e  o f f i c i a l s  respond ing  d id  i n  f a c t  

use pe r fo rm ance  a p p r a i s a l  systems i n  t h e i r  o r g a n i z a t i o n s .

T h i s  w ou ld  seem to  c o n t r a d i c t  th e  f i n d i n g  by the  l a r g e - s c a l e  

s u r v e y  o f  ICMA t h a t  p o p u l a t i o n  s i z e  d id  no t  have a r e l a t i o n s h i p  w i t h  

t h e  e x t e n t  o f  th e  use o f  per fo rmance a p p r a i s a l s .  A l s o ,  o f  those  

m u n i c i p a l i t i e s  respond ing  t h a t  t h e y  d id  no t  use per fo rmance a p p r a i s a l  

systems, 21 o r  78% employ a f u l l - t i m e  p r o f e s s i o n a l  a d m i n i s t r a t o r .  

T h e re fo r e ,  i t  w ou ld  seem t h a t  th e  absence o f  a p r o f e s s i o n a l  c h i e f  

a d m i n i s t r a t i v e  o f f i c e r  i s  no t  the  e x p l a n a t i o n  f o r  t h e  reason why these  

s m a l l  m u n i c i p a l i t i e s  are  no t  us ing  fo rm a l  per fo rmance  a p p r a i s a l  

systems.

The most f r e q u e n t l y  s t a te d  reason why these  s m a l l  u n i t s  o f  

gove rnmen t  do no t  assess t h e i r  employees th ro ugh  a fo rm a l  per fo rmance 

a p p r a i s a l  system was the  f a c t  t h a t  the  deve lop m en t  o f  such a system 

was no t  a m a jo r  p r i o r i t y .  T w e n ty - s i x  p e rc e n t  s t a te d  t h i s  as one o f  

t h e  c o n t r i b u t i n g  f a c t o r s  t o  t h e i r  u n i t s  no t  us ing  a system. O the r  

reasons f o r  the  l a c k  o f  the use o f  a fo rm a l  a p p r a i s a l  system are as 

f o l l o w s  (see  Tab le  1 ) :
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TABLE 1

NEGATIVE INFLUENCES ON THE USE OF PERFORMANCE APPRAISALS

P e rc e iv e d  Reason Number Pe rcen t

1 . Governmental  u n i t  i s  t o o  smal l  t o  
w a r r a n t  th e  resou rces  needed to  
a d m i n i s t e r  a system 6 22%

2 . I n fo rm a l  a p p r a i s a l s  a re  used 6 22%

3. A system i s  c u r r e n t l y  be ing  deve loped 5 18%

4. Pe rce ived  b e l i e f  t h a t  per fo rmance 
a p p r a i s a l  systems are not  v a l i d  
measures o f  j o b  per fo rmance 5 18%

5. Employees a re  u n io n iz e d 3 11%

6 . Not enough p r o f e s s i o n a l  s t a f f  t o  
a d m in i s t e r  th e  program 2 7%

7. Government i s  a v o l u n t e e r  system 2 7%

Note -  These responses are  no t  m u t u a l l y  e x c l u s i v e .  S ix  
responden ts  d id  no t  answer t h i s  q u e s t i o n .

From the  above da ta  i t  seems c l e a r  t h a t  t h e r e  i s  no s i n g l e  reason 

why these  u n i t s  are no t  u t i l i z i n g  per fo rmance a p p r a i s a l  systems, bu t  

r a t h e r  i t  i s  due t o  a c o m b in a t ion  o f  many d i f f e r e n t  f a c t o r s  wh ich tend 

t o  i n f l u e n c e  these  governments '  im p le m e n ta t io n  and use o f  per fo rmance

a p p r a i s a l  systems.

An i n t e r e s t i n g  f i n d i n g  was the m inor  r o l e  t h a t  u n i o n i z a t i o n  

seemed t o  p l a y  in  the  s ta te d  e x p la n a t i o n s  o f  why per fo rmance a p p r a i s a l  

sys tems were no t  used. As was shown, o n l y  11% o f  th e  responden ts
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s t a t e d  t h a t  u n i o n i z a t i o n  was a f a c t o r  in  t h e i r  d e c i s i o n  no t  t o  use a 

system. However,  o v e r  50% o f  t h o s e  who s t a t e d  t h a t  th e y  do no t  use a 

f o rm a l  sys tem a c t u a l l y  have a t  l e a s t  one o r  more employee groups 

re p re s e n te d  by an o r g a n iz e d  l a b o r  un ion.  T h e re fo r e ,  the  i n f l u e n c e  o f  

t h e  " u n io n "  on th e  d e c i s i o n  t o  no t  im p lem en t  an a p p r a i s a l  system i s  

u n e x p e c te d l y  low i n  t h i s  i n s ta n c e .

Due t o  t h e  s m a l l  response o f  o n l y  s i x  u n i t s  s t a t i n g  t h a t  they  

used fo rm a l  pe r fo rm ance  a p p r a i s a l  systems, c o n c lu s i o n s  drawn from the  

da ta  s h o u ld  be used c a r e f u l l y .  I t  i s  r e a l i z e d  t h a t  a l a r g e r  s c a le ,  

more i n - d e p t h  a n a l y s i s  w ou ld  have t o  be per fo rmed t o  v a l i d a t e  these  

f i n d i n g s .  But,  th e  da ta  i s  s t i l l  v a l u a b l e  and can be compared t o  

l a r g e r - s c a l e  s u r v e y s  t o  see i f  i t  i n  f a c t  app ro x im a te  the  norms which 

have a l r e a d y  been found in  t h e  more comprehens ive  surveys .

Of the  s i x  l o c a l  u n i t s  o f  government  who responded t h a t  t h e y  in  

f a c t  d i d  use a fo rm a l  per fo rmance  a p p r a i s a l  system, i t  was d i s c o v e r e d  

t h a t  t h e  most common use o f  th e  gene ra ted  da ta  was f o r  d e c i s i o n s  

c o n c e rn in g  employee wages. E i g h t y - t h r e e  p e rc e n t  (83%) o f  these  

m u n i c i p a l i t i e s  used t h e i r  system f o r  these  d e c i s i o n s .  T h is  compares

f a v o r a b l y  t o  ICMA's l a r g e  s u r v e y  where i t  was d i s c o v e r e d  t h a t  76% o f

th e  respon den ts  were found t o  use per fo rm ance  a p p r a i s a l  da ta  f o r

p e rs o n n e l  d e c i s i o n s  r e g a r d in g  employee wages. However,  i t  sh o u ld  be

s t a t e d  t h a t  the  s m a l l  governments  wh ich  are  u s ing  the  da ta  f o r  wage 

d e c i s i o n s  are  most commonly do ing  so w i t h  employees no t  re p re s e n te d  by 

a un ion .  The o n l y  employee group t h a t  was f o r m a l l y  assessed by an 

a p p r a i s a l  system by a l l  responden ts  was th e  execu t ive /m anagem ent
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employees.  (Bu t ,  as was i l l u s t r a t e d  e a r l i e r ,  t h e  l a r g e r  u n i t s  o f  

gove rnm en t  d i d  n o t  assess the  c h i e f  a d m i n i s t r a t i v e  o f f i c e r  t h ro u g h  a 

f o r m a l  pe r fo rm ance  a p p r a i s a l  system.)  T h e re fo re ,  the  da ta  i n d i c a t e  

t h a t  t h e  s m a l l  l o c a l  u n i t s  wh ich are us ing  per fo rmance a p p r a i s a l  

sys tems are do ing  so t o  the  g r e a t e s t  e x t e n t  f o r  t h e i r  manager ia  1 -1  e v e l  

p e r s o n n e l .

O th e r  pe rsonne l  d e c i s i o n s  based on per fo rmance a p p r a i s a l  da ta  

t h a t  were r e p o r t e d  by the  m u n i c i p a l i t i e s  are  as f o l l o w s  (see Tab le  2 ) :

TABLE 2

PERSONNEL DECISIONS BASED ON PERFORMANCE APPRAISALS

Personnel  D e c is io n Number Pe rcen t

Di s m is s a ls 4 66%

T r a i  ni  ng 4 66%

Promot i  ons 3 50%

Demotions 2 33%

Reassignment 2 33%

Reta i  n i  ng

(Responses are  no t  m u tu a l l y  e x c l u s i v e . )

2 33%

When compared t o  the e x i s t i n g  s u rv e y s  on the  use o f  per fo rmance 

a p p r a i s a l s  by l o c a l  governments ,  i t  i s  o b v io u s  t h a t  the  da ta  found by 

a n a l y z i n g  th e  use o f  these s i x  l o c a l  u n i t s  r e f l e c t  a more d i v e r s i f i e d
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a p p l i c a t i o n  o f  t h e  system t o  pe rsonne l  d e c i s i o n s .  Again ,  as s t a t e d  in  

ICMA's s tudy ,  t h o s e  areas wh ich  have a l a r g e  u n io n i z e d  l a b o r  f o r c e  are 

more l i k e l y  t o  use pe r fo rm ance  a p p r a i s a l  d a ta  f o r  d e c i s i o n s  o t h e r  than 

wage i s s u e s  due t o  the  f a c t  t h a t  wage l e v e l s  are  so o f t e n  t i e d  t o  a 

n e g o t i a t e d  c o n t r a c t .  T h e re fo r e ,  t h e  r e s u l t s  o f  t h i s  s u r v e y  wou ld  seem 

t o  s u p p o r t  ICMA's c o n c lu s i o n .

The s u r v e y  a l s o  c o n c lu d e s  t h a t  these  s m a l l  m u n i c i p a l i t i e s  use 

t r a d i t i o n a l  systems. The common r a t i n g  s c a l e  was r e p o r te d  t o  be th e  

t y p e  used by f o u r  o f  t h e  s i x ,  o r  66%, o f  th e  responden ts  (see T a b le  3, 

be low ) .  A l s o ,  these  governments  are  no t  chang ing  t h e i r  a p p r a i s a l  

systems e i t h e r .  S i x t y - s i x  p e rc e n t  ( 66%) r e p o r te d  t h a t  t h e r e  had been 

no change o r  m o d i f i c a t i o n  t o  t h e i r  system in  th e  l a s t  two years  (see 

T a b le  4, p. 50). Aga in ,  t h i s  s u p p o r ts  th e  f i n d i n g s  o f  th e  l a r g e r ,  

more com prehens ive  s u rv e y s  wh ich  have been com p le ted  on t h i s  s u b je c t .

TABLE 3 

KINDS OF SYSTEMS USED

Number Percen t

R a t i  ng Seales 5 83%

Pai red Compari sons 1 16%

I n t e r v i ews 1 16%

(Answe rs  are  n o t  m u t u a l l y e x c lu s  i ve)
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TABLE 4

HAS THE SYSTEM BEEN MODIFIED OR CHANGED 
IN THE LAST TWO YEARS?

Number Percen t

Yes 2 33%

No 4 66%

TOTAL 6 99%



CONCLUSION

T h is  a n a l y s i s  has rev iew ed  th e  use o f  pe r fo rm ance  a p p r a i s a l  

sys tems by l o c a l  government  th ro u g h  a t w o - s te p  approach. F i r s t ,  

e x i s t i n g  s u rv e y s  d e v e lo p e d  on t h i s  t o p i c  were rev iew ed  and ana lyzed .  

Second, a s u r v e y  was a d m in i s t e r e d  t o  v e r y  s m a l l  u n i t s  o f  government  

( 1,000 -  10, 000) t o  see i f  t h e i r  use o f  a p p r a i s a l  systems approx im ated  

t h a t  found f o r  th e  l a r g e r  u n i t s  o f  government  wh ich were a na lyzed  

t h ro u g h  the  p r e - e x i s t i n g  su rveys  on a p p r a i s a l  systems.

Many s i m i l a r i t i e s  were found between th e  two d i f f e r e n t - s i z e  

c la s s e s  o f  government.  M a jo r  examples o f  t h i s  a re :

1 . The use o f  t h e  da ta  gene ra ted  f rom an a p p r a i s a l  p rocess— most 

common p e rson ne l  d e c i s i o n  based on t h i s  da ta  was r e l a t e d  t o  

employee "w a ge . "

2. The i n f l u e n c e  o f  th e  e x i s t e n c e  o f  a un ion  re g a r d in g  uses o f  

pe r fo rm ance  a p p r a i s a l  systems.

3. Use o f  t r a d i t i o n a l  a p p r a i s a l  systems t h a t  d o n ' t  i n c o r p o r a t e  new 

d e v e lo p m e n ts  such as coach ing  and s u b o r d in a t e  r e v ie w  which are 

a t te m p ts  t o  reduce th e  s u b j e c t i v i t y  o f  th e  a p p r a i s a l  process .

4. Loca l  governments  are  no t  changing o r  a l t e r i n g  t h e i r  a p p r a i s a l  

s y s te m s .

However,  a g l a r i n g  d i f f e r e n c e  was a l s o  d i s c o v e re d .  Th is  i s  the  

f a c t  t h a t  82% o f  the  l a r g e  u n i t s  o f  government  (50,000 -  250,000)

51
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r e p o r te d  u s in g  a per fo rm ance  a p p r a i s a l  system, whereas 81% o f  th e  

smal 1 u n i t s  o f  government  ( 1,000 -  10, 000), r e p o r t e d  no t  us ing  a 

pe r fo rm ance  a p p r a i s a l  system. T h i s  c o u ld  be due t o  many f a c t o r s  such 

as th o s e  s t a t e d  by the  smal 1 governments  who responded t o  the  s u rv e y  

i n  e x p l a i n i n g  t h e i r  reasons f o r  no t  u s ing  a system. Examples are,  

aga in :  System was n e v e r  d e v e lo p e d ,  l a c k  o f  resou rces ,  la c k  o f

p r o f e s s i o n a l  s t a f f ,  e tc .  But,  i t  i s  the  c o n t e n t i o n  here t h a t  th e  

m e th odo logy  used by the  l a r g e  l o c a l  u n i t s  o f  government  in  p e r fo rm in g  

t h e  a p p r a i s a l  p rocess  c o u ld  q u i t e  p o s s i b l y  n u l l i f y  any b e n e f i t s  wh ich 

may be d e r i v e d  f rom  th e  use o f  an a p p r a i s a l  system. Thus, t h i s  wou ld  

p l a c e  these  l a r g e  u n i t s  o f  l o c a l  government  in  the  same s i t u a t i o n  as 

th o s e  u n i t s  wh ich  do n o t  use any a p p r a i s a l  system a t  a l l .

F i r s t ,  i t  was shown t h a t  t h e  per fo rmance  a p p r a i s a l  da ta  were no t  

used f o r  many pe rson ne l  d e c i s i o n s .  T h is  i s  a g r e a t  r e s t r a i n t  on the 

v a l u e  o f  p e r f o r m in g  an a p p r a i s a l ,  s in c e  i t  t e l l s  us t h a t  many 

pe rs o n n e l  d e c i s i o n s  are  be ing  made w i t h o u t  the  b e n e f i t  o f  o b j e c t i v e  

c r i t e r i a .  Second, i t  was found t h a t  the  employees are  no t  i n v o l v e d  in  

t h e  a p p r a i s a l  p rocess  i t s e l f .  The v a l u e  o f  i n c l u d i n g  the  ra te e  in  the  

e v a l u a t i o n  has a l r e a d y  been d is c u s s e d  a t  l e n g t h  so aga in ,  i t  can be 

seen t h a t  o p e r a t i n g  an a p p r a i s a l  system under  these  g u i d e l i n e s  g r e a t l y  

d i m i n i s h e s  i t s  e f f e c t i v e n e s s  as a pe rson ne l  management t o o l .  And 

f i n a l l y ,  i t  was i l l u s t r a t e d  t h a t  the  gove rn m en ta l  u n i t s  who are us ing  

pe r fo rm ance  a p p r a i s a l  systems are no t  e v a l u a t i n g  them or  changing them 

t o  i n c l u d e  new te c h n iq u e s  which are des igned  to  im prove  the  accuracy  

and f a i r n e s s  o f  t h e  process  as a who le .  Again ,  i t  seems t h a t  c u r r e n t
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p r a c t i c e  i s  p r o h i b i t i n g  these  e x i s t i n g  a p p r a i s a l  systems f rom 

g e n e r a t i n g  th e  b e n e f i t s  f o r  t h e  o r g a n i z a t i o n s  t h a t  t h e y  a re  in ten ded  

t o  do.

Thus, i t  appears t h a t  l o c a l  government,  r e g a r d l e s s  o f  s i z e ,  i s  

n o t  t a k i n g  adva n ta ge  o f  t h e  b e n e f i t s  wh ich  can be de v e lo p e d  from a 

p r o g r e s s i v e ,  modern pe r fo rm ance  a p p r a i s a l  system. Many are no t  us ing  

pe r fo rm ance  a p p r a i s a l  systems, and i f  t h e y  are,  they  r e l y  on 

t r a d i t i o n a l ,  s u b j e c t i v e  methods wh ich may no t  measure employee 

pe r fo rm ance  a t  a l l .  The g r e a t e s t  re s o u rc e  any o r g a n i z a t i o n  can 

possess i s  i t s  employees. T h e re fo r e ,  i t  i s  th e  r e s p o n s i b i l i t y  o f  th e  

o r g a n i z a t i o n  t o  d e v e lo p  these  i n d i v i d u a l s  t o  t h e i r  f u l l e s t  p o t e n t i a l .  

An a p p r a i s a l  system, when used c o r r e c t l y ,  i s  an e x c e l l e n t  method o f  

do in g  t h i s .  Hence we can o n l y  hope t h a t  f u t u r e  g e n e r a t i o n s  o f  l o c a l  

gove rnmen t  w i l l  r e a l i z e  th e  v a l u e  o f  t h e i r  employees and beg in  t o  

p l a c e  a g r e a t e r  emphasis on t h e i r  p r o f e s s i o n a l  deve lop m en t  th rough  

programs such as a p r o p e r l y  managed per fo rmance  a p p ra is a l  p rocess .
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APPENDIX A

PERFORMANCE APPRAISAL QUESTIONNAIRE 
AGGREGATE SUMMARY FOR LOCAL GOVERNMENTAL UNITS 

WITH POPULATIONS OF 1 ,000 -  10 ,000

TOTAL SURVEYED: 35

TOTAL RESPONDENTS: 33

Response Rate:  94%

FULLTIME ADMINISTRATOR: YES 27 o r  81%

NO 6 o r  18%

POPULATION BREAKDOWN

In Thousands Number Percen t

1 2 4 12%

2.1 - 3 6 18%

3.1 - 4 5 15%

4.1 - 5 2 6%

5.1 - 6 8 24%

6.1 - 7 3 9%

7.1 - 8 3 9%

8.1 - 9 2 6%

9.1 - 10 0 0

TOTAL 33 99%
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EMPLOYEE GROUPS REPRESENTED BY A UNION 
(Answers Are Not M u t u a l l y  E x c l u s i v e )

Number Pe rcen t

CLERICAL 9 27%

TRADES/FIELD
|

19 57%
I

PROFESSIONAL/TECHNICAL 18 54%

EXECUTIVE/MANAGEMENT 3 9%

NO UNION REPRESENTATION 6 18%

NO RESPONSE 2 6%

DOES THE MUNICIPALITY USE A FORMAL PERFORMANCE APPRAISAL SYSTEM?

Number Percen t  

YES 6 18%

NO 27 81%

TOTAL 33 99%
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OF THOSE RESPONDING "YES" TO THE USE OF A FORMAL APPRAISAL SYSTEM:

EMPLOYEE GROUPS NOT ASSESSED BY 
APPRAISAL SYSTEM: (Answers Are

A FORMAL PERFORMANCE 
Not M u t u a l l y  E x c l u s i v e )

Number P e rcen t

CLERICAL 4 66%

TRADES/FIELD 4 66%

PROFESSIONAL/TECHNICAL 1 16%

EXECUTIVE/MANAGEMENT 0 0

NO UNION REPRESENTATION 0 0

NO RESPONSE 2 33%

KINDS OF SYSTEMS USED 
(Answers Are Not M u t u a l l y E x c lu s i  ve

Number Percen t

RATING SCALES 5 83%

PAIRED COMPARISONS 1 16%

INTERVIEWS 1 16%
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HAS
TWO

THE SYSTEM 
YEARS?

BEEN MODIFIED OR CHANGED IN THE LAST

Number Percen t

YES 2 33%

NO 4 66%

TOTAL 6 99%

FOR THOSE ANSWERING "YES" 
LISTED INCLUDED: (Answers

TO A CHANGE, THE 
Are Not M u t u a l l y

CHANGES
E x c lu s i v e )

Number Percen t

TRAINING PROGRAM 2 100%

FEEDBACK PROGRAM 1 50%

EMPLOYEE INVOLVEMENT 2 100%

MORE FREQUENT REVIEWS 1 50%
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PERSONNEL DECISIONS 
DATA: (Answers Are

BASED ON PERFORMANCE APPRAISAL 
Not M u t u a l l y  E x c l u s i v e )

Number Pe rcen t

PAY INCREASES 5 83%

PROMOTIONS 3 50%

TRAINING 4 66%

REASSIGNMENT 2 33%

DEMOTION 2 33%

DISMISSAL 4 66%

RETAINING 2 33%
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APPENDIX B

QUESTIONNAIRE SUMMARY FOR LOCAL GOVERNMENTAL UNITS 
WITH POPULATIONS OF 50,000 -  250,000 

(As Repor ted by ICMA)

LOCAL UNITS WITH PERFORMANCE APPRAISALS

P o p u la t  i  on T o ta l Yes %

50,000 -  99 ,999 128 104 81

100,000 -  250,000 135 114 84

Over 250,000 75 59 79

TOTAL 338 277 82%

CHANGES TO PERFORMANCE APPRAISAL SYSTEMS

Popu1a t i  on T o ta l Yes %

50,000 -  99 ,999 107 38 36

100,000 -  250,000 122 37 30

Over 250,000 66 20 30

TOTAL 295 95 32%
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USE OF PERFORMANCE APPRAISAL PAY INCREASES

P o p u la t i o n Yes 07
/o

50,000 -  99,999 88 79

100,000 -  250,000 95 76

Over 250 ,000 49 72

TOTAL 232 76%

EVALUATION OF THE PERFORMANCE APPRAISAL INSTRUMENT

Popu1a t i  on T o ta l Yes %

50,000 -  99 ,999 106 35 33

100,000 -  250,000 120 46 38

Over 250,000 67 23 34

TOTAL 293 104 36%
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APPENDIX C 

PERFORMANCE APPRAISAL QUESTIONNAIRE

T i t l e  o f  person c o m p le t i n g  the  q u e s t i o n n a i r e

Your l e v e l  o f  e d u c a t io n  __________________________________

1. Does y o u r  m u n i c i p a l i t y  employ a f u l l t i m e  A d m in is t ra to r /M a n a q e r?
Yes ( ) No ( )

2. What i s  t h e  p o p u la t i o n  o f  you r  m u n i c i p a l i t y ?

3. Of th e  f o l l o w i n g  f o u r  employee g roups ,  p lease  check the  ones which
are re p re s e n te d  by a un ion .

C l e r i c a l  ( ) T r a d e s / F i e l d  ( ) P r o f e s s i o n a l / T e c h n i c a l  ( )
Execu t ive /Management  ( ) No Union R e p re s e n ta t io n  ( )

4. Does y o u r  m u n i c i p a l i t y  use a fo rm a l  per fo rmance a p p ra is a l  system? 
Yes ( ) No ( ) I f  no, why not?

I f  you answered no t o  q u e s t io n  4, you have completed t h i s  survey .

5. Of the  f o l l o w i n g  f o u r  employee groups,  p lease  check the  ones t h a t
are  n o t  assessed by a fo rma l  per fo rmance a p p ra is a l  system.

C l e r i c a l  ( ) T r a d e s / F i e l d  ( ) P r o f e s s i o n a l / T e c h n i c a l  ( )
Execu t ive /Management  ( ) No Union R e p re s e n ta t io n  ( )

6 . What k in d s  o f  pe r fo rm ance  a p p r a i s a l  systems are used and f o r  what
employee groups? (Such as f o r c e d  ch o ic e ,  p a i re d  comparisons , 
r a t i n g  s c a le s ,  e t c . )
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7. Have you m o d i f i e d  o r  changed y o u r  pe r fo rm ance  a p p r a is a l  system in  
t h e  l a s t  two years?
Yes ( ) No ( ) -  go t o  q u e s t i o n  9.

8 . I f  you answered yes t o  q u e s t i o n  7, p lease  check the  cho ices  below 
t h a t  were in c lu d e d  in  the  change t o  y o u r  per formance a p p ra is a l  
system.

A. T r a i n i n g  program f o r  t h e  e v a l u a t o r s
B. V a l i d a t i o n  o f  t h e  a p p r a i s a l  system
C. P o s i t i v e  feedback  program f o r  the  employees
D. G re a te r  in v o lv e m e n t  o f  the  employee in  the  a p p ra is a l  

p rocess  such as in  j o i n t  goal  s e t t i n g  meet ings 
between employee and employer

E. Complete change t o  a new ty p e  o f  system

Old system ( t y p e )  _______________________________________

New system ( t y p e )  _______________________________________

F. P e r i o d i c  per fo rmance  r e v i e w / i n t e r v i e w  w i t h  the  
employees th ro u g h o u t  the  ye a r  ___

G. O the r  changes t o  you r  a p p r a i s a l  system not  a l re a d y  
l i s t e d  above: ( p le a s e  e x p l a i n  t h o r o u g h l y )

9. P lease check the  personne l  d e c i s i o n s  t h a t  a re  based on ( a t  l e a s t  
t o  some d e g re e ) ,  th e  r e s u l t s  o f  per formance a p p r a i s a l s .

pay in c re a s e s  ___  p rom ot ions    t r a i n i n g  ___

re a s s ig n m e n t  ___  demot ion    d i s m is s a l    r e t a i n i n g

o t h e r p lease  e x p l a i n
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10. P lease add a n y th in g  f u r t h e r  you would l i k e  conce rn ing  you r  
pe r fo rm ance  a p p r a i s a l  system.

PLEASE INCLUDE A COPY OF YOUR PERFORMANCE APPRAISAL RATING FORM(S) 
AND ALL RELATED MATERIALS SUCH AS INSTRUCTIONS ETC. WHEN YOU RETURN 
THIS QUESTIONNAIRE. THANK YOU FOR YOUR COOPERATION!
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