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CHAPTER 1

INTRODUCTION

Loca governments are faced with operating an efficient and effective
government with limited resources while ddlivering a variety of services. To
provide such services, mayors, city councils, and city managers must rely on their
employees. Thelargest single expenditurefor loca governmentsis salary and
benefits to these employees. To ensure that employees understand what is
expected of them and how they are performing, cities may use performance
appraisals.

Performance appraisa is defined as the process of identifying, measuring
and deve oping human performancein organizations. This definitionis not
limited to one-on-one situationsin which a supervisor discusses with an employee
areas deserving recognition and areas needing shiftsin behavior. Performance
appraisalsinclude any personnd decisionsthat affect an employee'sretention,
termination, promation, demotion, transfer, or changein saary. (Latham, 1994:
4).

Although performance appraisalsare used to make many personnel
decisions, managersoften see performance apprai sal sas another time-consuming

personnel paperwork requirement that has little utility in solving such *'red™"



manageria problems as meeting deadlines, containing costs, or improving
productivity (Schneler, 1988: 74). A study presentedin a1992 Journal d
Management' article consolidated surveys of hundredsof companies. The study
found that the average performance appraisal systemis over 11 yearsold and that
the typical system was designed by personnd specialistswith little or no input
from managers or employees. The study showed that supervisors and managers
typically spend about seven hours per year eval uating the performance of high
level employees and about three hours per year in the evaluation of employees at
lower levels. Many companies reported spending less than one hour per
employee per year. Most companies claimed to conduct extensive evaluator
training, however, much of it occurred only when a new performance appraisa
system was adopted. Only one-fourth of the companies claimed they held
evauatorsresponsible for how well they conducted performance appraisals
(Frierson, 1994: 121).

Design and implementation of an effective performance appraisal systemis
seen as one of the most difficult tasks faced my managers and human resource

development professionals. The frustration of those in human resource

' S The Current State of Performance Appraisal Research and Practice; Concerns,
Directions, Implications, by R. Bretz, G. Milkovich, & W. Reed, Journd of Management 16,
no. 2,330-33.
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development over performance appraisal is matched by that of the users. Roush
(1991 267) suggeststhat public sector managers are engaged in a never-ending
search for an evaluation instrument that at once minimizes bias and subjectivity,
promotesmotivation and individual productivity, and maximizesthe achievement

of effectivenessand efficiency.

Resear ch Purpose

The purpose of thisresearch isthree-fold. Thefirst purposeisto describe
ideal characteristics of an effective performance appraisal system. The second
purposeis to assess performance appraisal systemsamong small citiesin Texas
using theideal characteristics developedinthefirst section. Thefina purposeis
to make recommendationsfor improvement of small Texas city performance
appraisal systems. It ishoped that by describing a practical ideal type and
making recommendations, Texas citieswill benefit from thisresearch. Such
benefits may includefinding ease in implementing or revising performance

appraisal systems.

Chapter Summaries
Chapter 2 provideshistorical background information on performance

appraisals. The chapter then focuseson the roles of performanceappraisalsinthe
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workplace. At the conclusion of the chapter, componentsof an''ided"
performance appraisal system are discussed. The legidation and case law
affecting performance appraisals are presented in Chapter 3. In addition, the
conceptua framework for this research is developed. Chapter 4 discussesthe
methodology used in this research and the operationalization of the descriptive
categoriesdeveloped in the conceptual framework. The results of the study are
presented in Chapter 5. Finaly, Chapter 6 presentsthe overall resultsand
identifies whether the components of the performance appraisal systems studied
meet the ideal type developed in this study. Recommendationsare presented for

improvementsfor municipa performance appraisal systems.



CHAPTER 2
LITERATURE REVIEW

The purpose of this chapter is to review the literature available on
performanceappraisals. More specifically, this chapter describesthe history of
performance apprai salsand the role performance appraisals play in human
resource management. Additionally, performance appraisal methods and
componentsof the performanceappraisal system are discussed. This chapter
contributed to the overal god of thisresearch to develop a practical idedl type
performanceappraisal system. The practical ideal typeisused asa framework

for the empirical portion of this paper

History of PerformanceAppraisals

Although theinterest in and use of performance appraisalshasincreased
over the past 30 years”, the practiceof formally evaluating employees has existed
for centuriesin other countries’. Inthe United States, performanceappraisals can

be traced to 1887 with the implementation of the merit rating systemin the

? 1n 1962, a survey was conducted of variousemployerson the useof performance
gppraisals. The survey reveded that 61% of the organizations surveyed were conducting
performanceappraisals(Murphy, 1996: 4). Another survey was conducted in 1988 which
reveded that 94% of the organizationssurveyed were conducting performancegppraisals
(Latham, 1994 8).

*In 1648, theDublin (Ireland) EveningPost alegedly rated legidatorsusing araing scae

besad on persond qualities (Murphy, 1995: 3).

5



federal Civil Service(Murphy, 1995: 3).

By the early 1950°s, appraisal was an accepted practicein many
organizationsin the United States. After the passage of the 1964 Civil Rights Act
and the 1966 and 1970 Equal Employment Opportunity Commission Guidelines
for regulation of selection procedures, lega considerations exerted strong
pressure on organizationsto formalizetheir appraisal systems (Murphy, 1996: 4).

The Civil Service Reform Act of 1978 mandated that each federal agency
establish a performance appraisal system. Instead of prescribinga uniform
appraisal instrument, the act allowed individual agenciesto develop their own
appraisal proceduresand objectivestandards. The chief purpose wasto form the
pay-performance linkage necessary for implementing merit pay provisions
required by the Act (Condrey, 1994 45).

In the early 1970's David W. Ewing, executive editor of the Harvard
BusinessReview, edited a collection of articlesabout performanceappraisal that
had appeared in the magazine in the preceding 25 years. He wrote,

Performance appraisal has come along way sinceitsoriginasa

simple, principaly one-way communication between a boss and his

subordinate. Judging from the articlesin this series, the technique

still has away to go before most managerswill be satisfied withiit.

It seems safe to conclude, however, that performance appraisal is

not a passingfad. Any techniquethat can stimulate the kinds of

experiment and inquiry described in this series should be around for
many yearsto come (Grote, 1996: 15).



With the increase in the use of the formal appraisal system, performance

appraisalswill continueto play key rolesin human resources management.

Roles of Performance Appraisals

Historically, performanceappraisals have played four different rolesin
human resources management. The roles are asfollows: (1) a communication/
information tool; (2) a behavior modification tool; (3) a personnel decision

making tool; and (4) alega document.

Roleasa Communication/Information Tool

Research reflects that performance appraisalsserve as a two-way
communication tool between employersand employees. Aspart of this
communication, employers provide specific feedback on employee performance.
Therole of feedback should be viewed as a central element of the communication
processin which the sender conveysa messageto therecipient. The extent to
which feedback is accepted dependson: the credibility of the source of the
feedback; the nature of the message conveyed; and the characteristicsof the
employeewho isreceiving an appraisal (Anderson, 1993: 64).

In addition to providing feedback, performanceappraisalsprovidethe

opportunity to ensure employers and employeeshave a mutual understanding of
7



effective performance. Performance appraisals also provide the meansfor
employees to understand how their performanceis evaluated. "Research reflects
that more than haf the professional and clerical employeesworkingtoday do not
understand how their work is evaluated” (Maddux, 1993: 8).
Performanceappraisals al so foster communication that may be lacking
otherwise. Employers can use the gppraisal to counsel and motivate employees.
In addition to serving as a communication tool, performance appraisalsserve as

behavior modification tools.

Roleasa Behavior Modification T ool

During the performance appraisd interview, the supervisor or the
employee may determine that the employeeis not fulfilling job responsibilitiesor
behaving in a satisfactory manner dueto lack of knowledge or skill. In such
cases, "training that brings about a relatively permanent improvement in an
employee's behavior is critica for effective human resource devel opment”
(Latham, 1994: 5).

If a person has both the knowledgeand skill to do the job but is doingit in
an unsatisfactory manner, the problem may be one of motivation. The key
components of effective motivation strategiesinclude feedback, goa setting, team

building, and incentives.



"Performanceappraisal liesat the heart of motivation because it is through
the appraisal interview that the employee receives feedback from a manager
regardingjob performance’ (Latham, 1994: 4). In addition, goalsare set in
relation to this feedback, problemsthat surface are resolved through manager-
employee discussions, and rewards can be given contingent on satisfactory
performance. Performanceappraisalsaso serve as a personne decision making

tool.

Role as a Personnel Decison Making T ool

Performance apprai salsform a central element of an organization's human
resources system since, to ensure an integrated approach to humean resources
management, performance appraisalsinterlock with a number of other areas of
humean resources management including recruitment and selection, organization
design, compensation, career devel opment, training and development and
succession planning (Anderson, 1993: 57). Appraisalscan become part of an
organization'spersonnel information and selection policies, because by
determining Whether suitable people are obtained they validate selection and
hiring procedures. Past appraisals may be used as background informationfor
decisionsregarding the promotion, demotion or termination of employees.

Performanceappraisalsa so are able to act as a comparativeinformation basefor
9



such decisions.

Appraisalsare aso used to award merit pay or bonuses. By relating
performance and pay, employees can gain a since of equity. Employeescan seea
clear relationship between pay and performance. When employeessee this
relationship, theincreasein pay acts asa motivator. Also, by tying pay to
performance, organizationscan stay ahead of the game and attract and retainthe

best people. Performance appraisalsalso serve as lega documents.

Roleasa L egal Document

Thereisaconsensusin the literaturethat thereis aneed for a truly
effective and meaningful performance appraisal processin virtually every
employing organization”. The legal and human implications of such a processare
becoming more evident as challengesto personnel actionsare approaching near-
epidemic stages (Morrissey, 1983: 1).

An appraisal instrument can be described as a contract betweenthe
organization and an employee. Therefore, it isimportant that it be properly
developedinthat it makes explicit what is required of the employeeand the

organization (Latham, 1994: 4). Additionaly, when manageria freedom to make

* Seefor exanple Ladho, 1991, p. 281-292; Morrisey, 1983, p. 21-26; Roberts, 1995(b), p.
197, Roberts, 1996, p. 36.
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personnd decisionsisincreasingly circumscribed by legal considerations,
performance appraisal records provide the documentation needed if and when
these decisionsare chalenged in court (Latham, 1994: 6).

In addition to the roles performance appraisals play in an organization, the
componentsof the performance appraisal system are an integral part of the
overal appraisal system. The following section addresses the performance

appraisal system.

The Performance Appraisal System

Design and implementation of an effective performance appraisal systemis
one of the most difficult tasks faced by managers and human resources
development professionals. The frustration of thosein human resources
development over performance appraisal is matched by that of the users.
Managersrequired to complete the ratings often see performance appraisal as
another time-consuming, personnel-paperwork requirement, having little utility in
solving such "real" managerial problems as meeting deadlines, containing costs,
improving productivity, or deciding whomto promote. (Schneier, 1988: 74).
Roush (1 991: 267) suggeststhat public sector managersare engaged in a never-
ending search for an evaluation instrument that at once minimizes bias and

subjectivity, promotesmotivation and individua productivity, and maximizesthe
11



achievement of effectivenessand efficiency.

To design an effective system, the literature states that emphasis should be
on identifying and selecting the best evaluation method that fits both the
objectives set and the culture of the organi zati on’. Thefollowi ng section

addressesthe types of appraisal methods available.

Performance Appraisal Methods

Most performanceappraisalsfall broadly into three categories: traditional
performance appraisal (emphasison traits of theindividual); use of behavioral
criteria; and objective-setting (results oriented) performance appraisal. Thereare
various methods used to assess the performance of employees. Such methods
includetrait checklist, responsibility rating, Management by Objective (MBO),
free form, essay, graphic rating scale, forced choice, critical incident and work
standards.

Trait checklist features standardized rating forms for broad groups of
employees. For each group, qualitiesor "traits” of employee performanceare

listed. Examplesareasfollows. quantity of work, quality of work,

’ Seefor example, Anderson, 1993, p. 57; Condrey, 1994, p. 58, McMillan, 1982, p. 65:
Roberts, 1996, p. 361.
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dependability, effort, initiative, job knowledge, cooperativeness, planning,
timeliness, and attitude. The advantage of thetrait checklist method isthat itis
easy to install and administer. All employeesare ranked on the sametraits.
There are some disadvantages to thismethod. The traits are genera and do not
specificaly relateto job performance. Thereis atendency to focus on personal
characteristicsrather than job performance(McMillian, 1982: 67-68).

Responsibility rating involves the development of and use of position
descriptionsfor each podtion to include al magor responsibilitiesand, where
appropriate, standards of performance. Supervisors rate employeeson
responsibilitiesidentified on the position description. The advantage of
responsibility rating is that rating factors are specific to the job and rating scales
aethe samefor all employees. Employeessee a direct relation between superior
performanceand superior rating. The disadvantages of responsibility rating is
that it may lead to proliferation of position descriptions (to make dutiesand
performancestandards apply specifically to each employee) (McMillian, 1982:
68).

The key featuresof M anagement by Objective (MBO) isthat the
employee suggests and the supervisor agrees on the employee's performance
objectivesfor corning year. MBO focuses directly on the achievement of

business results and not on the personal characteristicsthat may contribute to the
13



results. The disadvantageof MBQ isthat each employeeisrated on different
factors and on different scales. Thiscould lead employeesto perceiveinequity in
the system. MBO isalso very time consuming because extensive goa setting is
required (McMillian, 1982: 69).

The free form rating method has little or no prescribed format. The
advantageto fiee formisthat supervisorsarefiee to rate performance directly
without being forced to rate specific aspects and attributes. The disadvantageto
fieeform isthat it istotally susceptibleto varying standards of problems
associated with rating employees because employeesare rated without either
common rating factors or rating scales. Thus, it is difficult to reach an overall
rating needed for salary administration when the free form method is used
(McMillian, 1982: 69). In addition to the four commonly used performance
appraisal methods, there are six techniquesthat can be applied to most of these
methods.

Essay appraisal isthe smplest form and is easily by most raters. Raters
are asked to write a paragraph or more covering an individua's strengths,
weaknesses, potential, and so on. The drawback is the variability in length and
content and the difficulty in combining or comparing ratings (Oberg, 1991: 48).

A graphicrating scale does not yield the depth of essay appraisal but is

more consistent and reliable. Graphic rating assesses a person on the quality and
14



quantity of work (outstanding, above average, etc.) and on a variety of other
factorsthat vary with thejob (reliability, oral and written communication) (Oberg,
1991: 48).

Forced-choice rating was developed to reduce bias and establish
objective standardsof comparison between individuals. Raters choose from
among groups of statements those which best fit the individua being rated and
thosewhich least fit him. The statementsare then weighted or scored (Oberg,
1991: 48).

Critical incident appraisal givesasupervisor actual, factua incidentsto
discusswith an employee. Supervisors keep arecord on each employee and
record actual incidentsof positive or negative behavior. Thediscussion deals
with actual behavior of the employee (Oberg, 1991: 50).

Using the work-standards approach, organizations set measured daily
work standards. These standards establish work and staffing targets aimed at
improving productivity (Oberg, 1991: 50). Thismethod ismost commonly used
In manufacturing and production organi zations.

The appraisal method is one component of the overall appraisal system.
The following section addresses the recommended components as presented in

theliterature.
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Componentsof the Performance Appraisal System

Thereis a consensus among the literature of the necessary elements of the
performance appraisa system®. Such elementsinclude rater training, setting of
objectives, performance planning, employee participation, support from top-level
management, establishment of forma written policies, and documentation of
appraisal.

According to Robertsand Pavlik (1996: 386), the lack of formd rater
training isa very common and serious error in the implementation of a
performanceappraisal syslem. Rater training provides raters with the requisite
skillsand abilitiesrequired in the appraisal process. In training Sessions, raters
receiveingtruction on how to document performance, preferable through adiary,
and to be cognizant of the existence of various biasesthat distort decision
making. Also, through training, the rater receives an understandingof (1) the
rating form and procedures; (2) proper ways to provide specific positive and
negative feedback; (3) how to develop specific goals and standards; (4) effective
meansfor cultivating employee participation; and (5) strategiesfor avoiding

rating errors (Roberts, 1995a: 23).

* See for example, Anderson, 1993, p. 57; Grote, 1996, p. 19; Hrri§ 1995, p. 155; Roberts,
1995(a), p. 18, 23; Roberts, 1996, p. 367-68, 375; Roberts/Pavlik, 1996, p. 396; Warfle, 1988;
p 116.
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In addition to rater training, the setting of objectives by organizationsis
part of the performance appraisal system. Objective setting is the setting and
agreeing on objectivesas a basisfor subsequent appraisal of performance.
Setting objectivesis seen as an appropriate way for managersto agree on
performance criteriawith each member of their staff (Anderson, 1993: 59).

Managers also need to learn how to plan the desired performance from
employees. Planning includesthe following steps:

Writing of plans

Involving employeesin al stages of planning

Considering al aspectsof ajob

Determining priorities

Setting performance standardsthat are specific, measurable, redlistic,

and challenging

e Being surethat employeesunderstand and accept the sequence of
activitiesrequired to fulfill each performance standard

e Setting goalsthat relate directly to the employee's devel opment needs

(Warfle, 1988: 116).

Asindicated in this process, Warfle recommends employeesbe involved in
all stagesof planning. Employee participation has been linked with higher levels
of performance appraisal system satisfaction, fairness, acceptance and trust.
Employee participation encompassesthe following areas. developing
performance standards; creating the rating form; appraisal interview participation;
and employee self-appraisal.

During the appraisal interview, encouragement of employeesto provide



input, present their opinions and be able to rebut rater feedback that they disagree
withisrecommended. A useful complement to this processisto requirethe
completion of a performance self-appraisal before the actual interview to better
prepare the employee and to focus attention on employee strengthsand
weaknesses (Roberts, 1996: 384).

In addition to employee participation, the support of an organization's top-
level management is needed for the performanceappraisal system to be
successful. Top level support and commitment is demonstrated by holding
managers accountablefor how well they administer their performance appraisal
responsibilitiesand by providing comprehensive performance appraisal training
(Roberts, 1996: 386).

To insure that employees and management understand the policiesand
procedures of a performance appraisal system, aforma written appraisal policy
and procedural manual needsto be developed. This policy needsto be clear and
concisewith copies being furnished to employeesfor their review and
understanding.

Documentation of the performance appraisal is another key component of
the performance appraisal system. To compile acomprehensive performance
record, thefollowing may be used:

e performance datasuch as safety records, deadline records, quality of
18



work samples, and absenteeismrecords

direct observationsof performance

recordsof commendation

disciplinary action reports

notes taken from previousdiscussionsrelated to performance

comments of other employees who have had direct contact with the

employeeon the job

e Special activities performed which are outside the usua work
requirements(Wattle, 1988: 117)

Accordingto Ddey (1992: 40), performance appraisals must be based on
an examination of the specificjob that the individua does; appropriate job
analysis techniques must be employed in thisdetermination. Furthermore, the job
analysis must focus on work behaviorsor performance standards clearly linked to
the performanceadf the job.

The components of the performance appraisal system identifiedin this
section were used to develop a**practical ided™ performance appraisal system for
thisresearch. In additionto these components, Grote (1996: 19) presented an

ideal appraisal cycle which isdiscussed in the following section.

|deal PerformanceAppraisal Cycle

Managers have struggled over performance appraisalsfor years. Dick
Grote has developed an "' lded Performance Cycle”. Thecycleisafive-phase
process which begins after the organization has establishedits strategy and

overall direction. Thefirst phase of the cycleis perfor mance planning. Inthis
19



phase, the appraiser and apprai see meet to plan the upcoming year. In their
discussions, the apprai ser and apprai see come to agreement on five mgjor aress.

1. The key accountahilitiesof the subordinate'sjob--themgjor areas within
which the subordinate is responsiblefor getting results.

2. The specific objectivesthe subordinate will achieve within each
accountability area.

3. The standardsthat will be used to evaluate how wdl the subordinate
has achieved each objective.

4. The performancefactors, competencies, or behaviorsthat will be
critical in determining how the results will be achieved.

5. The dementsof the development plan the subordinatewill complete
during the year (Grote, 1996: 19).

The second phase of the processisthe perfor mance execution stage.
Over the course of the year, the employee executesthe agreed upon plan
developed in Phase1. During thistimethe supervisor is responsible for
providing on-going feedback and coaching. The dements of the plan that become
obsolete are abandoned during the year by mutud agreement. New objectives
that respond to changing conditionsare established and included in the plan.

Phase three of the processisthe perfor manceassessment phase. The
appraiser and apprai see independently evaluatethe different elementsof the plan
to determine how they were achieved. Each will develop their assessment in

preparation for the performancereview phase.
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Thefourth phaseisthe performancereview phase. The appraiser and
appraisee meet to review their appraisals. They discussthe resultsthat were
achieved and the performance factorsthat contributed to their accomplishments.
Items for discussion include the results achieved, performance or behavioral
effectiveness, overdl performance assessment, and devel opment processes.

Thefifth and find stage isthe performancerenewal and recontracting
phase. In this phase, phasel is repeated. Additiond dataand insightsgained
during the previous appraisal process are incorporated. The componentsof the
"ided"" performance appraisa cycle presented in this section were used in this
research to assess the performance appraisal systems of municipa governments.

Due to the legd nature of performanceappraisals, Chapter 3 identifies
legidationand case law affecting performance appraisalsand the trends of such

caselaw. A brief description of the mgor statuesis provided.
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CHAPTER 3

LEGAL SETTING AND CONCEPTUAL FRAMEWORK

One of the roles of performance appraisalsis the roleas alega document.
Thisrole has expanded over the past 15 to 20 yearswith increasing attention
given to thelegd rights of employeesin the work place. A formidable body of
legidation, administrative law, and court rulings have increasingly reinforced the
rights of employeesto be treated fairly by their employers(Fleenor, 1982: 65).

Employment lawsuits entail substantial costs to employers, even when an
employer 'wins’ the case. Innocent employers may face Equal Employment
Opportunity Commission (EEOC) or other federal or state agency investigations,
lose valuable management timein preparing for and attending investigations and
trials, receive bad publicity, and expend considerablefinancial resourcesin legd
feesand costs (Frierson, 1994: 1)

This chapter focuses on the legidation and case law affecting performance
appraisals. Thelegidation and case law presented in this chapter are not dl
inclusive and represent the major laws and cases affecting performance

appraisals. The conceptual framework for this researchis also presented.
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L egidation Affecting Perfor manceAppraisals

The Civil RightsAct of 1964, Title VII prohibitsdiscrimination in any
aspect of employment if it isbased upon race, color, religion, sex, or national
origin. Title VII coversdl terms, conditions, and privilegesof employment.
Discrimination in performance appraisal againgt protected classes covered by
Title VII is prohibited.

The Age Discriminationin Employment Act of 1967 (amendedin 1978)
prohibitsemployersfrom discrimination on the basisof a person'sage. All
employees40 years and older are protected by thisact. Certain groups, for
example, airplane pilots, are exempted from the law's provisions based on the
belief that public safety might be jeopardizedif older workerswere in these
positions. If an employee wantsto work until the age of 95, it isentirely the
employee's decision provided their work accordswith quality and quantity and
other performance standards that the organizationssets for its members (Burchett,
1988: 34).

The 1978 Uniform Guidedineswereissued by the Equal Employment
Opportunity Commission, the Civil Service Commission, the Department of
L abor, and the Department of Justice as a single set of uniform guidelineson
employee selection procedures. These guidelineswere designed to eliminate

situations in which employerswere subject to two different and often
23



contradictory sets of rules. The Uniform Guidelines apply to:

tests and other selection procedureswhich are used as a basis for
employment decisions. Employment decisionsinclude but are not limited
to hiring, promotion, demotion,...referral, retention.... Other selection
decisions, such as selection for training or transfer, may also be considered
employment decisionsif they lead to any of the decisionslisted above
(BLR, 1991: 2-6).

Accordmg to the definition, a performance appraisal itself isa"selection
procedure" and as such may be examined directly by the courts.

The Civil Service Reform Act of 1978 hasthe most implicationson the
public sector regarding performance appraisalsthan any other law. This Act
appliesonly to the public sector and thereforeisincluded in thisresearch due to
itsimmediate implicationsin public administration. Among the provisonsand
recommendationsof the act are thefollowing:

o Agenciesare required to create performance appraisal procedures.

o Appraisa sysemswill encourage employee participation in establishing
performance standards based on critical elementsof the job.

e Thecritical eementsof the job must be inwriting.

o Employees must be advised of the critical job eements before the
appraisal.

o An employee's performance appraisal must be based entirely on the
individua'sactua performance of the critical lements of thejob. It
must not include any controls, such as the requirement to rate on a bell
curve, that preventsfair appraisal of performancein relaionto the
performance standards.

e Appraisas should be conducted and recorded in writing once ayear.

e Theappraisalsmust provideinformationthat can be used for making
decisionsregarding the training, rewarding, reassigning, promoting,
reducing in grade, retraining, and removing employees.

e Each agency isrequired to provide training to those who create and
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conduct appraisals.
e The effectivenessof each agency's performance appraisal system must
259%?“ odically evaluated to ensureits effectiveness(Grote, 1996: 325 -
The Americans With DisabilitiesAct of 1990 (ADA) prohibits
employers from discriminating in any aspect of employment based upon an
individual's physical or mental disability. To comply with the ADA, employers
must be able to identify the essential duties of ajob in order to determineif a
disabled person can perform them.
TheCivil RightsAct of 1991 providesthat employers are ligblefor any
reliance on prejudice in making employment decisions. Thus, a complaining
party may establishthat an employment practiceis unlawful by demonstrating

that a characteristicprotected by Title VII was a "motivating factor" in the

decision, even though other factors also motivated the decision.

Case Law Affecting PerformanceAppraisals

There have been various court casesthat relate to performance appraisals.
One of thefirst appellate courts to scrutinize performance appraisals was the Fifth
Circuitin New Orleans’. Inthiscase, appraisalsof employeesdid not relate to

performance on thejob but to trait characteristics. The court stated that where
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the " appraisd is used to make an employment decision or an adverse impact is
shown, the appraisal methods must be validated with performance’ (Soverign,
1989: 112).

One year later another court held that a company discriminated against
Spanish-Americanworkerswhen it used an invalid performance appraisal for
promotion purposes®. The court said that the company used an invalid test
according to EEOC guidelines because the test was correlated with aninvdid
performance appraisal. Therefore, the promotion procedurewasinvdid asa
result (Soverign, 1989: 112). In another case the court said that unlessthere are
written guiddinesfor raters and the raters are trained in the standardized method
of appraisal, the processisinvalid® (Soverign, 1989: 112).

These are three cases affecting performanceappraisals. Table 3.1 presents
asummary of court casesand significant rulingsrelating to performance
appraisals. Asindicatedin the table, dl levelsof courtshave heard casesand
ruled on cases involving performance appraisals. The court cases began in the
early 1970's. The courtsruled in favor of the employeesin most of the casesin

the 1970's. Beginning in 1979, the organization (employer) becamethe

" Rowe v. General Motors, 457 F.2d 348 (5 Cir. 1972).
® Britoetal. ¥. ZiaCompany, 428 F.2d 1200 (10 Cir. 1973).
® Bohrer v. Hanes Corp., 715 F.2d 2138 Cir. 1985).



prevailing party.

TABLE 3.1

SUMMARY OF COURT CASESAND SIGNIFICANT RULINGS

Case Y ear Court Prevailing Significant rulings
party
Griggsv. 1971 Supreme Employee | EEOC guidelinesfirst endorsed.
Duke Power Adverseimpact requiresdemonstration of
Company job-relatedness.
Employer intent to discriminate
irrelevant.
Marquez v. 1971 Appeals, Employee | Documentation necessary.
Omaha Circuit Misuse of legal appraisal system may
Digtrict violate Title VIIL.
Sales Office,
Ford
Division of
theFord
Motor
Company
Rowe v. 1972 Appesls, Employee | Lack of appraiser training condemned.
General 57 Circuit Subjective performance standards
Motors condemned.
Communication of performance standards
required.
Harper v. 1972 District Employee | Neutral resultsmay indicate
Mayor and discrimination.
City Council Consistent evaluation dimensions
of Baltimore required.
Brito v. Zta 1973 Appedls, Employee | Performance appraisalsare " employment
Company 10" test."
Circuit Adverseimpact requires demonstration of

validity of appraisal system.
Objective performance standards should
supplement subjective standards.

standardized administration and scoring
of appraisals required.
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Case Y ear | Court Prevailing Significant rulings
party

Wade v. 1974 District Employee | Job analysisrequired.

Missssippi Appraisal on general traits condemned.
Cooperative

Extension

Service

Albemarle 1975 Supreme Employee | Appraisasascriteriamust bejob-related.
Paper Endorsement of EEOC guiddlines
Company v. regarding criterion devel opment.
Moody

Pattersonv. 1978 | Appedls, Employee | Job analys's necessary.

American Vi 8i rcuit Objective performancestandards
Tobacco required.

Company

Zell v. 1979 District | Organization | Regular evaluationssupported.
United Job-related standards demonstrated.
States Performance standards properly

communi cated.

Ramirez v. Organization | Subjective performancestandards
Refhizy. 1980 | Adpeadit supported.
| Hofheinz 5™ iroui Past record of employer important.
Turner v. 1982 Didtrict | Organization | Documentation complete.

state

Highway

Commission

of Missouri

Carpenter v. 1983 Appeals, Employee | Updated job analyss.

Sephen F. 5% €ircuit Performance standards required to be
Audin State demonstrably job-related.
University | Appraiser training required.

Source: Shelley R. Burchett and Kenneth P. De Meuse, Performance Appraisal and the Law,
Performance Evaluation An Essential Management Tool, 1988: 36-37.

As demonstrated by the summary of court cases, the performance appraisa

system has been tried in the courts. Recommended componentsof a performance

appraisal system were presented in Chapter 2 and legd implicationswere




presented in this chapter. The componentswere used to develop ided
characterigtics of an effective performance appraisal system. The conceptual

framework is presented in the next section.

Conceptual Framework

This study uses categories to develop characteristics of an effective
performance gppraisal system. These characteristicsare used to develop a
practical ideal type performance appraisal system. "' Practical ideal typescan be
viewed as standards or points of reference’ (Shields 1997: 30). The dementsof
theidea type are not rigidly fixed. Thereis more than one useful way to envision
the"ided" (Shields1997: 30). Theidea componentsare presented as sub-
headings under the following categories. policies and procedures, manageria
support; training; setting of employee goals; setting of performance standards;
observation of performance; and appraising performance. Figure 3.8 summarizes
the conceptua framework at the end of the chapter.

Each performanceappraisal category is discussed in the remaining portion
of thischapter. Alsoincluded in each discussionisalist indicating the

components of each category.
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Policiesand Procedures

Thefirgt step in developing an effective performance appraisal systemisto
prepare written policiesand procedures. Asdiscussed previoudy in this chapter,
the court said that unlessthere are written guidelinesfor raters, the processis
invalid'®. This category presentsthe itemsto include in the written polices and
procedures(see Figure 3.1). In addition to written policies and procedures,
Roberts (1994: 233) statesthat it is essentia to have sometype of grievance or

apped proceduresto provide protection against abuse and bias.

FIGURE 3.1 POLICIESAND PROCEDURES

A. Explanation of
1. peformanceappraisal process
2. setting employee goals
3. setting performancestandards
4. ratingcriteria
5. required documentation
B. Indicationof
1. frequency of gppraisas
2. responsibleparty for administering appraisals
3. reguirement of employee self-appraisal
4. appeal procedures

1 See Bohrer v. Hanes Corp., 715 F.2d 213 (5 Cir. 1985).
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Managerial Support
According to Roberts and Paviik (1996: 386), research demonstrates that

performance appraisal systems require top-level management support to be
successful. Top level support and commitment are demonstrated by holding
managers accountablefor how well they administer their performance appraisa
responsibilities. Employee acceptance of the performanceappraisal systemis
also facilitated when the system providesfor employee growth and devel opment.

Such growth and development opportunitiesare provided by management.

Figure 3.2 presentsthe items included in manageria support.

FIGURE 3.2 MANAGERIAL SUPPORT
A. Ratershed accountablefor administration of appraisal system
B. Provisonfor:
1. additional compensation/benefits to employeeswho performat or above

standards
2. career opportunitiesfor employeeswho perform above standards

Training
Organizations are encouraged to commit to ahigh level of trainingfor

appraisersand appraiseesalike. Training supervisorsto properly evaluate



employess is an important considerationin avoiding legal problems'’. "' Rater
trainingis essential in providing raterswith the requisite skills and abilities
essential in the appraisal process’ (Roberts1995(a): 25). Theseincludea
complete understanding of the rating form and procedures, the ability to provide
positive and negative performance feedback, how to devel op specific goals and
standards, effective meansfor cultivating employee participationand strategies
for avoiding rating errors (Roberts 1995(a): 25).

Clear communiceation to al employees on how the system works and how
it reflects organizational valueswill build ' ownership™ of the system betweenthe
employee and the employer. Therefore, the employee becomes a partner with his
supervisor in the evaluation process. Figure3.3 presentstypesof training

necessary for the ideal performance appraisal system.

FIGURE 3.3 TRAINING

A. Raterstrained on:

componentsof the appraisal process
establishing specific employeegoals
establishing performancestandar ds
continuously documenting per formance
completion of the appraisal rating document

agkrwbdE

"' See Rowe v. General Motors, Harper v. Mayor and City Council of Baltimore, and
Carpenter v. StephenF. Augin State University.
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6. providing continuous per for mancefeedback

7. steps of appraisal processto includeemployeesin
B. Employeestrained on:

1. performance appraisal process

2. conducting self-appraisals

Setting of EmployeeGoals

The setting of employee goals establishesa basisfor subsequent appraisal
of performance and is away for managersto agree on performancecriteriawith
each member of their staff. Involving employeeswill build ownership. To be
effective, "' objectivesshould be: verifiable (in the sense that clear criteriaare
agreed and set); quantifiable (where possible); achievable; chalenging; and
sgnificant (Anderson, 1993: 59). Figure 3.4 presents characteristics of setting

employee goals.

FIGURE 3.4 SETTING OF EMPLOYEE GOALS

Employee goals:

tailored to the individual employees' job
set jointly by rater and employees
prioritized

documented in writing

communicated to employees

g0 E



Setting of Performance Standards

Performance standards are establish to evaluate how well employees
achieve each established goal. Communication of the performance standards
both oraly and in writing is recommended. Courts have reacted negatively to
performance eval uation systems when standards have not been communicated to
employees'-. Figure35 presentstheideal characteristicsof setting performance

standards.

FIGURE 3.5 SETTING OF PERFORMANCE STANDARDS
Performance standards:
1. usedto evaluate employee's achievement of established goas
2. setjointly by rater and employees

3. documented inwriting
4. communicated to employees

Observation of Performance

Observation of performanceis an on-going characteristicof theideal
performance appraisal system. On-going observation includes documenting
performanceduring the performance period so when it istime to meet with an

employee to review performance, specific examples from throughout the

12 See Rowe V. General Motorsand Zdl v. United States.

34



appraisal period are discussed. Failure to adequately document the justification
for certain personnel actions, favorable as well as unfavorable, has come back to
haunt many managersin both the public and private sectors.

Providing feedback to employeesis another characteristic of observation.
"The role of feedback should be viewed as a central element of the
communication processin which the sender conveysa messageto therecipient™
(Anderson 1993: 64). Feedback should be provided on an on-going basis.

Figur e 3.6 presents the characteristics of observation of performance.

FIGURE 3.6 OBSERVATION OF PERFORMANCE
Performance:
1.  documented by raters during performance period

2. on-going feedback provided by raters
3.  employees encouragedto document own performance

Appraising Performance

A performance appraisal provides a periodic opportunity for
communication between the person who assignswork and the person who
performsthe work. During the appraisal, the supervisor and employee discuss
what they expect from the other and how well those expectations are being met

(Maddux, 1993: 4)
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The role of documentation also plays an integral part in appraising
performance. Documentationis one of the most important considerationsin a
legally defensible performance appraisal system. Reasonsfor personnel
evaluations (and subsequent actions) must be properly recorded in writing if
employersareto adequately defend themselvesin the courts®. Fi gure37

presentsthe characteristicsof appraising performance.

FIGURE 3.7 APPRAISING PERFORMANCE

A. Employeecompleteswritten self-appraisal
B. Rater:
1. completeswritten appraisal of employees performance
2. providesspecific examplesto justify ratings
C. Rater and employee meet to discuss:
1. ratings
2. changesin performance, if needed
3. future goals and future performance

The prescribed components of a practical ideal performanceappraisal
system have been presented. The methodology used for assessing performance
appraisa systemsin small municipa governmentsis discussed in Chapter 4.

Figur e 3.8 summarizesthe conceptual framework.

¥ See Marquez v. Omaha District Sales Office, Ford Division of the Ford Motor Company
and Turner v. Sare Hgwvay Commission of Missourt.
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IIL

FIGURE 3.8

PERFORMANCE APPRAISAL SYSTEM COMPONENTS

POLICIESAND PROCEDURES
A. Explanation of

1.  peformanceappraisal process
2.  settingemployeegoals
3.  sdting performance standar ds
4.  rdingcriteria
5.  required documentation
B. Indication of
1. frequency of appraisas
2.  responsbleparty for administeringappraisals
3.  requirement of employee self-appraisal
4.  appeal procedures

MANAGERIAL SUPPORT
A. Ratersheld accountablefor administration of appraisal system
B. Provisonfor:

1.  additional compensation/benefits to employeeswho

perform a or above standards
2.  career opportunitiesfor employeeswho perform above
standards
TRAINING

A. Raterstrainedon:

components of theappraisal process

establishmg specific employeegoals

establishing perfor mancestandards

continuoudly documenting per formance

completion of the appraisal rating document
providing continuous per for mancefeedback

stepsof the appraisal processto includeemployeesin

Nouo,rwnE

37



8. Employeestrained on:
9.  performance appraisal process
10. conducting self-appraisals

V. SETTING OF EMPLOYEE GOALS

Employees goals:
1. taloredto theindividual employees jobs
2. setjointly by rater and employees
3. prioritized
4.  documented in writing
5. communicated to employees

V. SETTING OF PERFORMANCE STANDARDS
Performance standards:
1. used to evaluate employees achievement of established
goals
2.  setjointly by rater and employees
3. documented in writing
4.  communicated to employees

VI. OBSERVATION OF PERFORMANCE
Performance:
1. documented by ratersduring performance period
2. on-going feedback provided by raters
3.  employees encouraged to document own performance

VII. APPRAISING PERFORMANCE

A.  Employee completeswritten self-appraisal

B. Rater:
1. completeswritten appraisal of employees performance
2.  providesspecific examplesto justify ratings

C. Rater and employee meet to discuss.
1. ratings
2.  changesin performance, if needed
3.  future goalsand future performance
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CHAPTER 4

RESEARCH METHODOLOGY

This study describesided characteristicsof an effective performance
appraisal system and looksfor evidence that small Texascities performance
appraisal systemsincorporatetheidea characteristics. Triangulation was used to
gather evidence. The evidence comes from three sources. 1) surveysof smal
Texascities; 2) formd written policiesand proceduresmanuals, and 3) appraisal
rating forms. Survey research was used to assessthe current appraisal systems of
smdl Texascities and content analysis was used to anayze policiesand
procedures and the performance appraisal rating forms. This chapter discusses
these research methods and describes the methodology used to conduct this
study. In addition, the operationalization of the descriptive categories devel oped

in the conceptual framework are discussed.

Survey Research

According to Babbie (1995: 257), surveysare used for descriptive,
explanatory and exploratory purposes, and are chiefly used in studiesthat have
individual people as units of analysis. Survey research has advantagesin terms of

economy and the amount of datathat can be collected. The standardization of the
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data collected representsanother special strength of survey research.

In thisstudy, the population includes61 human resourcesdirectors from
Texas cities with populations between 20,000 and 50,000. Appendix A provides
alisting of citiessurveyed. Human resources directors have valuableinsght into
the performance appraisal system of the city they are employed with.

According to Babbie (1995: 273), survey research aso has the weakness of
being somewhat artificial and potentialy superficia. However, in thisstudy the
survey questionsare directly tied to the ideal characteristics suggested in the
literature reviewed. Thusthe problem of superficiality isreduced. Babbie further
statesthat it isdifficult to gain afull sense of socia processesin their natural
settings through the use of surveys(1995: 273). Despitethis weakness, the kinds
of information required for this research needsto come from human resources

directors. Therefore, the use of surveyswas appropriate for thisresearch.

The Survey Instrument

A sdlf-administeredsurvey was used to assess the componentsof
performance appraisal systems of smal Texascities. The survey was mailed to
61 Texas city human resources directors. The Texas Municipa League Directory
was used to obtain the namesof the human resourcesdirectors. In cases where

citiesdo not have a human resources director, the survey was mailed to the city
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manager. The surveyswere mailed on January 15, 1998 and the respondents
were asked to return them by February 3, 1998. Reminder notices were mailed
on February 4, 1998 requesting that surveys be returned as soon as possible. Sdlf

addressed |abelswere provided to ease the return of the surveys.

Survey Design and Construction

The survey consisted of 33 closed ended statements requiring a response of
"dways'", ""'sometires”, or "'never'' (See Appendix B for acopy of the survey
instrument). In addition to the closed ended questions, respondentswere asked
how frequently appraisals are conducted on an annua basis and the number of
appraisa systemsin placein the city they represent. Respondentswere also
afforded the opportunity to provide comments. The survey questions are directly

linked to the ideal components identified in the conceptual framework.

Test Instrument

The survey was submitted to ten governmenta employeesfor pretesting.
Each employee was requested to complete the form and indicate any areas that
were unclear or needed rewording. All of the people who pretested the survey
are in supervisory capacitiesand have experiencein appraising the performance

of employees.
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In addition to the survey, respondents were asked to return copies of
policies and procedures and the appraisal ratingform. This information was
requested to provide the researcher with the documentation necessary to conduct

the content analysis portion of this study.

Content Analysis

In addition to the survey, a content analysiswas conducted on policiesand
procedures and performance rating form of cities. The content analysisfurnished
additional information to assess the performance appraisal systems of small Texas
cities. Accordingto Babbie (1995: 306), content analysis allowsresearchersto
examineaclass of socid artifacts, typicaly written documents. Therefore,
content analysis was appropriate to examine the policiesand proceduresand
performancerating forms of cities.

Content analysis has strengths and weaknesses. One strength of content
analysisisthat it is economic in terms of both time and money. Another strength
Isthat it issafe. If you botch up your research, it is usualy easier to repeat a
portion of the study in content analysisthan for other research methods. Content
anaysisisaso unobtrusive. It seldom has any effect on the subject being
studied. However, content analysisislimited to recorded communications

(Babbie, 1995: 306-307).
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Operationalizationof the Conceptual Framework

Table 4.1 indicates how the conceptual framework was operationalized.
Each component indi cates the method used and the questionnaire item that relates
to the component (See Appendix B for a copy of the survey, Appendix C for the
content analysis coding sheet for the policies and procedures, and Appendix D

for the content analysis coding sheet for the employee rating performance forms).
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TABLE 4.1

OPERATIONALIZING THE CONCEPTUAL FRAMEWORK

Performance Appraisal System Components Method Used Item
#
I. POLICIES AND PROCEDURES
A. Explanation of:
1. performance appraisal process Survey Ql
Content Analysis | PP1
2. setting employee goals Content Analysis | PP2
3. setting performance standards Content Analysis | PP3
4. rating criteria Content Analysis | PP4 |
5. required documentation Content Analysis | PP5
B. Indication of: ‘
1. frequency of appraisals Content Analysis | PP6
2. responsible party for administering appraisals Content Analysis | PP7
3. requirement of employee self-appraisal Content Analysis | PP8
4. appeal procedures Content Analysis | PP9
II. MANAGERIAL SUPPORT
A. Ratersheld accountable for administration of appraisal Survey Q22
system
B. Provisionfor:
1. additional compensationlbenefitsto employees Survey Q23
who perform at or above standards
2. career opportunitiesfor employeeswho Survey Q24
perform above standards
*Q = Survey Questionnaire Number

PP = Policiesand Procedures Coding Sheet Number (See Appendix C for Coding Sheet)
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Performance Appraisal System Components Method Used Item
II. TRAINING :
A. Raterstrained on:
1. components of the appraisal process Survey Qi2
2. establishing specific employee goals Survey g:i
3. edtablishing performance standards Survey Q15
4. continuously documenting performance Survey Qlé6
5. completion of appraisal rating document Survey Q17
6. providing continuous performance feedback Survey Q18
7. stepsof the appraisal processto include employeesin Survey Q19
B. Employeestrained on:
1. performanceappraisal process Survey Q20
2. conducting self-appraisals Survey Q21
IV. SETTING OF EMPLOYEEGOALS
Employee godls:
1. tailored to theindividual employees' jobs Survey Q2&3
2. set jointly by rater and employees Survey Q4
3. prioritized Survey Qs
4. documented in writing Survey Q6
5. communicated to employees Survey Q7

"Q = Survey QuestionnaireNumber
PP = Policies and Procedures Coding Sheet Number (See Appendix C for Coding Shest)
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Performance Appraisal System Components Method Used Item
V. SETTING OF PERFORMANCE STANDARDS .
Performance standards:
1. used to evaluate employees® achievement of established Survey Q8
goals
2. set jointly by rater and employees Survey Qo
3. documented in writing Survey Q10
4. communicated to employees Survey Qi
V1. OBSERVATION OF PERFORMANCE
Performance:
1. documented by raters during performance period Survey Q25
2. on-going feedback provided by raters Survey Q26
3. employees encouraged to document own performance Survey Q27
\/V APPRAISING PERFORMANCE
A. Employee completes written self-appraisal Survey Q28
B. Rater:
I. completes written appraisal of employees performance Survey Q29
Content Analysis
2. provides specific examplesto justify ratings Survey Q30
C. Rater and employee meet to discuss:
1. ratings Survey Q31
2. changes in performance, if needed Survey Q32
3. future goals and future performance Survey Q33

" Q = Survey Questionnaire Number

PP = Policiesand Procedures Coding Sheet Number (See Appendix C for Coding Sheet)
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Upon receipt of the completed surveys, the researcher used SPSS Software
to tabulatethe results. Theresponse of ""dways" was given ascoreof 2. The
response of "' sometimes' was given a score of 1 and the response of "' never'* was
given ascore of 0. Descriptive statistics (mean, frequency and percentages) were
caculated in order to assesswhether the ideal characteristicsare a part of the
cities performance appraisal systems.

An anaysisaf the content of city policesand procedureson performance
appraisals was also conducted to assess the systemscurrently being used by

cities. Table4.1 representsthe content items analyzed.

FIGURE 4.1
CONTENT ANALYSISOF POLICIESAND PROCEDURES

Policiesand Procedures
A. Explanation of
1 performance appraisal process
2. setting employeegoals
3 setting performance standar ds
4, ratingcriteria
5 required documentation
B.  Indication of
1  frequency of appraisals
2.  responsible party for administering appraisals
3 requirement of employeeself-appraisal
4 appeal procedures

The coding procedure used " included (yes or no) to assesswhether the



ideal characteristics wereincluded in the policiesand proceduresfor performance
appraisals. A coding sheet (see Appendix C) was prepared for each city's
policiesand procedures. The answersweretransferred to SPSS Softwarein
order to obtain the frequency of each answer.

The degree to which the characteristics are addressed was al so assessed.
Degree representsthe number of wordsdedicated to each item. Thisinformation
wastransferredto SPSS Software in order to obtain an average number of words
on each of the characteristics.

In addition to the content analysis of the policiesand procedures, a content
analysiswas conducted on the employee performance rating forms used by cities
to assessthe characteristicsemployeesarerated on. Figure4.2 presentsthe
content items analyzed.

FIGURE 4.2
CONTENT ANALYSISOF EMPLOYEE
RATING PERFORMANCE FORMS
Rating Forms
Employeesrated:
on attendance
on quality of work
on achieving specific goals
in accordancewith job performancestandards
on inter personal skills
on use of equipment
on quantity of work

on activities performed outside their usua work requirements
48
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The coding procedure used " included (yes or no) to assess if employees
are rated on the characteristics presented. A coding sheet (see Appendix D) was
prepared for each city's ratingform. The answerswere transferred to SPSS
Software in order to obtain the frequency of each answer. In addition, the
method of rating each characteristic was determined.

Upon completion of coding the answers, the outcome statisticsallowed this
researcher to describe whether the performance appraisal systems currently used
by small Texas citiesmeet theidea type. The results of this study are presented

in Chapter 5.
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CHAPTER 5

RESULTS

The purpose of this study isto assess the performance appraisal systemsin
small citiesin Texas using the ideal characteristicsdeveloped in thisstudy. The
results of the survey of human resourcesdirectors and the content analyses of the
policiesand proceduresand the appraisal ratingforms are presentedin this

chapter.

Response Rates

Surveyswere mailed to dl Texascities with populations between 20,000
and 50,000. There are 61 citiesthat fal in this population range. Although
respondentswere provided a short period of time to completethe surveys, 67%
of the surveys were completed and returned. Eighty-eight (88%) percent of the
surveys returned were received from cities with the council/manager form of
government and 12% were received from cities with the mayor/council form of
government. All survey responses were completeand usable. In addition to the
survey, respondentswere asked to furnish a copy of the performance appraisa
policies and procedures and copies of al appraisa rating forms. Twenty-three

cities furnished policiesand procedures and 65 appraisal rating formswere
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received. The number of rating formsreceived exceeds the number of cities

responding to the survey because 14 cities have multiplerating forms.

Survey Resultsand Analysis

The survey was designed to assess the performance appraisal systems
using the ideal characteristicsdeveloped in thisstudy. Each survey questionis
associated with an ideal characteristic. The following describesthe results of the

data obtained from the survey.
Policiesand Procedures
As revededin Table 6.1, over three-fourths of the cities respondingto the

survey have sometype of written performance policiesand procedures.

TABLEG6.1 POLICIESAND PROCEDURESRESULTS

Elements % | % | Tota
Yes \ No
Written policdesand procedures for performance appraisals 78.0| 22.0 | 100.0

n=41

Managerial Support
Table6.2 revedsthat in over one-haf of the cities surveyed, ratersare

adways held accountablefor the administration of the performanceappraisal
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system. However, additional compensation/benefits to employeesare always

provided in one-fourth of the cities and only sometimes provided in one-half of

the cities surveyed. Almost seven out of ten cities sometimes provide career

opportunitiesfor employeeswho perform above standards. Overal, manageria

support is not aways given to the performance appraisal system.

TABLE 6.2 MANAGERIAL SUPPORT RESULTS

Elements % Yo % Total
Always| Sometimes| Never | (n=41)
Raters held accountablefor administration of appraisal |
system 58.5 22.0 19.5 100.0
Provisionfor:
1. additional compensation/benefits to employees
who perform at or above standards 24.4 46.3 29.3 | 100.0
2. career opportunitiesfor employeeswho perform
above standards 12.2 68.3 19.5 | 100.00
Training

Theresultsof the portion of the survey on training arerevealedin Table

6.3. Citiesdo not consistently providetraining. Only 36 percent of the cities

surveyed always provide training to employees. Of the citiesthat aways or

sometimes providetraining, approximately one-haf alwaystrain raters on the

componentsof the performance appraisal process, how to continuously document

performance, and how to complete the rating document. The most darming
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statisticis that less than one in ten cities aways train employees on conducting

self-appraisals.
TABLE 6.3 TRAINING RESULTS
Elements Yo Yo % Total
Always | Sometimes | Never | (n=41)
Training provided to employeeson appraisal system 36.6 36.6 26.8 | 100.0
Raterstrained on:
1. components of theappraisal process 53.7 17.1 293 100.0
2. establishing specificemployee goals 26.8 39.0 342 | 100.0
3. establishing performancestandards 34.2 26.8 39.0 | 100.0
4. continuously documenting performance 51.2 22.0 268 | 100.0
5. completion of the appraisal rating document 56.1 17.1 26.8 | 100.0
6. providing continuous per formancefeedback 41.5 31.7 | 268 | 1000
7. stepsof the appraisal processto include
employeesin 46.3 22.0 31.7 | 100.0
Employeestrained on:
1. performanceappraisal process 26.8 26.8 464 | 100.0
2. conducting self-appraisals 73 | 220 70.7 | 100.0

Setting of EmployeeGoals

Table6.4 reveasthe results of the survey on setting employeegoals. Six
out of ten cities sometimes or never set employee goals. In one-hdf of thecities
that set goas, the goas are tailored to the individua employees job and the goals
are communicated to the employees. Overal the cities do not consistently set,

prioritize, or communicate goals to employees.
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TABLE6.4 SETTING OF EMPLOYEE GOALSRESULTS

Elements Yo Yo Yo Total

Always | Sometimes | Never | (n=41)

Goalsare set for employeesto accomplish 36.5 415 22.0 | 100.0
Employeegoals:

1. tailored tothe individual employees jobs 53.6 22.0 244 | 100.0

2. setjointly by rater and employees 29.3 41.4 29.3 | 100.0

3. prioritized 29.3 43.9 26.8 | 100.0

4. documented in writing 48.7 29.3 22.0 | 100.0

5. communicated to employees 53.6 24.4 22.0 | 100.0

Setting of Perfor mance Standards

The results of the portion of the survey on setting of performance standards
are presented in Table 6.5. Approximately seven out of ten cities always or
sometimesset performance standards. Of these cities, five out of ten document

the standardsin writing and communicate the standards to the employees.

TABLE 6.5 SETTING OF PERFORMANCE STANDARDSRESULTS i
% Yo % Total ?
Elements Always | Sometimes | Never | (n=41)
Performance standards: .
1. usedto evaluateemployees achievement of
established goals 29.3 43.9 26.8 100.0
2. setjointly by rater and employee 17.1 43.9 39.0 | 100.0
3. documented in writing 512 220 26.8 | 100.0 :
4 communicated to employees 56.1 17.1 26.8 | 100.0 |
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Observation of Performance

Table6.6 presents the results of survey questions on observation of
performance. Less than one-fifth of the raters always document employee
performance during the performance period and less than one-fifth always
provide on-going feedback to employees. Employees are always encouraged to
document their performance in less than one-fifth of the cities. The mgjority of
the cities stated that the raters sometimes document performanceduring the
performance period and provide on-going feedback to employees. Four out of ten
citiesreported that they never encourage employees to document their own

performanceduring the performance period.

TABLE 6.6 OBSERVATION OF PERFORMANCE RESULTS

Elements Yo Yo % Total
Always | Sometimes | Never | (n=41)
Performance
1. documented by ratersduring performance 195 68.3 12.2 100.0
period
2. on-going feedback provided by raters 14.6 73.2 12.2 100.0
3. employeesencouraged to document own
performance 14.6 43.9 415 100.0
Appraising Performance

The results of the portion of the survey on appraising the performance of

employeesispresented in Table6.7. Ineight out of ten cities, the rater and
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employee meet to discussthe ratings. In over sixty percent of the cities, the
raters aways complete written appraisals of employees performance, aways
discuss changes needed in performance, and always discuss future goals with

employees.

TABLE 6.7 APPRAISING PERFORMANCE RESULTS

Elements Yo Yo % Total

Always | Sometimes | Never | (n=41)

Employee completes written self-appraisal 7.3 36.6 ‘ 56.1 | 100.0

Rater:
1. completeswritten appraisal of employees 68.2 22.0 9.8 100.0
performance

2. providesspecific examplesto justify ratings 34.1 53.7 12.2 | 100.0
Rater and employee meet to discuss.

1. ratings 80.5 12.2 7.3 100.0

2. changesin performance, if needed 65.9 26.8 7.3 100.0

3. future goalsand future performance 56.1 36.6 7.3 100.0

Content Analysis Resultsof Policiesand Procedures

The content analysiswas designed to assess the policiesand procedures

Ty

using theideal characteristicsdeveloped inthisstudy. Theresults of the content
analysisare presented in Table 6.8. Eight out of ten policiesand procedures
reviewed included an explanation of the performance appraisal process. An
average of 183 words were dedicated to thisexplanation. Over sixty percent of

the policies and procedures discussed the required documentation, the frequency
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of appraisals, and the responsible party for administering the appraisals.

However, of thesethree eements, the most words (57) on averagewere

dedi cated to the explanation of the required documentation. An aarming statistic

was revealed regarding appeal procedures. Lessthan one-fifth of the cities

policiesand proceduresreveaed any type of appea procedures. There were only

an average of ten words dedicated to an appeal procedure. Overdl, the policies

and proceduresreviewed did not consistently include al of the elementsof a

practical ided type.

TABLE 6.8 POLICIESAND PROCEDURESRESULTS

Elements % % | Total | Average
Yes | No | (n=23) | #Words

Explanationof :
1. performanceappraisal process 82.6 | 17.4 | 100.0 183
2. settingemployee goals 13.0 | 87.0 | 100.0 20
3. setting performancestandards 13.0 | 87.0 | 100.0 40
4. ratingcriteria 348 | 65.2 | 100.0 119
5. required documentation 65.2 | 348 | 100.0 57
Indication of
1. frequency of appraisals 69.6 | 30.4 | 100.0 40
2. responsible party for administering appraisals 783 | 217 | 100.0 21
3. requirement of employee self-appraisal 21.7 | 783 | 100.0 11
4. appeal procedures 174 | 82.6 | 100.0 10

Content Analysis Resultsof Appraisal Rating Form

This content analysis was designed to assess the rating factorsincluded in
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the appraisal ratingforms. The resultsare presentedin Table6.9. Sixty-five
ratingformswere received. Different numbers of rating forms are used by cities.
The number of rating forms ranged from one to eight forms. Five of the eight
elementsare included in over 50% of the rating formsreviewed. In 94% of the
ratingforms, employees are rated on interpersona skills. However, only 14% of
the rating formsinclude rating employeeson activities performed which are

outside the usual work requirements.

TABLE 6.9 RATING FACTORSRESULTS

Elements %Yes | % No | Total
(n=65)
Employee rated:
1. onattendance 73.8 26.2 | 100.0
2. onquality of work 58.5 415 | 100.0
3. on achieving specific goals 30.8 69.2 | 100.0
4. inaccordancewith job performance standar ds 53.8 46.2 | 100.0
5. oninterpersonal skills 93.8 6.2 100.0
6. on useof equipment 55.4 446 | 100.0
7. onquantity of work 47.7 523 | 100.0
8. onactivities performed outsidetheir usua
work requirements 13.8 86.2 | 100.0

In addition to assessing the elements presented for the performance
appraisal form, Table 6.10 presentsa summary of the characteristicsthat were
included in a minimum of ten of the rating forms reviewed. The tableindicatesthe
number of times each characteristic was included. The characteristicsthat

appeared in at least one-half (33) of the ratingformsare asfollows:
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attendance/punctuality; oral communications, customer service/public relations,
interpersona skills/personal relations; job related skillsand abilities; observes

rules/regulations; safety minded; and use and care of equipment/property.

TABLE6.10
RATING CHARACTERISTICS
Characteristic #Times
Included
Ability to:
Accept Responsibility/Adapt to New Assignments 23
Delegate 10
Follow Instructions/Listens 31
Make Sound Decisionsand Judgments 30
Plan and Organize 25
Solve Job Related Problems 19
Train and Develop Subordinates 16
Achievement of Goals 11
Adaptability/Flexibility 15
Amount of Supervision Required 15
Appearance/Work Habits 26
Attendance/Punctuality 37
Communications.
Ora 42
Written 24
Compliance with Performance Evaluation System 14
Customer Service/Public Relations 43
Dependability/Reliability 33
Effectiveness:

Utilizing Personnel and Materials 13
Under Pressure/Stress 16
Initiative/Self Motivation 25
Intemersonal Skills/Personal Relations 48
Job Related Skillsand Abilities 49
K eeping Others Informed 10
Leadership/Motivating Others 10
_ObservesRules/Regulations 40
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Characteristic # Times

Included
Quality of Work 34
Quantity of Work 22
Safety Minded 37
Team Oriented 24
Time Management 15
Timey Completion of Work 21
Use and Care of Equipment/Property ] 34
n=065

Methods of Rating

In additionto ngthe characteristicsemployeesare rated on, the

methods of rating used by citieswere also assessed. Table6.1 1 indicatesthat

amogt 9 out of 10 cities usethe graphic rating scale with forced-choicerating as

the second most commonly used method.

TABLE 6.11 METHODSOF RATING RESULTS

Typeof Rating Used % of Cities
Usng: Rating
Graphic Rating Scale 86. 15
Forced-Choice 9.23
Pass/Fail 3.08
Essay 1
Tota (n=65) 100. 0%
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Number of Appraisals per Year

In addition to assessing the rating forms, the number of times per year
employeesperformanceis appraised was also assessed. Seventy-three percent
of the cities surveyed indicated that employees performanceis appraised one
time per year. Twenty percent appraise performance two times per year while

seven percent do not conduct performance appraisals.

Number of Performance Appraisal Systems

The number of performance appraisal systemsin Texas cities ranges from
0 to 8 systems. Seven percent of the cities did not have a performanceappraisal
system while fifty-nine percent conducted only one system. The mgority of the
remaining cities conducted two or three different systems.

Thischapter presented the resultsof each of the methodologiesused to
assess the performance appraisal systemsof Texascities. Chapter 6 presentsthe
overdl results and identifies whether the components of the performance

appraisal systemsstudied meet the ideal type developedin this study.
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CHAPTERG
CONCLUSION

The purpose of this study was to describeided characteristicsof an
effective performance appraisal system. Thisstudy also assessed performance
gppraisal systemsof amdl Texas citiesusing the ideal characteristicsdescribed in
thisstudy. Findly, the study sought to make recommendationsfor the
improvement of smal Texascities performance appraisal systems.

A review of theliterature on performance appraisal systems was conducted
to collect background information and to develop theideal characteristicsof an
effective performance appraisal system. This chapter will present the overall
results of thisstudy and will identify whether the componentsof the performance
gppraisal system met the ideal characteristicsdeveloped in this study.
Recommendations are made for the improvement of municipal performance

gppraisal systems.

Overall Conclusonsand Results

Theoveral results and recommendationsare presented in Table61l As
revealed in thetable, the performance appraisal systems of small Texascities
elther somewhat meet, not consistently meet, or it is unknown whether they meet

theided characteristicsof the performance appraisa system developedin the
62



conceptual framework. **Somewhat" indicatesthat the cities meet of the

characteristicsunder the category heading but do not meet other characteristics.

"Not consstently"* indicates that cities are not consistent in the application of the

characteristics. By sometimesand not always applying the characteristics, cities

may be placed a potentiad liability sSituation. The characteristicsshould be applied

evenly to dl employees. In categorieswhere' unknown' isindicated, the data

did not reveal whether or not the ideal characteristicsare met.

TABLE 6.1 OVERALL CONCLUSIONSAND RECOMMENATIONS

Characteristic M eets Recommendations
| deal
Type
Policiesand Procedures Somewhat | More comprehensive polices and
procedures should be devel oped and
utilized. There needsto be more
explanation of setting employee
goals, setting performance standards,
rating criteria, and appeal procedures
(See Appendix E for a sample of one
of the more comprehensivecity
policies).
Managerid Support Somewhat | More emphasisshould be placed on

the importance of the appraisal
system by holdingraters accountable
and by providingadditiona
compensation/benefits and career
opportunities for employeeswho
perform above standards.
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Characteristic

Meets
Ideal

Type

Recommendations

Tran ng

Not
Consistently

Training should be provided to raters
to insure proper implementation and
understanding of the appraisal
system. Employees should be
included in the training to insure they
are knowledgeabl e of the process.
Employeesshould also be trained on
conducting self-appraisals.

' Setting of Employee Goals

Somewhat

Goals should be set for employeesto
accomplishin order for employeesto
know what is expected of them.
Aresas of focus should be on jointly
setting of goals by rater and
employeeand prioritizing goals.

Setting of Performance
Standards

Not
Consistently

Performance standards should be set
in order to evaluate how well
employees meet their established
goals. Citiesshould focuson setting
standardsjointly be rater and
employee.

Observation of
Performance

Unknown

Raters should be trained to observe
and document performance on an
on-going basis. Raters should also
provide on-going feedback to
employees. Employeesshould be
encouraged to document their own
performance.




Characteristic M eets Recommendations
| deal

Type

Appraising Performance Somewhat | Raters should aways document
performance and provide specific

| examples of performanceto
employees. Raters should discuss
changesin performance and future
goalswith employees. Employees
should be encouraged to completea
written self-appraisal of their
performance.

Conclusion

Although this study addressed small Texascities, the practical ided
performanceappraisal system developed can be applied universaly to al entities
performing appraisalsof employees. It is hoped that Texas cities and other
organizationswill use thistechnique developed to review their existing
performanceappraisal system and make revisions as necessary. If citiesor other
governmental agenciesdo not have a performance appraisal system, the practica
ideal type developed in this study can be used as a** starting point™* for the

development of a system.



APPENDIX A

TEXASCITIES BETWEEN 20,000 AND 50,000 POPULATION

ID# NAME 1996
ESTIMATED
POPULATION*
1 Alice 20,599
2 Allen 31,177
3 Alvin 20,579
4 Angleton 20,200
5 Bedford 47,810
6 Benbrook 21,139
7 Big Spring 23,248
8 Cedar Hill 25,555
9 Cleburne 23,904
10 Conroe 33,748
11 Coppell 26,545
12 Copperas Cove 30,311
13 Corsicana 73 320
14 Deer Park 30,220
15 Dd Rio 34,495
16 Denison 22,136
17 DeSoto 34,993
18 Duncanville 36,008
19 Eagle Pass 27,554
20 Edinburg 37,742
21 Euless 38,149
22 Farmers Branch 25,382
23 Flower Mound 36,340
24 Friendswood 28,218
25 Georgetown 22,393
26 Grapevine 37,500
27 Greenville 23,882
28 Haltom City 35,541
29 Huntsville 29,060
30 Hurst 36,506
31 Keller 20,231

* According to U.S. Bureau of the Census




ID# NAME 1996
ESTIMATED
POPULATION*

32 Kingsville 25,375
33 La Porte 31,949
34 Lake Jackson 25,774
35 Lancaster 23,352
36 League City 40,631
37 Lufkin 33,089
38 Mansfield 20,804
39 Marshall 24,147
40 McKinney 32,462
41 Mission 37,777
42 Nacogdoches 31,188
43 New Braunfels 33,906
44 Paris 25,101
45 Pearland 26,854
46 Pharr 40,425
47 Plainview 22,656
48 Rosenberg 26,442
49 Rowlett 35,746
50 San Benito 23,047
51 San Marcos 34,994
52 Seguin 20,863
53 Sherman 33,155
54 Socorro 25,409
55 Texarkana 32.462
56 Texas City 42,368
57 The Colony 25,453
58 University Park 22,568
59 Watauga 22,639
60 Waxahachie 20.324
. 61 | Wedaco 26,975

* Acoordingto U S. Bureau of the Census
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APPENDIX B
Employee Perfor mance Appraisal Survey

This survey is being conducted to obtain information on employee performance
appraisal systems in Texas cities with populations ranging from 20,000 to 50,000.

If your city conducts performance appraisals of employees, please completethe
survey and return it in the enclosed envelope.

If your city does not conduct performance appraisals of employees, please indicate
at the bottom of the survey, sign and return the survey.

INSTRUCTIONS
Beside each of the questions presented below, please answer with one of the

following responses:
(A) Always, (S) Sometimes, (N) Never

Al S N

1. Do you have written polices and proceduresfor

performance appraisals? 1 [ | []
2. Aregoals set for enployeesto accomplish? [ ] (1 I1

(If theanswer to Question 2 was" Always' or

" Sometimes” , proceed to Question 3. |f theanswer was

"Never", proceed to question 8.)
3. Aregoastailored totheindividual employees jobs? [ ] [ ] [ 1]
4. Aregoalsset jointly by the rater and employee? {1 [ 1] [ ]
5. Aregoals prioritized by the rater? [ ] [ 1 1]
6. Arethe goasdocumented in writing? [ ] [ ] [ ]

7. Arethe goals communicated to employees? [ 1] [ ] [ ]



10.

11.

12.

13.

14.

15.

16.

17.

18.

Are performance standards set that are used to evaluate
how well an employee has achieved each established goal ?

(If theanswer to Question 8 was" Always" or
" Sometimes” , proceed to Question 9. If theanswer was
" Never" , proceed to question 12.)

Are performance standards set jointly by the rater and
employee?

Are performance standards documented in writing?

Are performance standards communicated to employees?

Istraining provided to employees on the performance
appraisal system?

(If theanswer to Question 12 was" Always' or
" Sometimes" , proceed to Question 13. If theanswer
was" Never", proceed to Question 21.)

Are raterstrained on the componentsof the performance
appraisal process?

Are raterstrained on how to establish specific employee
goals?

Are raterstrained on how to establish performance
standards?

Are raterstrained on how to continuously document
performance?

Areraterstrained on how to completethe performance
appraisal rating document?

Areraterstrained to continuously provide performance
feedback?
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19.

20.

21.

22.

23.

24.

25.

26.

27.

28.

29.

30.

31.

Are raters trained on the steps of the performanceappraisal
process that employees should be included,in?

Are employeestrained on the performance appraisal
system?

Are employeestrained on conducting performance
appraisalson themselves?

Areraters held accountablefor administration of the
performance appraisal system?

Is additional compensation or additiona benefits provided
to employeeswho perform at or above standards?

Are career advancement opportunities provided for
employeeswho perform above standards?

Do raters document employee performance on an on-going
basis during the appraisal period?

Do raters provide on-going performancefeedback to
employees during the appraisal period?

Are employees encouraged to document their own
performanceduring the appraisal period?

Do employees complete a written appraisa of their
performance?

Do the raters complete a written appraisal of employees
performance?

Do the raters provide specific examplesto justify the
employees ratings?

Do the rater and employee meet to discussthe ratings
assigned to the employee?
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Al S N
32. Do therater and employee discuss changesin performance,
if changes are needed? [ ] [ ] | ]

33. Do therater and employee discuss futuregoals and future
performance? [1 [1 [l

Please answer the following questions:

Doesyour city administer more than one performance appraisal system (i.e. one
system for police officersand one system for clerical employees)?

If yes, how many systems are administered?

How many timesare employees performance appraised during a one-year period?

Provide any additional commentsyou may have regarding the performance
appraisal system used by your city.

Please provide the following information:

Name of City:

Form of Government: Council/City Manager Mayor/Council

Y our Name (optional):

Your Position Title:

Pleasereturn thesurvey by February 3, 1998 along with a copy of your
polices/procedures relating to performanceappraisalsand a copy of your
current appraisal form.



APPENDIX C

CODING PROCEDURE FOR CONTENT ANALYSIS
OF POLICIES AND PROCEDURES

Policies and Procedures Included Degree

Explanation of performance appraisal system

Explanation of setting employee goals

Explanation of setting performance standards

Explanation of rating criteria |

Explanation on required documentation of performance

Frequency of appraisals

Responsible party for administering appraisals

Requirement of employee self-appraisal

Al Bl il el Fagd bead fd o

Appeal procedures
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APPENDIX D

CODING PROCEDURES FOR CONTENT ANALYSISOF
EMPLOYEE RATING PERFORMANCE FORMS

Rating forms Included | Method of
Rating

1. Rated on attendance

2. Rated on quality of work

3. Rated on achieving specific goals

4. Rated in accordance with job performance

standards

Rated on interpersonal skills

Rated on use of equipment

Rated on quantity of work

el bl BoAl g

Rated on activities performed which are outside
the usual work requirements
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APPENDIX E
SAMPLE PERFORMANCE APPRAISAL PROCEDURE

A Supervisor's Guide

Perfor mance Planning and Review
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I ntroduction

Improvement and Performance Planning and Review is an ongoing activity designed to
Development of  accomplish the following principle objectives:

Employee e Toprovide avaid basisfor personnel decisions such as compensation,
Performance promotion, training, retention, and performance related disciplinary
action.

o To increase employee productivity, improving the Town's
effectiveness, and achieving better human resource utilization.

« To coach and counsel the employeein his/her job performance,
focusing on how well hefsheis doing his/her job and what can be done
to improvethat performance.

e To link pay to performancethrough the application of salary
administration guidelineswhich recognize different degrees of
performance with differing salary rewards based upon merit.

« Improve communicationsand understanding between employees and
their supervisors regarding organizational and individual goalsand ad
the employeein relating individual performance goals to unit
objectives.

Most employees want to know where they stand and where improvement is
needed m their performance. Accurate performance feedback is the critical
lirk between where they are now and where they might go in the
organization. Thisdevelopment is only possiblewhen an employee knows
the areas of performance needing attention — whether it be maximizing
strengths or bringing weaknesses up to acceptable levels.

The Performance Planning and Review process is the one management tool

which fillsthe employees need to obtain accurate and specific feedback.

And it will come from the most credibleand knowledgeablesource - you,

the supervisor. Through the process you wuill:

e Communicateto the employee what work needsto bedone,

o Evauate how well the employee is performing,

e Communicate with the employee about performanceagainst standards,
and

o Work with the employee in devel oping goals and action plansfor
improving performance.

Feedback of this nature will serve two functions: it can motivatethe
employee to focus on relevant and important areas of performance
improvement, and it assures that the efforts of the employee are directed
toward those goals or activities most important to performancein that job,
position or assignment.

Supervisor's Guide to Performance Planning and Rcvicw



Why isthere The effectivenessof the PerformancePlanning and Review Process has

Resistance?

Goals for the
Guide

important implicationsfor the wdl-being of the Town of Flower Mound,
the supervisor's ahility to get the job done, and the improvement of the
employeesperformance. In spite of thistruth, some supervisorsassign a
lower priority tothi s obligationt han to other supervisory functions,
causing them to fall far short of therr potential to utilize and optimize the
talents of their employees.

The most common reason for thisresistanceisthat the supervisor feds

uncomfortable performing the variousroles required to make the

Performance Planning and Review Processwork. These rolesinclude

evaluator, rewarder, coach, counselor, developer and supporter. Other

reasonsinclude:

« Discomfort with giving corrective feedback to poor performers,

e Not wanting to admit they have poor performersin their group,

o A fedingthat such feedback isirrelevant for experienced, high-
performing employees, and

e Traditionally, not being hdd accountablefor the accuracy and quality
of their feedback to subordinates.

The goal of this guideis to help you set high personal standards for the

Performance Planning and Review aspects of your supervisory

responsibilities. It iswrittento help you become more effectiveand

comfortablewith the process by giving you:

e Anoverview of the variouscomponentsof the entire Performance
Panning and Review Process, and

e "How to" information and proceduresyou need to prepare and conduct
the formal Performance Review discussion.

Supervisor’s Guide to Performance Planning and Review



Process Overview

-y

Performance
Planning and
Review Process
Overview

The Performance Planning and Review Processis actually a year-round
process, but for explanation purposes it is discussed in this section as a set

of "steps”

Thisflow chart outlinesthese steps.

1. Performancc Planniag
e Discuss goals and objectives, Performance
Factors, and standards.
e Mutually set Special Objectives

2. Daily Coaching and Performance Feedback
e Corrective feedback to help the employee
meet the goals and expectations.
e  Supportive feedback to ensure appropriate
performance continues.
e Document on Performance Log

3 Mid-Ycar Informal Revicw
o  Discuss employees performance compared
to performance factors and standards set.
e Change or medify Performancc Factors,
standards and Special Objectives as needed.

4. Prc-Review Conference
e Allow employee to discussany
accomplishments of which you may not ke
aware.

5 Formal Performancc Review
e  Complete the Performancc Review Form
based on merit factors only.
e  Discuss with the employee.
e Mutually plan for the upcoming review
period.

Supervisor's Guide to Performance Planning and Review 3



Step 1:

Performance
Planning

The beginning of the Performance Planning and Review Processis
Planning. It isthisinitia step which setsmto motion the potential for
success for both the supervisor and the employee. Planning starts with the
supervisor reviewingthe job description of the employeg, itsrelevance to
thework that needs to be done and its reflection of what the employee is
actually doing. It isimperative that the Performance Factors used and the
Specia Objectives chosen reflect accurately what the employee is actually
required to do on the jab.

The mutual planning process continueswith adiscussion of the Job
Performance Factors which are relevant to the employee's successful
performance of his/her job. Each Factor must be explained so that there is
no doubt in the employee's mind what he/she isrequired to accomplish and
what criteria by which he/she will be rated during the upcoming rating
period.

Mutually, the supervisor and employee should then determinethe Specia
Objectives applicableto the employee's work. Consideration should be
givento the work that must be accomplished, the mission of your part of
the organization, and the professional and personal goals of the employee.

The Special Objectives should have the following characteristics:

e They should be Specific - stating in no uncertain terms what is
to be done or accomplished by the employee.

e They should be Measurable - There should beaway to
determine when and how well the Specia Objectivesare met.

e They should by Achievable - They must be within the
authority, power and capability of the employeeto accomplish.

e They should be Relevant - The Specia Objectivesshould
require the employeeto achieve or accomplish something that
pertains to the job or to his/her professional development.

e They should be Time Limited - The Specia Objectiveshould
have a completion date, normally within therating period. If
the Special Objectiveis long term, milestonesshould be
determined to allow afedling of accomplishment on the part of
the employee and to give the supervisor acriteriafor rating the
effort already expended during the rating period.

Performance standards reflect the level of performance that an employee

must reach to get a particular task done successfully. Communicating

standardsisimportant for two reasons:

e The employee needs to know what standards of performance he/she
will be judged against, and

e As skills, knowledge and experience change, you may wish to change
the standard to assure better quality of work.

Supervisor's Guide to Performance Planning and Review



Step 2:

Dally
Coaching
and
Performance
Feedback

Step 3.
Mid-Y ear
Infom al
Review

Step 4:
Pre-Review
Conference

Once the planning processis accomplished, you need to observe the
employee's performance on aregular basisand provide feedback to the
employee about accomplishmentsand areas that need improvement. This
wiill allow you to:

» Recognizethe good work performed by the employee,

Correct unacceptableperformance before it becomesa serious problem,
and
» Keep the employeeonthe track that leads to goa accomplishment.

Document both performance that exceedsthe norm aswell that which fails
to meet the norm. Thiswll not only provide motivation and improve
productivity, but it will ensure that there will be no *'surprises” when it is
time to conduct the formal PerformanceReview.

Halfway through the rating period, the supervisor should meet with the
employee and discuss how he/she is doing relative to the Job Performance
Factors and Special Objectives. If the employeeis not meeting
expectations, the supervisor and employee need to work together to
develop a performance improvement plan to correct the problem

Thisis also a good timeto review the job description and make sure it ill
reflectswhat the employeeisactually requiredto do. If necessary, change
the Performance Factors and Special Objectivesthat are no longer relevant.

Thisis also thetimeto ensure the required training has been provided to
the employee so that he/she has a realistic opportunity to meet the Factors
and Objectiveshe/she is being rated on.

Part of the supervisor's preparation for completing the Performance
Review Form (Performance Management Tool) isthe Pre-Review
Conference. Thisisashort sessionwhich alows the employeeto bring to
your attention any accomplishments and achievements of which you may
not be aware.

Schedulethe Pre-Review Conferenceat least aweek prior to its happening
so that the employee has some time to think about his/her input. Let the
employee know that you will not be discussing the Performance Factors
and Special Objectivesof the PerformancePlan at this meeting, but you
would like to haveinput from him/her on those accomplishmentswhich
you may not be aware of and that the employee wishesto bring to your
attention prior to your completing the Review Form.

Supervisor's Guide to Performance Planuieg and Review



Step 5:
Formal
Performance
Review

The formal Performance Review will be conducted at |east once per year
on each employee. For anew hire, a sixth month review will be
accomplished. For anewly promoted employee, a sixth month appraisal
will also be completed. These sixth month reviewswill be in lieu of the
Mid-Y ear Informal Review.

The Performance Review consists of the supervisor scheduling a review
meeting with the employeeat least thirty (30) days prior to the end of the
rating period for each employee, and to be completed no later than fifteen
(15) daysprior to the end of the rating period.

Using personal observation, input from a crew chief if appropriate,
employeeinput from the Pre-Review Conference, and the Employees
Performance Log, completethe Performance Review Form. Each Job
Performance Factor and Special Objective must be rated if it isrelevant to
the employee's job. Using the performancedocumentation, make
comments about the performanceof the employeerelative to the individual
factor or objective. Commentsshould be specific and relate to how well
the job was performed or the objectivereached relative to the standards
and expectations set during the planning session as modified during the
year. Comments are mandatory when arating of Unacceptable(!), Below
Expectations(2), or Clearly Outstanding (5) are awvarded. Commentsare
appropriate for any rating given, however. The commentsneed not be
lengthy and in some cases a key word or phrase may suffice. Inany case
the comments must specifically expresswhat the employee did that was
above or below expectations.

Total the ratingsfor Section |, Job PerformanceFactors, dividethe total by
the number of itemsrated and transfer this average rating to the Overall
Performance Rating page, the last page on the form. Repeat this process
with Section II, Special Objectives and transfer that average score to the
Overdl Performance Rating page, Follow theinstructionsin the overall
rating box to assign the appropriate rating.

The supervisor should then have his/her manager review the form and
make any commentsin the appropriate section on the Overall Performance
Rating page.

Meet with the employeeto discussthe Performance Review Form. Every
item on the form should be discussed so that thereis a clear understanding
on the employee's part that he/she has been evaluated fairly. During this
discussion, actual performanceshould be discussed as it compared to the
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established factors, objectivesand standards. Review with the employee
the Overall Performance Rating.

If performanceimprovement is necessary to raise any rating to at least a

M eets Expectations (3}, work with the employeeto develop a Performance
Improvement Plan (PIP). The PIP should state specifically how the
performancefalsto meet expectations, what must be done to bring the
performance t0 an acceptablelevel, what the supervisor will do to hetp the
employee achieve that level, and when the performancemust reach the
Meets Expectation level.

Provide the employeean opportunity to make any commentshe/she desires
in the appropriate section and have the employee sign the form. The form
should then be returned to personnel.

At the completion of the formal Performance Review, or at a meeting
within the two weeks, conduct the Performance Planning for the upcoming
rating period.

Supervisor's Guide to Performance Planning and Review
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Perfor mance Planning

Performance Planning refers to the identificationof relevant job

General performance factors, devel opment of Special Objectives and explanation
of standards of performance which apply to the employee relative to each
factor and objective. The standards must be communicatedto the
employee by the supervisor. The employeeand supervisor then develop
plansto ensure performanceexpectations and requirementscan be met.
Planning continuesduring the review period , particularly asjob
requirements, priorities, or environments change. This section contains
tips and suggestions on:
e Creating relevant Specia Objectives, and

e Conducting the initia interview and assessing its effectiveness.

The supervisor and employeeare responsiblefor creating from threeto five
Specid Objectives. Objectivesare critical job results. Sinceobjectivesare
specific, measurable, achievable, relevant and time-limited, it isimportant
that the employee and supervisor have firm agreement on them

Creating Special
Objectives

An exampleof an objectivestatement might be " Collect and analyze
budget and actual data and prepare reports to provide the Town Manager's
office with information for decision making."

Broken down into its basic components, the objectivelooks like this:

e Actionverb (what isto bedone) ""collect and analyze
"prepare’

e Object (object or resource) "budget”
"actua data
"reports’

e End Result (Why wedoit) "provide Town

Managers office
with information
for decision
making."

Next, you must determme how the end results are to be measured. Inthe

example given, will we measuretimeliness, accuracy, utility or maybeall
three? Arethe reports error free, clear and understandable?
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With changing departmental or organizational requirementsand needs, it
nay become necessary to modify or changethe objectives or the levels of
measure associated with a particular objective. If thisoccurs, work with
the employee to modify the objective as needed to maintain its relevance to
the job the employeeis actually doing. If this occurs, you must be careful
to rate and weigh the old and new objectivesrelativeto the performance
and time spent against each one.

Conducting the The Performance Planning Meeting is the basis for communicating
Planning expectations to the employee. The following suggestionsare useful when
Interview preparing, conducting and documenting the interview.

L1 Prepare for theinterview
e Review job description.
o Identify Job Factors and standards that are necessary for
successful performance.
e Givethe employeesufficient timeto prepare for theinterview.
e Beprompt and alocate enough time for an uninterrupted
session.

[J Conduct the interview with the employee
e Put the employeeat ease.
e Explain the purpose of the mesting.
e Giveyour perspectiveof each Performance Factor that pertains
to the employee.
o Get the employee's perspective of these Factors.
e Maerge perspectivesthrough discussion and problem solving.
o Work together to develop Special Objectives.
e Ask how you can help the employeedo a better job.
o Keep notes on agreed support.

[0 Document the performanceplan
e Write Special Objectivesin Section II of the form.
o Make sure employee has a copy of the Factors and Objectives
they wll be held accountable for.
e Filethe form inthe employee's folder.
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Assessing Your |Mmmediately after the Planning interview, use the following checklist to

raiseyour own performance as a supervisor:
Performance app y P P

PERFORMANCE PLANNING INTERVIEW CHECKLIST

1. Did | completely develop my own expectationsfor the
employee's performance prior to the interview?

2. Wasthe employee given sufficient timeto preparefor the
interview?

3. Did | explain the purpose of the interview?
4. Did | succeed in putting the employee at ease?
5. Did I review and discuss each Performance Factor and standard?

6. Did the employee participate fully in the process, especialy in
setting Special Objectives?

7. Did | avoid imposing my opinionstoo strongly?

8. Did the employee have a chance to ask questionsfor
clarification?

9. Did the employee leave with the feeling that he/she understood
performance expectations and was committed to them?

10. Did | complete al necessary documentation?

Supervisor’s Guide to Performance Planning and Reviesw
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Solving Perfor mance Problems
L

Part of the supervisor's responsibility is to manage performance throughout
the rating period. The supervisor must observe carefully and identify
problems quickly. These problems may be aleviated once their causesare
determined.

Diagnosing problem performance involvesdefining the problem, analyzing
the reasons for the problem, and devel oping solutions for solving the
problem

To definethe problem, document the indicator of the problem on the
Employee's PerformanceLog. This sbould be done in specific terms such
as: “Task A wasnot completed on time", or " Report turned in late.”

Define the
Problem

Specify discrepancy between actual and expected performance. For
example:

Actual performance: "'Last three reports have been late.”

Expected Performance: “All reports should be on time."

Specify the affect on the organization of the discrepancy. For example:

"' Latereports cause delaysdl the way up through the chain" Or
""Failureto completetasks on time causes othersto haveto pick up his/her
work, causing morale problems and overworked conditions.”

Anayzethe reason for the problem. There are many possiblereasons for
performance problems. All possibilitiesshould be considered prior to
formulating a course of action.

Analyze the
Reason

REASONS FOR PERFORMANCE PROBLEMS

Physical Emotional Intellectuat
p 1. Capacity 2. Motives 3. Skilis
E Does the employee have | Does the employee care | Does the employee
0 the capacity to perform | about the work being have adequate skdlis
P the requirements? performed? and knowledge to
:_._‘ do the task?
E 4. Resources 5. Incentives 6. Procedures
PJ Is the employee missing | Does the employee Have procedures
[ any resources? experience the incentive| been developed and
R system asfunctional? communicated to
S the employee?

7. Tasks 8. Mission 9. Flow

:q Are the requirements Does the employee see | Is the information
F clearly defined? why this job is flow sufficicnt?
o} important to the Town?
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Developing solutions for solving the problem flows directly from your
andysisof the possible reasons for the performancedeficit. The chart
below is an excdlent guide to help you deal with 99% of your personnel
problems.

Develop
Solutions

Problem Employee Flow-Chart

dentify and Describe - -
+the Problem -
Esit really’ No - Monitor the 7
 problem? - == situation *
Yes
: Ha\’terpedaﬁons ' NO Sy Sct . — -:..7:‘.‘. i
:‘been set? 1 ITY 17t i Expectations ¢
Yes
‘ No
' Does the employee know - "~ Tell employee how job
* < why it is' expected? . supports the organization
Yes
* - Does the employee . No " Provide coaching and
- oo know how? o 0 " training as nceded
Yes
Daes the employee know No .. Provide .
.- they are not mecting ~ - corrective feedback -
Yes
-Consider formal . .
disciplinary action

Document Document Document Document Document
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Completing the Perfor mance Review Forms
L . .._______________________________________________________________________ ]

Preparation 1€ cover page of the form contains basic instructions and information
about the employee and the supervisor. Besureto includeal the
appropriate information, including the processinginformationonthi s page.

To provideavdid and fair Review for your employee, you must have done

the following:

e Planned the factors and objectiveswith your employee;
Provided day to day feedback on performance, both supportive and
corrective;

e Held aMid-Y ear Informal Review;

e Provided thetraining necessary for your employee to succeed;

e Made sure the resources needed were available;

o Allowed your employeeto provide you input at the Pre-Review
Conference;

e Talked to thecrew chief if appropriate; and

o Maintainedan Employee PerformanceL og.

The Job Performance Factors count % of the employees overal rating.

?ggt:ggr]! c:>r mance These must be completed for al employees. The Job Performance Factors
Factors consist mainly of the job expectationsas outlined in the job description.

Commentsare required on any rating that is Clearly Outstanding (5),
Below Expectations(2), or Unacceptable(1). Comments are encouraged
on al ratings. Comments must be specific, but not necessarilylong. The
comments should explain the actual job performanceas compared to the
expectations set forth in the individual job performancefactor. Sometimes
a key word or phrase may suffice.

After commentsare made, assignh anumerical rating to that specificjob

performancefactor. Ratingsare defined asfollows:

e 5-Clearly Outstanding. Performance at thislevel is exceedingly rare
and is generally reserved for the truly exceptional employee. Itisthis
person who consistently performsin an outstanding manner and gets
the best possibleresults, even under the most difficult of circumstances.
Thisindividud's performanceis easily recognized by al astruly
distinguished.

e 4- Above Expectations. Thislevel of performanceis noticeable
above' Meets Expectations”, but doesn't yet fall into the* Clearly
Outstanding™ category. It meansthat the employeeis performingin a
manner well beyond the normal, expected performance of afully
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Section II;
Special
Objectives

effectiveemployee. More often than not, this employee's performance
will sgnificantly exceed standards m several critical areas.

e 3- Meets Expectations. Thisratmg should be assigned to those
employeesthat have demonstrated cong stently competent work when
measured against reasonabl e job performance standardsthat are
mutualy understood by the employee and the supervisor. This
standard of work performanceis attamable most of thetime by a
majority of the fully qualified employees. The employee will
consistently perform acceptably on thejob. He/she isdoing a
satisfactory quantity of work in a reasonable and expected manner.

e 2 - Bedow Expectations. Thisrating appliesto the employeewho
cannot or does not provide a consstently solid performance that meets
or exceedsthat which is required to be fully effectivem his/her
position. They should, however show some promiseof becoming fully
effectivewithin a reasonable period of time.

e 1- Unacceptable. Thisratmgis for the employeewhosejob
performanceis clearly unacceptablefor an individual with his/her
experience and training when examined against the expectationsof the
job.

After dl theratingsare assigned total them and divide by the number of
factorsrated to arriveat an averagefor Job PerformanceFactors. Write
thistotal mthe appropriate blank on the Overdl Performance Rating page.

Specia Objectivesare critica job results. Objectivesshould be mutualy
arrived at and agreed to by both the employeeand the supervisor. Since
objectivesare specific, measurable, achievable, relevant, and time limited, it
will be easy to rate them in terms of degree, quaity and timeliness of
completion.

Rate the Specia Objectivesas you did the Job Performance Factors. When
theratings are assigned, total the scoresand divide by the number of
objectivesyou rated to arrive at the averagerating for Section II. Write
that score on the Overall Performance Rating pagein the appropriate
space.

Overdl
Performance
Rating

verd| Performance Rating is determined by counting the Section | (Job
Performance Factors) grade as%: of the overal grade and the Section II
(Special Objectives) grade as'4 of the overal grade. Thisis easly done by
following the formula on the Overal Performance Rating page which

imply tells you to multiply the Section | average by 3 and add that product
to the Section I1 average, thendivide that sum by 4. Carry to two decimd
places only. Usmg the guidelinesset out for you on that page, assgnan
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Common
Pitfalls in
Rating
Employees

overall rating for that employee. The overal rating should be assigned as
follows:

If the overdl gradeis 4.5 or higher, the employeeis Clearly
Outstanding;

If the overdl gradeis 3.5 - 4.4, the employee Exceeds Expectations;
If the overal gradeis 2.5 - 3.4, the employee M eets Expectations;

If the overdl gradeis 1.5 - 2.4, the employeeis Below Expectations;
If the overall grade is{ - 1.4, the employeeis Unacceptable.

The adjectiverating does not relate directly to the pay increase categories.

There are some common pitfallsto determining ratingswhich should be
avoided. Review theseprior to rating an employee so that you will be able
to rate himvher fairly and objectively.

Halo Effect. Halo resultswhen the supervisor dlowsan overall genera
impression of the individua to influencehis or her judgment on each
separate factor in the performancerating form. Rater should consider
each factor independent of al other factors.

Recency Effect. If an employee makes an outstanding contribution or
an untimely mistake just prior to a performancereview, this event can
color therater's perception of the employee's performance for the
entirerating period.

Unforgettable Event. A single event, good or bad, can unduly
influence a supervisor’s perceptions.

Compatibility. Thereisatendency to rate peoplewhom we find
pleasing of manner and personality higher thanthey deserve. Those
who agreewith us, nod their headswhenwe talk, or are skilled
flatterersoften get better ratingsthantheir performance merits.
Conversdly, wetend to rate people lower than they deservewhen
conflict of manner and personality exist.

Eflect of past record. The employeewho has performed well inthe
distant past is assumed to have performed acceptably in the recent past
aso. Previousgood work tendsto carry over into the period being
appraised.

Leniency Effect. This iSthe tendency to rate everyonehigh. Thisis
usudly donewhen therater feelsdiscomfortin criticism or does not
want to ""hurt the feelings™ of the employee. Understanding the
constructivepurposes of the performancereview and acquiring
effective skills in providing feedback should reduce the tendency to
commit thiserror.

Similarity Effect. Wetend to rate people more favorably if we
perceivethemto be similar to us.

Supervisor's Guide to Performance Planning and Review
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Key Points

Key pointsto remember:

o Friendship vith any employeeshould not mfluence the ratings

o Avoid quick guessestegarding performance

e Remember you are rating performance as compared to established and
communicated expectation. Appearance, race, socid status, sex, age or
other non-performancefactors should not affect the ratings.

o Freeyoursdf from persona preferences, prejudicesand biases.

If a supervisoristo be effectivein conducting meaningful performance
reviews, he/she must recognizethese biastendenciesand take stepsto
compensatefor them. Careful observation, description, and documentation
of actual performance on an ongoing bass reducesthe tendency for bias by
emphasizing job performance over a period of time.

Supervisor's Guide to Performance Planning and Review
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Preparation

Performance
Review
Discussion

The Performance Review Discussion
—

There are two nai n reasons why you conduct the formal PerformanceReview
discussion. Firgt, you can summarize and discuss the employee's past
performancerelative to established and communicated expectations. Second,
you and the employee can lay some ground work for the future by discussing
how improvement can be made and what you can do to assist the employeein
that improvemen.

To do this effectively, you must prepare for the discussion so that you can
encourage two-way communicationand make the discussion meaningful. To
prepare properly, take the following steps:

e Schedulethe meeting at |east one week in advance, letting the employee
know the purpose of the meeting and what preparation be/she needsto
make prior to the meeting.

e Review the Employee's Performance Log and the completed Performance
Review Form, making any notes necessary about possible action plansfor
improvement and development before the discussion.

e Determinethe employee's training needs.

o Set an agendafor the meeting, including arough idea of what you want to
say and how to say it.

o Panaway to put the employee at ease.

Devote the first part of the discussionto past performance. Hereare some

keysto making this a comfortableand successful performancereview:

o Establishafriendly and supportive atmosphere. Ensure uninterrupted time
and location. 'Y ou may wish to sit besidethe employeerather than across
from them.

e Encourage the employee's participation. A good way to establishthisisto
encourage the employeeto evaluate his’her performance.

o Bespecific. Be prepared to givereasons, facts, and examplesto back up
your evaluation. Avoid generalizations.

e Balancecorrective and supportive feedback. Make sure you talk about all
the positivesaswell as the areas which need improving.

o Fairnessdictatesthat you do not lower a rating for something over which
the employee had no control.

e Listenactively. Pay fill attention to the employee's comments.
Occasiondly restate the employee's commentsto make sure that your
perceptions are accurate. These comments may provideinformation
needed to improve his/her performance.

In conducting the forma Performance Review, you should cover each Job

Performance Factor individudly, giving specificsto support the rating you
assigned. Don't "fire hose" the employeeby covering al the factorsat once
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without making sure he/she understandsthe judtificationfor the rating and has

had an opportunityto comment or as questions. The same criteriaapply for

the Specia Objectives. The following guidelinesmay help:

e Focuson performance, not persondlities.

¢ Bestraight forwardin presenting criticism. It isunfair to the employee and
to the organizationto leavethe impression that corrective action isnot
needed in an employee's performance.

e Comparethe employee's performance to job standardsand expectationsas
communicated in the Performance Planning meeting, not to others.

e Do not argue about the rating. Express your opinion with an explanation
of the reasons behind it, but avoid argument. Redirect the conversation
toward what can be done to improve performance.

To end on a positive note, make sure the employee understands that you vaue
him/her and what they can bring to the job. The best way to do thisis by
discussing plans for improvement where needed and development to prepare
them for professional advancement.

Improvement plansshould aways be in writing and statewhat isto be
accomplished, who will do it, what resourceswill be needed, who will provide
the resources, and when the action will be completed.

Once the formal Performance Review is completed, double check the form for
signaturesand completenessandturn into personndl.
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