
 

 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

  INTRODUCTION 

Designing a performance appraisal system is not a simple task. An organisation 
has to be cautious in deciding what needs to be measured because it may not 
want to lose employees who are really talented and may also not want to take the 
risk of any legal action for abusing the performance appraisal and using it to 
dismiss its workers. Realising that the quality of performance measurement 
depends on the designing process, we will focus our discussion on three key 
matters, namely, the performance appraisal design process, the common 
approaches used in measuring employee performance and identifying 
appraiserÊs resources. 
 
We will begin our discussion by looking at the process of the performance 
appraisal system such as the guidelines, factors in developing performance 
standards and determining the criteria for performance appraisals. Next, we will 
look at the approaches used to measure performance. Discussion will be carried 

LEARNING OUTCOMES 

By the end of this topic, you should be able to:

1. Explain the steps in designing a performance appraisal; 

2. Describe the criteria of a performance standard; 

3. Differentiate between the categories of performance appraisal 
methods; 

4. Discuss the characteristics of selecting a good performance appraisal 
method at the workplace; 

5. Explain the two groups of sources used in carrying out the 
evaluation process; and 

6. Design a performance appraisal system for an organisation. 

TTooppiicc 

66  

Designing 
Performance 
Appraisals 

  



   TOPIC 6 DESIGNING PERFORMANCE APPRAISALS   90 

out according to categories such as evaluation based on work-related behaviour, 
personality, outcome and other approaches. We will end the topic by discussing 
some of the common appraisalÊs resources such as managers and supervisors, the 
employee himself/herself and others who are involved in the evaluation process. 

 
PERFORMANCE APPRAISAL DESIGNING 
PROCESS 

The success of an evaluation system depends on how it is developed. Thus, issues 
such as who should be involved in this process, what activities they should do and 
how  they can operate as a team need to be emphasised. In general, the following 
steps may be taken when designing the system, as suggested by Mohmarn, 
Resnick-West and Lawler III (1989). Figure 6.1 shows the steps concerned. 

 

Figure 6.1: Process of designing an evaluation system 

6.1 
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Let us now discuss these steps further. 
 
(a) First Step ! Select a Suitably Qualified Individual 

The performance appraisal is political in nature and has to be implemented 
in a complex environment. Deciding who should be involved at the design 
stage is critical. It is suggested that the top management, human resource 
professionals and the users themselves be directly involved in the design 
process. Top management is responsible for the direction of the 
organisation. By involving them, the aims and objectives of the evaluation 
system would be in line with the mission and vision of the organisation. 
The human resource professionals, on the other hand, will be responsible 
for managing and implementing the system. The users, namely the 
manager and employees will be the direct users of the evaluation system. 
For this reason, therefore, their input is valuable to ensure that the 
evaluation system truly measures what it is supposed to measure. 

 

(b) Second Step ! Decide on the Process that Will Help You during the Design 
Stage 
After selecting those that will be part of the design team, you now have to 
think of how to develop the evaluation system and how to involve all the 
three parties mentioned previously. Most organisations will seek the views 
and opinions of external consultants before starting the system. The 
consultants will normally help to prepare the framework to make it easy for 
the team to start the process of designing. 

 

(c) Third Step ! Evaluate the Current Situation of the Organisation 
  At this stage, the main objective is to evaluate the previous system by 

listing its strengths and weaknesses. At the same time, the team has to 
understand the human resource system, company culture and legal 
requirements of the evaluation system. In addition, the team has to 
understand the companyÊs strategy, direction and changes so that the 
system is in line with what the company wants. 

 

(d) Fourth Step ! Develop the Aims and Objectives of the Evaluation System   
The evaluation system has many aims and it is up to the different 
organisations to define them. These aims can be used as a basis for, among 
other things, payment of salaries and remunerations, career planning, 
human resource planning, improvement of performance etc. 

 

(e)  Fifth Step ! Design the Performance Appraisal System 
After deciding on the aims and objectives of the evaluation, the team has to 
then think of matters such as measurements that need to be developed, who 
should be the assessors, how and when would the evaluation be carried 
out, etc. The team may select any method that is suitable and meets the 
aims and objectives that have been developed. Methods of determining the 
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criteria for evaluation as well as the common methods of evaluation will be 
discussed in the following section. 

 
(f) Sixth Step ! Testing of System through Implementation 

After the design process is complete, it is time to implement the system.  It 
is advisable to carry out a pilot test in order to identify the problems that 
might occur in the system before it is widely used in the organisation. A 
pilot test actually helps the team to identify the problems and provides 
them the opportunity to rectify them before the actual system is 
implemented. 

 
(g) Seventh Step ! Evaluate and Monitor the Newly-developed System 

After the evaluation system is implemented (as designed), it will be tested 
to see whether it meets the objectives. The information obtained at this level 
will help the organisation improve itself from time to time and ensure that 
the system continues to be effective. In addition, feedback can be obtained 
from employees to see whether they are satisfied with the newly-developed 
system. This will indirectly indicate to the organisation whether the new 
system is effective or not. 

 

 
 

 

6.1.1 Guide on Developing Performance Standards 

To enable performance to be measured, we need a yardstick. This is commonly 
known as a performance standard. Generally, performance standards are 
developed based on job analysis. Defining performance standards is not easy 
because there are many issues to consider when deciding what is meant by good 
performance. Thus, performance standards have to fulfil criteria such as the 
following: 

SELF-CHECK 6.1 

What are the steps involved in designing a performance appraisal system? 

ACTIVITY 6.1 

From your experience, whether as an assessor or the one being 
assessed, give your opinion on the performance appraisal form used. 
List the weaknesses of the form as well as suggestions for 
improvement.      
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(a)   Have an impact on the successful completion of a task; 

(b)   Able to distinguish between successful and unsuccessful job performance; 

(c)    Based on documented observations and are work-related; 

(d)  Employees are informed on the expected performance and are given 
feedback; 

(e)    Nature of the work about to be done is taken into account; and 

(f)    The importance of company culture, namely, what is considered as 
successful behaviour is taken into account. 

 
According to Bohlander, Snell and Sherman (2001), there are four criteria to 
consider when developing performance standards, namely, strategic relevance, 
criterion deficiency, criterion contamination and reliability. 
 
(a) Strategic Relevance 

This refers to the co-relationship between the standards used and the 
strategic objectives of the organisation. For example, if the organisation sets 
the standard that in a day, 95% of customersÊ complaints should be 
resolved, then customer service should be one of the standards in the 
performance appraisal. In other words, the objectives the organisation 
wants to achieve should be translated into employee performance 
standards. 

 

(b) Criterion Deficiency 
The second point to consider is whether the performance standards take 
into account all the responsibilities assigned to an employee. If the 
standards focus on one criterion only (for example, volume of sale) and not 
on other dimensions of the evaluation such as customer service, the 
evaluation system is then said to have criterion deficiency. 

 

(c) Criterion Contamination 
This contamination is caused by factors that are beyond the control of the 
employee. For example, the employee is blamed for the drop in the number 
of products produced because the factory is facing a shortage of raw 
materials, whereas it is not his responsibility to purchase raw materials. 

 

(d) Reliability 
This refers to the degree of consistency and stability of a particular standard 
when it is applied at another time. When doing a rating, reliability may be 
measured by looking at the co-relationship between two sets of rating done 
by one assessor or two different assessors. For example, two managers may 
be evaluating the same employee for a promotion. The rating can later be 
compared to see the reliability of the assessors. Considering that performance 
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standards enable the manager to state or give accurate information on the 
quality and quantity produced, the standards to be developed have to be 
defined in terms that could be calculated and measured. The criteria for 
developing performance standards are summarised in Figure 6.2. 

 

Figure 6.2: Developing performance standards 

Source: Bohlander, Snell and Sherman (2004) 

 

It is much better if the criteria for evaluating employees are categorised 
according to the nature of the job that is about to be undertaken, as suggested 
below. After the category is identified, the appropriate evaluation method to 
measure the particular criterion is selected. 
 
(a)  Focus on Actual Outcome 

If what is achieved from a job is the most important aim, then the 
evaluation has to focus on the actual outcome of the job. Performance 
standards have to explain specifically what the expected outcome is, such 
as meeting the sales target or meeting the time duration that has been 
determined. 

 

(b)  Focus on Work Style 
If what is done on the job is the most important aim, then the evaluation 
has to focus on the way the work is completed, i.e. the actual behaviour on 
the job. Performance standards have to explain specifically the expected 
type of behaviour. Specific skills and responsibilities of the job have to be 
translated into behaviour terms. 
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(c)    Focus on EmployeesÊ Personality 
  If the employees themselves are most important, then the evaluation has to 

focus on the employeesÊ personal traits which are relevant to the job. 
Performance standards have to explain characteristics that distinguish 
between an effective and an ineffective employee and translated into 
behavioural form to avoid subjectivity. For example, characteristics which 
may influence work performance include cooperation, defining the 
objectives, possessing a strategic mind, not afraid of taking risks, etc. 

 
The following discussion will be on how the criteria for performance 
measurements are determined. 
 

 

 

 

6.1.2 Determining the Criteria for Performance 
Measurements 

Many techniques of measuring performance have been developed and there is a 
wide variety of formats for the manager to choose from. In this section, our 
discussion will focus on the format that is legal and commonly used. This format 
can be classified into two, namely, one that is based on evaluation and the other 
based on the focus of the measurement itself. 
 
The format can be summarised in Figure 6.3. 

ACTIVITY 6.3

Discuss with the human resource manager the criteria used by your 
organisation in designing the performance appraisal. 

ACTIVITY 6.2 

Explain what you understand by performance standards. Check your 
answer  with the assigned tutor. 
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Figure 6.3: Criteria of performance appraisal 

 

(a)  Measurement Criteria Based on Judgment 

 (i) Relative Evaluation 
In this evaluation system, a supervisor is required to compare an 
employee with another person who is doing a similar job. An example 
of the relative approach is to rate employee performance from the 
lowest to the highest. This format also classifies workers into different 
categories such as highest, moderate and lowest. 

 
This rating system has its advantages as it forces the supervisor to 
compare the two employees who are doing a similar job. Without this 
system, a supervisor might be tempted to give the same rating to all 
the employees he is evaluating. However, this system has its 
disadvantages such as it does not state clearly the actual differences 
between one employee and another that justifies the employee to be 
categorised as highest, moderate or lowest. In addition, the system 
does not provide complete information to enable the supervisor to 
judge how competent an employee is. 

 
Although the system forces the supervisor to distinguish one 
employee from another, the distinction is open to dispute. Finally, 
under the system, the supervisor has to evaluate an employeeÊs 
performance in general terms. The evaluation does not truly reflect 
the latterÊs performance as a whole and is of little help to him because 
there are measurements that have little relevance to his work. Thus, 
because this system has some disadvantages, its use is limited to 
administrative purposes such as dismissal of workers, salary or job 
promotion. 
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(ii) Objective Judgment 
Unlike the relative judgment format, this format requires the 
supervisor to evaluate the employee based solely on performance 
standards. In other words, no comparison is made between workers. 
Usually, performance dimensions which are relevant to work are 
listed in the rating form and the manager will be asked to rate 
workers based on every dimension. 

 
In theory, under this format, employees from different categories of 
work are evaluated by different managers and a comparison is made. 
If all the employees have performed well, then all of them will receive 
excellent ratings. Thus, considering that rating of dimensions is done 
separately, the feedback given to employees is more specific and 
useful. 

 
Although this format is more favoured than the relative one, 
nevertheless, it has its disadvantages. There is a possibility that 
employees from the same category of work will be given the same rating 
as the supervisor is reluctant to distinguish one from the other. 
However,, one advantage of using this format is that it can prevent 
conflicts among employees. 

 
(b) Measurement Criteria Based on Desired Focus 

(i) Evaluation Instrument Based on Personality 
A supervisor may evaluate an employee based on his consistent and 
continuous nature or characteristics. Although this approach is used by 
some organisations, it is also rejected by others. Rating that is based on 
personality has been criticised because it is too broad and open to 
partiality. Reliability means different things to different supervisors. 
Furthermore, evaluation which is more focused on the individual 
personality rather than on performance may create dissatisfaction among 
employees. This type of rating implies that a low performance is brought 
about by the individual himself and thus, evaluation should be solely 
based on the individual. Based on many studies, this approach does not 
enable the outcome of the evaluation to be used for the employeeÊs 
development. Evaluation that is more focused on performance, i.e. based 
on either behaviour or outcome is generally more acceptable to the 
employees and is an effective tool of development. 

 
(ii) Evaluation Instrument Based on Behaviour 

This is more focused on employee behaviour. Instead of listing 
leadership qualities, the assessor is asked to evaluate whether the 
employee displays certain qualities such as good teamwork or is 
always punctual for meetings. One advantage of using this as a 
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measurement criterion is that the performance standard is more 
reliable. Besides encouraging the supervisor to be more specific in 
giving performance feedback, both supervisor and employee can 
together develop the criteria for developing a behaviour-based scale. 
 
However, a behaviour-based scale is too time-consuming to develop 
and is also too specific. Although an item on the scale is clear and 
concrete, it could be one of the examples of behaviour that an 
employee is expected to exhibit, and an employee who does not 
exhibit such behaviour could make it difficult for the supervisor to 
evaluate. When there are changes in an organisation such as the use of 
the computer in the office, there will be changes in the expected 
behaviour and they would no longer be accepted as excellent or 
expected behaviour. An employee could be reluctant to change his 
work behaviour as long as the behaviour measured remains on the 
scale. 

 
(iii) Evaluation Measurement Based on Outcome 

Using this instrument, a manager is required to evaluate an 
employeeÊs outcomes based on the volume of sale or products that he 
generates. Under this approach, the criteria are clear, which makes it 
easier to evaluate the employee. It also eliminates subjective 
evaluation and the possibility of mistakes and bias. It is also flexible. 
Considering these advantages, is this then the best approach so far? 
The answer is no because measuring the employeeÊs outcome alone 
does not give a clear picture of his performance level. Both manager 
and supervisor have no idea how the outcome is achieved since the 
evaluation is focused only on the volume the employee produces. He 
is, therefore, more concerned about the quantity rather than the 
quality of the products. 

 

 
 

 

Discuss with your friends in class or in the myVLE forum the 
advantages and disadvantages of both formats. Construct a simple 
table. 

ACTIVITY 6.4 
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METHODS FOR MEASURING 
PERFORMANCE 

When it is time to measure employee performance, an organisation has many 
options in selecting an appropriate evaluation method. Some organisations prefer 
to use a combination of methods while some prefer to use only one. In this 
section, we will discuss a few methods that are popular and frequently used by 
organisations. All these methods will be discussed according to category, such as 
evaluation based on behaviour/work, personality and outcome. Other 
approaches will also be discussed. The approaches concerned are shown in 
Figure 6.4. 

 

Figure 6.4: Methods for measuring performance 

 

 

6.2 

ACTIVITY 6.5 

Do some reference work and discuss with your friends the methods 
for measuring performance that are commonly practised in Malaysia. 
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6.2.1   Performance Appraisals Based on Behaviour/ 
Work  

Now, let us discuss performance appraisals based on behaviour or work. 
 
(a)    Critical Incident 

Under this method, the employeeÊs behaviour while working for a certain 
period is recorded. The rationale is that it allows the supervisor to keep a 
diary or journal to record whether an employeeÊs performance is effective 
or not. An example of a positive critical incident is as follows: 

 

 

Example of a negative critical incident is as follows: 

 

When using this method, one thing to bear in mind is that every incident 
that happens must be recorded immediately because evaluations that are 
solely based on memory would not be effective. From one aspect, this 
method is good because it is based on the actual performance. Aided by the 
written journal, the assessor is able to record every single performance of 
the employee and is not only focused on his recent performance. 

 

However, this method has disadvantages such as: 

(i)   It focuses only on an employeeÊs extreme job behaviour, and not on 
his normal performance; 

(ii)  It encourages such extremely close supervision that it makes the 
employee feel uncomfortable and is not able to work effectively; and 

(iii)  It may lead to bias when assessors record too many incidents of 
negative behaviour at any one time. 

 

To ensure the effectiveness of this method, elements such as the following 
should be present: 

(i) The conditions that brought about the incident; 

(ii) The place where the incident took place; 

(iii) Accurate description of what the employee did; 

(iv) Results/effects of the incident; and 

(v) Control level of the employee over what has happened. 

5 May 2001 ! Employee contributed constructive ideas on overcoming 
delivery delays of products ordered by clients.

8 July 2001 ! Employee still refused to observe the dress code in spite of 
being warned.  
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Although the assessor would remember everything that happens 
throughout the evaluation period by recording every performance of the 
employee, it is too time-consuming and difficult to measure. 
 

(b)  Behaviourally-Anchored Rating Scale ! BARS 
Compared to other rating scales, this is considered sophisticated because it 
evaluates employees based on behaviour and not on attitude or assumption 
on the motivation or potential level. It is a numbered scale (e.g. 1 ! 9), with 
each number representing a short description of an employeeÊs behaviour, 
whether positive or negative. For example, a short description for number 9 
could be, „Plans and organises his work and is able to maximise resources‰, 
while a short description for number 1 reads, „Does little planning of work 
and is not able to complete his work within the given time.‰ 

 
Considering that every number on the scale represents a short description, 
the scale is considered difficult and takes a long time to develop compared 
to other numbered scales. Normally, every job has to be analysed first and 
experts in that particular job have to construct a list of critical incidents. 
Once the list is ready, it will be matched with a set of performance 
dimensions (starting with very effective to less effective). 
 
Although this scale has a very high reliability and objectivity rate, the 
manager has to consider whether to adopt the list or not because it is rather 
difficult to design and is also costly. 
 

(c)   Behaviour Observation Scale ! BOS 
Basically, this scale is rather similar to BARS because both are based on 
critical incidents. However, it only measures the frequency of the expected 
behaviour and does not require the assessor to select the behaviour that 
contributes the most to the work dimension that is being measured. One of 
its advantages is that it allows the assessor to play the role of observer and 
not that of judge. Studies have shown that many users prefer this scale to 
BARS for the following reasons: 

(i)    It retains objectivity; 

(ii) It is able to distinguish between a high and a low performance 
employee; 

(iii)  It provides room for feedback; and 

(iv)  It is able to identify training needs. 
 
AT&T is an example of an organisation that has adopted this scale to 
evaluate its employees. Refer to Table 6.1. 
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Table 6.1: Example of Behaviour Observation Scale 
 

 

Behaviour observation scale that shows effective and less effective performance of the 

Assistant Corporate Loans officer. 

 

EFFECTIVE PERFORMANCE 
 

1. The assistant corporate loans officer prepares the credit report on time. 
 

No    Always 

1 2 3 4 5 

 

2. The assistant corporate loans officer provides warm and friendly service to his 

customers. 
 

No    Always 

1 2 3 4 5 

 

3. The assistant corporate loans officer is very effective when interviewing loan 

applicants. 
 

No    Always 

1 2 3 4 5 

 

LESS EFFECTIVE PERFORMANCE 
 

1. The assistant corporate loans officer fails to prepare follow-up documentations. 
 

No    Always 

1 2 3 4 5 

 

2. The assistant corporate loans officer does not help customers fill up application 

forms. 
 

No    Always 

1 2 3 4 5 

 

3. The assistant corporate loans officer has to be taught how to prepare credit 

reports. 

 

No    Always 

1 2 3 4 5 

      

Source: Schuler (1998) 
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(d)  Assessment Centre 
This method is probably used mainly during the selection and promotion 
process. Nevertheless, it may also be used to measure work performance at 
the management level because the employee being assessed is involved in 
many activities such as role playing, group discussions, etc. Thus, it is able 
to provide a lot of information about the employee to the assessor, 
especially about the employeeÊs performance when carrying out managerial 
tasks. In addition, this method is very much favoured by employees and 
top management alike because it uses performance dimensions that are 
more specific and helpful in providing feedback on the employeeÊs 
performance. However, it is very difficult and costly to design and use. 
 

 

6.2.2 Methods of Performance Appraisals Based on 
Personality 

Let us now look at the methods used in performance appraisals based on 
personality. 
 
(a)    Essay 

Unlike the more structured rating scale, the essay method requires the 
assessor to write a description of the employee being assessed. The assessor 
is usually directed to write down the employeeÊs strengths and weaknesses 
and give suggestions  on his or her development. Normally, this method is 
used together with other rating scales. In this context, the written essay 
could supply additional descriptive information on the rating being done. 

 
Furthermore, this method allows the assessor to highlight the unique 
criteria of the employee being assessed. This would actually help the 
assessor to give a more detailed description of their employees, especially 
in matters related to qualifications for promotion, their special abilities, 
skills, strengths and weaknesses. However, the main constraint of this 

1. Which method is used by your organisation to evaluate its 
employees? In your opinion, which is the best method? Why? 
State your reasons. 

2. You are probably used to filling in performance appraisal 
forms at your workplace. From your experience, which 
evaluation method has been adapted by your employer? 
Support your answer by giving the features found in your 
performance appraisal forms. 

ACTIVITY 6.6 
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method is that writing the essay which covers every aspect of an employee 
is time consuming. The quality of this method is also influenced by the 
writing skills of the assessor and is more subjective. Sometimes, it does not 
focus on the relevant aspects of job performance. 

(b)    Graphic Rating Scale 
This scale is the most widely used performance appraisal method. It is 
popular for many reasons. First, it is very easy to implement. The assessor 
is able to evaluate a large number of employees in a short time. Second, it is 
easy to understand and to explain to the employee being assessed. Finally, 
it is easy to design and to make amendments when the need arises. 

 
This method uses a scale that is divided into several rating levels. The 
normal number of levels is five, and uses adjectives such as very 
unsatisfactory or very satisfactory at the two ends of the scale (e.g. 1 = very 
unsatisfactory and 5 = very satisfactory). The assessor will look at the 
qualities to be assessed and determine the level of the employee according 
to the scale. This method can actually evaluate the employeeÊs overall 
performance, although it is usually used to evaluate characteristics such as 
quality and knowledge of work. Every value is then added to obtain the 
total value. Refer to Table 6.2 for an example of a graphic rating scale. 

 
Table 6.2: Example of Graphic Rating Scale 

 

 

1 2 3 4 5 

Very 

Unsatisfactory 

   Very 

Satisfactory 

 

1 = Performance is very unsatisfactory. Has failed to meet many expected 

objectives and has always exhibited work that is below expectations. 

2 = Performance does not achieve objectives. 

3 = Performance meets all objectives. Uses effective methods to achieve 

outcome. Exhibits good and strong performance. 

4 = Performance meets all objectives and has exceeded some expected objectives 

in some areas. Outcome achieved exceeds normal level expected for the task 

5 = Outstanding performance. Performance has exceeded expected objectives. 

Outcome has been achieved using better techniques. 

  

 

Source: Anthony, Perrewe and Kacmar (1996) 
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(c)  Mixed-standard Scale 

This scale has been developed to overcome problems that exist in BARS. In 
this method, there are three sets of statements that describe high, moderate 
and low performance levels for each specific performance dimension. All 
the details are then rated using the same process as for BARS. Three 
performance levels created for each dimension will be randomly arranged 
on the evaluation form. Unlike BARS, the value for each behaviour shown 
is not stated. The assessor is required to provide feedback for every 
example given. The performance mark for every dimension is then 
calculated based on the pattern obtained. One advantage of this method is 
that the assessor does not have to play with numbers and indirectly, the 
problem related to rating can be overcome. Furthermore, it is easy to use. 
Table 6.3 is an example of a mixed-standard scale 

 
Table 6.3: Example of Mixed-standard Scale 

 

 

Instructions: Read every statement given. The individual being assessed has to follow 

the scale provided below. Place your feedback in the space provided. 

 

+ EmployeeÊs performance is much better than the behaviour in the statement. 

0 EmployeeÊs performance is as good as the behaviour in the statement. 

- EmployeeÊs performance is worse than the behaviour in the statement. 

________ 1.    Is always punctual for work except in cases of emergencies. 

________ 2.    Always offers himself for difficult tasks. 

________ 3.    Is absent from work less than twice a month. 

________ 4.    Every piece of work he does contains mistakes. 

________ 5.    Only asks for tasks that he has done before. 

________ 6.    Seldom corrects mistakes in work he has completed. 

________ 7.    Is prepared to take on challenging tasks if asked. 

________ 8.    Is absent from work more than twice a week. 

________ 9.    Tasks given are always ready on time. 

 

 
 

ACTIVITY 6.7 

In your opinion, what are the main differences between performance 
evaluation based on behaviour and the one based on personality?  
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Note: 

Statement 1 (high), 3 (moderate) and 8 (low) indicate three levels of absenteeism. 

Statement 2 (high), 7 (moderate) and 5 (low) indicate three levels of willingness. 

Statement 9 (high), 6 (moderate) and 4 (low) indicate three levels of capability. 

 

Marking Key 

Determine the feedback pattern of the behaviour dimension and match the pattern 

with the matrix below. Marks for each pattern are given below. 

Statements 

High 

+ 

0 

- 

- 

- 

- 

- 

Moderate 

+ 

+ 

+ 

0 

- 

- 

- 

Low 

+ 

+ 

+ 

+ 

+ 

0 

- 

Marks 

7 

6 

5 

4 

3 

2 

1 
 

Source: Anthony, Perrew & Kacmar (1996) 

(d)    Forced Choice Approach 
In many evaluation methods, the assessor can usually guess whether the 
item is positive or negative. This can indirectly influence the assessor when 
he is calculating the marks, i.e. whether to add or deduct the marks already 
given. Thus, the selection method has to be designed such that it increases 
the objectivity and decreases the subjectivity of the rating by obscuring the 
feedback that is considered the best. 

 
An assessor usually finds it difficult to make a choice using this method. He 
has to read carefully every item that is put in pairs before making a 
selection. The paired items look similar at a glance, but one of them has 
been purposely constructed to obscure the real answer. The assessor is then 
forced to make a choice, and has to make sure that it is the right choice. 
Table 6.4 shows an example of a forced choice scale of a teacher. The 
statement that is highly likely to cause discrimination has a value of one, 
while the second item has no value. In other words, the teacher would 
obtain one mark if the assessor selects item number one and zero if the 
assessor selects item number two. 
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Table 6.4: Example of Forced Choice Method 

 

Please tick the best statement that describes the employee being assessed. 
 

Statement Discrimination Index Choice Index 

_______ 1. Shows patience for slow students  

_______ 2. Teaches confidently             

1.72 

  0.51 

2.82 

2.75 

 Unknown to assessor 

 

Note: Discrimination means a statement that looks the same in terms of social needs but 

differs in terms of its capability in determining a high or a low performance employee.  
 

Source: Anthony, Perrewe and Kacmar (1996) 

6.2.3  Performance Appraisal Based on Outcome 

Let us look at the measurements used in the outcome-based performance 
appraisal. 
 
(a)   Productivity Measure 

Besides using behaviour as a basis for evaluation, the number of products 
produced by an employee can also be used for the same purpose. In the 
case of a salesman, for example, his performance may be measured by his 
volume of sales. For a production worker, his performance may be 
measured by the number of units he produces as well as the total number 
of damages he is responsible for. As for an executive, his performance may 
be measured by the companyÊs growth rate and profits. 

 
This is considered a good method because in one aspect, every 
measurement is directly an employeeÊs achievement and how his outcome 
benefits the company. Using this method, the outcome of an employeeÊs 
performance will match the objectives of the organisation. 

 
However, this method has some disadvantages. Firstly, there is the problem 
of criterion contamination, i.e. how far are the measurement standards free 
of factors that are beyond oneÊs control which influence the actual work 
performance. For example, uncertain economic conditions will certainly 
affect the sales volume of a salesman. It certainly would not be fair if the 
organisation were to blame the salesman for low sales volume and rate his 
performance as low. 
 
Secondly is the problem of criterion deficiency, which means that there are 
some aspects of the actual performance that are not measured. It is not 
reasonable to make an evaluation based solely on volume of sales or 
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production for work that involves interpersonal relationships. Other factors 
such as cooperation, adaptability, initiative and interpersonal relationship 
could contribute to the successful completion of a job. If these factors are 
important to a job, they should be considered as criteria for a performance 
appraisal. 

 
(b)   Management by Objective (MBO) 

Management by objective is a management philosophy credited to and 
used by Peter Drucker in 1954. It was created to evaluate employee 
performance based on their success in achieving the objectives which have 
been jointly developed with top management. Under this method, efforts to 
improve performance are more focused on the objectives that employees 
are expected to achieve rather than the activities they do or on the 
personality they exhibit while performing their tasks. 
 
This method is considered strategic and involves a cycle which starts with 
stating the aims and objectives of the organisation. It acts as a process for 
defining aims, whereby objectives are developed for the organisation, every 
department, manager and employee. As this method is a top-to-bottom 
approach, top management is responsible for defining the objectives of the 
organisation and department. 

 
Once the organisationÊs objectives have been defined, the management has 
to define the employeeÊs objectives. The supervisor and employees will 
determine the objectives and targeted date. These objectives play an 
important role in the feedback process and final evaluation, especially for 
employees who receive continuous feedback on their performance in 
achieving the aims and objectives determined. 

 
Should there be changes in the objectives, they would be discussed with the 
employees during the feedback session or when reviewing the performance 
appraisal. This method is undoubtedly very popular because of the very 
high degree of employee involvement. This method has also been 
successfully used to improve communication between top management 
and the low-ranking workers. 

 
To ensure the success of this method, the objectives have to be measurable 
and able to be valued, have a target date as well as an action plan that 
discusses the process of achieving the objectives. This is supported by 
Schuler (1998) who is of the opinion that the objectives will only be effective 
if they have the following features: 
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(i) Specific 
 The objectives have to identify the level of expected behaviour or total 

output required for a certain job. This would help in reducing the 
variations in the performance or rating. 

 

(ii) Punctual 
 The deadline for completion of a particular task has to be set. 

 

(iii) Existing Conditions 
 Any qualifications related to achieving the objectives have to be 

elaborated because there are many factors beyond the control of the 
employee which can influence the achievement of the objectives. 

 

(iv) Priorities 
 The supervisor has to decide which behaviour is the most important 

in achieving the objectives. Both supervisor and employee may 
consider the priorities together or base them on the job description. 

 

(v)  Cause or Effect 
 The cause or effect of achieving or not achieving the objectives have to 

be clearly explained. 
 

(vi) Same Objectives 
 The individualÊs objectives have to be in line with those of the 

department. 
 
Although this approach is considered strategic, it has some disadvantages and 
has received a lot of criticism. It is perceived as a very expensive and lengthy 
evaluation system while its impact on the success of the organisation is 
moderate. In addition, the evaluation data only measures for short-term and not 
long-term purposes. For example, the supervisor ignores any broken equipment 
without making any effort to repair them because he wants to save on 
maintenance costs. In situations where some jobs depend on other divisions to 
complete the task, meeting only some of objectives for production or marketing is 
not enough. Other factors such as cooperation, adaptability, initiative and 
concern for interpersonal relationships with fellow workers could be crucial for 
the success of a particular job. Furthermore, questions have been raised about 
whose objectives should be observed. The concept of shared objectives between 
management and workers is an illusion, not a reality. When the employeesÊ 
objectives are inconsistent with those of top management, it is the former that 
would be marginalised. 
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6.2.4 Other Methods of Evaluating Performance 

Let us now look at other methods that may be used to evaluate performance. 
 
(a) Checklist 

This method lists adjectives or short descriptions of work-related 
behaviour. If an employee exhibits these traits, the related items will be 
ticked. Conversely, the items will be left blank if they are not related to the 
employeeÊs behaviour. Every listed item indicates whether the quality of 
the employee is positive or negative. One point will be awarded for every 
positive quality ticked, while one point will be deducted for every negative 
quality. Qualities that are left blank will not be calculated. Refer to Table 6.5 
for an example of this method. 
 

Table 6.5: Example of Checklist 

 

Instructions:  Please read every item below and decide whether the individual you are 

assessing exhibits the quality indicated. If your answer is „Yes‰, please tick in the space 

provided. If your answer is „No‰, leave it blank. 

 

________ Asks for help if there is a problem. 

________ Acknowledges other peopleÊs contribution to his work. 

________ Maintains good relationship with other workers. 

________ Takes the initiative when faced with a new situation. 

________ Needs a lot of instructions when faced with a new situation. 

________ Is able to see various alternatives to a particular situation. 

________ Always completes his work according to schedule. 
 

 

Source: Antony, Perrewe and Kacmar (1996) 

 

 (b) Weighted Checklist 
 If the checklist has the same value for every item, the weighted checklist 

has a different weightage value for every feedback given. The assessor 
normally does not know the weighted value allocated to each item. The 
total value is obtained by calculating the mark for each feedback given. 
Refer to Table 6.6. 
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Table 6.6: Example of Weighted Checklist 
 

 

Instructions: Below is a list of qualities to evaluate each individual. If you believe that 

that individual has the qualities listed, please tick ( ) in the space provided. If the 

quality is not relevant, leave the space blank. 

 

  Value* 

______    His colleagues always seek advice from him. 3.0 

______    Follows instructions well. 2.0 

______    Cannot work in a group. -  1.0 

______  Is able to work well without being instructed by 

supervisor. 

2.5 

______  Does not complete work according to schedule. -  2.0 

______  Solves problems that frequently occur hastily.        - 1.0 

______  Is fair to everyone. 1.0 

 

*All these values will not be shown on the actual assessment form. 
 

Source: Antony, Perrewe and Kacmar (1996) 

 
(c) Ranking 
 This method is seldom used compared to other methods. The usual 

procedure used in this method is to grade the employeeÊs overall 
performance from the highest to the lowest. Using this method, the 
problem of tendency to centralise and being generous may be eliminated 
because the assessor has to evaluate employees based on the domains that 
have been set. Considering that this method is comparative by nature, the 
supervisor or other assessors have to compare an employeeÊs performance 
and that of another. One advantage of using this approach is that it is 
simple and fast to implement. In addition, the evaluation may be directly 
related to salary increment or staffing of employees. However, because of 
its comparative nature, it will produce ordinal data. In other words, the 
differences that exist between one employee and another will not be 
known. 

 
(d) Forced Distribution 
 This is an evaluation method that requires the assessor to place a certain 

number of employees (according to a certain percentage fraction) into 
several categories based on the overall performance. Refer to Table 6.7. 
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Table 6.7: Example of Forced Distribution 

Unsatisfactory 

(10%) 

Below Average 

(20%) 

Moderate 

(40%) 

Above 
Average 

(20%) 

Satisfactory 

(10%) 

Jannatu 

Haniff 

Arumugam 

David 

Aminah 

Marianne 

Bakar 

Abd. Razak 

Jenny 

Mariammal 

Ooi Yeng Keat 

Shamsul 

Safinas 

Linda 

Maria 

Pauline 

Rafidah 

Seelan 

Rizal 

Source: Carell, Elbert and Hatfield (1995) 

 
Similar to the ranking method, forced distribution is able to reduce 
problems such as the tendency to centralise or over-generosity. However, 
there are problems such as the supervisor trying to avoid placing the 
employee in a category that is too high or too low. Problems may arise if 
employees want the supervisor to justify the ranking. 

 
(e) Paired Comparison 

Under this method, the supervisor has to compare employees in pairs. The 
assessor will then select the employee with the higher capability from each 
pair. The number of comparisons required by the assessor is based on a 
simple formula. 

 
 

Number of pairs = [N(N-1)] /2, 
N = number of employees to be assessed 

 

 
For example, if there are 10 employees to be assessed, the number of 
comparisons needed is 45. 
 

 

Number of pairs =  [10(10-1)]/2 
       =  45 

 

 
As some of the performance appraisals are more subjective, the manager has 
to use different dimensions for different employees. If the assessor uses 
more than one dimension (D), then the number of pairs = D{[N(N-1)]/2}. If 
there are ten employees to be compared using five types of dimensions, then 
the number of comparisons is equal to 225. 
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Number of pairs =  5{[10(10-1)/2 
       =  225 

 

 
In conclusion, this method will be more complicated to use if the number of 
employees is too large and the number of dimensions is too big. 

 
(f)  Work Planning 

In general, this method is similar to management by objective. What 
differentiates the two, however, is that work planning is more focused on 
giving reviews and feedback from time to time. It also gives less emphasis 
on the determination of each objective. As it allows the supervisor to give 
regular feedback and reviews, he or she is thus given a lot of leeway in 
evaluating an employeeÊs achievement. 

 
(g)  Non-graphic Rating Scale 

This scale is believed by some to be better than the graphic scale. This is 
because every measured item in it is followed by short descriptions, not a 
mere „very satisfactory‰ or „very unsatisfactory‰. Using this method, an 
assessor is able to give a more accurate evaluation of the employeeÊs 
behaviour since a short description is given at every level of the scale. In 
general, just like the graphic scale, this method is simple to use and saves a 
lot of time. Table 6.8 is an example of a non-graphic scale. 
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Table 6.8: Example of a Non-graphic Scale 

 

Name: ___________________                     For period ending on: ____________ 

Department: _______________                   Designation: ___________________ 

 

Instructions: 

The list below shows some features, capabilities and characteristics that are crucial to 

oneÊs success. Please tick „x‰ for every scale awarded. Evaluation should be based on the 

description that best describes the individual being assessed. 

 

ACCURACY refers to doing a job given accurately. 

______ Usually accurate; number of mistakes is average. 

______ Often makes mistakes. 

______ Requires minimal supervision; work done is almost accurate. 

______ Requires very little supervision; work done is accurate most of the time. 

 

SENSITIVITY refers to the ability to understand instructions, changing conditions and 

problematic conditions. 

______ Requires average number of instructions and explanations. 

______ Slow to understand. 

______ Very sensitive and enthusiastic. 

______ Average capacity to understand instructions. 

______ Is usually quick to understand and learn. 

 

CREATIVITY refers to the innate ability to create new ideas, find better ways of 

implementing something and is imaginative. 
 

______ Continuously tries to find new, better ways in doing a job; is highly 

imaginative. 

______ Moderately imaginative; has several new ideas. 

______ Frequently contributes new ideas; is highly imaginative. 

______ Seldom has new ideas; lacks imagination. 

______ Contributes new ideas now and then. 

 

LIKEABILITY is the sociability and likeability of an individual and his attitude towards 

his customers, other workers, supervisor and those under his supervision. 

______ Is approachable; friendly once you get to know him. 

______ Very sociable; good at developing close relationships. 

______ Very cold and unfriendly. 

______ Very sociable and friendly. 

______ Warm and sociable. 

 



TOPIC 6   DESIGNING PERFORMANCE APPRAISALS     ! 115 

PERSONALITY refers to behaviour or personal characteristics that are suitable for the 

job. 

______ Has the personality required for the job. 

______ Has a personality that is unattractive for the job. 

______ Has a personality that is very attractive for the job. 

______ Has a personality that is satisfactory for the job. 

______ Has a personality that is questionable for the job. 

 

SELF-IMAGE refers to the perception exhibited by an individual to others. (Takes into 

account the hygiene, neatness, and appropriate dressing for the office). 

______ Unkempt; has poor taste in dressing. 

______ Generally tidy and clean; satisfactory self-image. 

______ Outstandingly neat; very tidy, has great taste in clothes. 

______ Is untidy at times and careless about self-image. 

______ Careful about self-image; has good taste in clothes. 

 

PHYSICAL STRENGTH refers to the capacity of working consistently at a moderate 

level of tiredness. (Takes into account physical energy and sensitivity). 

______ Energetic; seldom feels tired. 

______ Easily feels tired, weak and fragile. 

______ Satisfactory state of health; does not feel tired. 

______ Meets the job demands in the physical and energy aspects. 

______ Frequently feels tired and is late. 

 

ATTENDANCE refers to devotion in coming to work every day and observing office 

hours. 

______ Is always punctual; offers to work over-time whenever asked. 

______ Is always absent without good reason and/or frequently late to work. 

______ Always punctual; has regular attendance. 

______ Careless in attendance and/or reporting. 

______ Is usually present and punctual. 

 

DEPENDABILITY refers to the ability to do work well under minimal supervision. 

______ Requires tight supervision; cannot be trusted. 

______ Requires minimal supervision. 

______ Is usually able to manage important jobs and complete them on time. 

______ Requires little supervision; can be trusted. 

______ Needs to be pressured sometimes. 
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KNOWLEDGE ABOUT WORK refers to information about work that an individual has 

to know to enable him to do his job better. 

______ Knows little about some phases of the job. 

______ Knowledgeable about all the phases of the job. 

______ Understands all the phases of the job. 

______ Not informed of his job responsibilities. 

______ Moderately knowledgeable; able to answer general questions. 

 

QUANTITY OF WORK refers to the amount of work done by an employee in a day. 

______ Amount of work is satisfactory.   

______ Very hardworking; does more than required. 

______ Does only what is required. 

______ Highest amount of production has been recorded. 

______ Does not meet minimal requirements. 

 

STABILITY refers to the ability to withstand pressure and being calm in a crisis. 

______ Able to work under pressure; likes to solve crisis. 

______ Cannot work under pressure; easily startled and prone to worrying. 

______ Can stand some pressure; likes crises more than normal individuals. 

______ Has moderate level of tolerance for crises; normally calm. 

______ Cannot stand pressure at all; very sensitive. 

 

POLITENESS refers to courteous service given to others. 

______ Always courteous and helpful. 

______ Sometimes reveals unreasonable attitude. 

______ Is a source of inspiration to others in being courteous and likeable. 

______ Obedient and likeable. 

______ Direct and blunt; rude; confrontational. 

 

OVERALL EVALUATION refers to the comparison between employees who have 

worked at this job for the same duration. 

______ Very unsatisfactory. 

______ Below standard, but has shown improvement. 

______ Does work at moderate level. 

______ Above average. 

______ Excellent. 
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SupervisorÊs signature Date EmployeeÊs signature Date 

 

 

 

Signature of reviewing 

officer 

 

 

 

Date 

 

 

 

 

Personnel officerÊs 

signature 

 

 

 

Date 

 

 

Notes: 

 

 

Source: Carrell, Elbert and Hatfield (1995) 

 
After learning several methods used for making evaluations, which one do you 
think is the most appropriate to use? Actually, studies on this subject are limited. 
Some methods could be better than others, and it depends on the situation and 
purpose for which it is used. According to Schuler (1998), whatever method we 
choose, it has to have these characteristics: 

(i) Strategic 
Is related to business needs (if customer service is important, could it 
measure customer service?). 

 

(ii) Constructive 
Motivates employees to do the job better, provides feedback and helps in 
career planning and development. 

 

(iii) Able to Evaluate 
Helps in decision-making for promotion, compensation, dismissal and is 
able to compare between employees and department. 

 

(iv) Economical 
In the aspects of development, implementation and usage costs. 

 

(v) Free of Mistakes 
Free of assessorÊs bias such as the halo effect, generosity, etc. 

 

(vi) Interpersonal Nature 
A level at which the supervisor is able to gather useful and legal data to 
help him conduct evaluation interviews. 

 

(vii) Practical 
An evaluation system that is simple to design and implement. 

 

(viii) User Acceptance 
A level at which users could accept the evaluation format that is considered 
reliable, legal and useful. 
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In selecting an appropriate performance appraisal method, the legal factors have 
to be considered. Although there are no guarantees of getting the most secure 
method, the manager has to be careful about legal action against the performance 
appraisal that has been adopted. 
 
Table 6.9 shows the strengths and weaknesses of six performance appraisal 
techniques. Please note that the cheapest and simplest method usually provides 
rather inaccurate information. Researchers and human resource managers 
generally tend to believe methods that are more sophisticated and take a longer 
time offer more useful information although in reality it does not happen this 
way. What is important is that the manager has to make decisions based on the 
costs/benefits of the desired method. 

Table 6.9: Strengths and Weaknesses of Several Performance Appraisal Techniques 

 Rating Ranking 
Critical 

Incidents 
BARS MBO 

Assessment 

Centre 

Significant 

dimensions 
Sometimes Seldom Sometimes Often Often Often 

Time needed Low Low Moderate High High High 

Development 

costs 
Low Low Low High Moderate High 

Potential for 

errors in 

rating 

High High Moderate Low Low Low 

Approval by 

subordinates 
Low Low Moderate High High High 

Approval by 

top officials 
Low Low Moderate High High High 

Useful when 

giving 

arrears 

Weak Weak Moderate Good Good Moderate 

Useful when 

counselling 

workers 

Weak Weak Moderate Good Good Good 

Useful for 

identifying 

potential for 

promotion 

Weak Weak Moderate Moderate Moderate Good 

Source: Nankervis, Compton and Baird (2002) 
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SOURCES FOR PERFORMANCE ASSESSORS 

It is not easy to decide who is qualified to do the evaluation. In general, many 
people think that the manager or supervisor is the person most qualified for the 
task. Nevertheless, many organisations have engaged outside parties to do it, 
while some have used various combinations. 
 

 

6.3.1 Conventional Approaches 

Let us now find out about other parties that can do the evaluation. 
 

(a)   Managers and Supervisors 
Managers and supervisors are the most common source of assessors. This is 
due to the common perception that the manager is the most qualified 
person to carry out the duties of evaluating. It cannot be denied that the 
manager is the person closest to the employees and is able to give a 
realistic, objective and fair appraisal. Additionally, the manager normally 
has the formal authority to implement the evaluation and control the 
remuneration of the employees. 

 
However, there are some disadvantages in using the manager or supervisor 
as an appraisal source. Among the disadvantages are that he is unable to 
give an objective evaluation, especially in cases where there are conflicts 
between manager and employees, manipulation of rating for purposes of 
job promotion or salaries, discrimination resulting from inefficient 
management and sometimes the manager does not have the time to see all 
the work done by his subordinates. In this case, he has to rely a lot on log 
books and records to evaluate performance. If he does not have valid 
documents to be used for evaluation purposes, the evaluation may not be 
accurate. 

6.3 

ACTIVITY 6.8 

Design a table to show the methods of measuring performance complete 
with explanations. Compare your work with that of your friends. 

ACTIVITY 6.9 

In your opinion, who is qualified to evaluate performances? Elaborate. 
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(b)    Subordinates 
Although this approach is seldom used, it will nevertheless be used by 
organisations that practise total quality management and are always 
looking for ways of continuous improvement to evaluate the managersÊ 
performance. It cannot be denied that subordinates are the most 
appropriate people to do the evaluation task because they frequently 
interact with the manager and are in a position to observe work-related 
behaviour, especially in leadership, oral communication, delegation of 
authority and other aspects. However, not many managers would want to 
implement this approach because they do not want to give the power to 
evaluate to their subordinates, especially when the information given will 
be used for promotion purposes. But if the information is used for 
development purposes, the manager would be more than willing to use it. 

 
Some of the advantages of this approach are: 

(i)     It generates unique information about the manager. 

(ii)    It increases communication and satisfaction among employees. 

(iii)   It gives the manager incentives to change. 

(iv)   It increases job satisfaction among employees. 

(v)    It reduces the power and status gap and creates a more democratic 
workplace. 

(vi) It identifies managers who are efficient and possess leadership 
qualities. 

(vii)  It improves the performance of managers. 
 
Some of the disadvantages of this approach are: 

(i) The information given is limited to situations that involve interaction 
among employees only. 

(ii) The manager might feel pressured and would rather be popular than 
make the right decision. 

(iii) Employees are afraid to do any evaluation for fear of being punished 
or perhaps feel that the task of evaluating is not part of their duties. 

(iv) Some managers might not be able to accept negative feedback. 
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(c) Self-assessment 
Although self-assessment is not suitable for all situations, there are times 
when employees are required to fill up certain sections in the performance 
appraisal forms. This method is useful if: 

(i)    The employer wants its employees to be involved in the process. 

(ii)    There are employees living far from their co-workers. 

(iii) Employee has excellent and unique skills not found in other 
employees. 

 
Basically, this approach makes an employee reflect on his strengths and 
weaknesses and try to have objectives in order to overcome whatever 
weaknesses he or she has. Since many critics feel that employees would 
tend to rate themselves highly using this system, self-assessment is more 
suitable for personal development. 
 

(d)    Co-workers 
Co-workers who are in the same job position as the one being assessed 
could be an input for performance appraisals because they meet frequently, 
interact and work together. Thus, they are able to identify each otherÊs 
interpersonal skills, leadership skills as well as  strengths and weaknesses. 
This approach would be very useful if the supervisor or manager does not 
have the opportunity to observe the performance of every employee. Some 
organisations have found that this method increases the satisfactory level of 
their employees, especially with regard to matters related to their self-
development. 
 
However, peer evaluation is not very popular because of the fear that it 
could lead to abuse by employees looking for popularity or to take revenge 
against co-workers they do not like. In addition, those who have received 
negative evaluations from their peers could adversely affect productivity, 
team intimacy and job satisfaction. Another reason for its unpopularity is 
that the manager himself is reluctant to surrender his evaluative power to 
his subordinates. 
 

(e)    Team 
Besides using peers as assessors, evaluation can also be done by team 
mates. It is based on the total quality management (TQM) concept which 
encourages workers to work in teams. Although co-workers are at the same 
level, position-wise, they do not work as closely together as they would in a 
team. Usually, the work produced as a result of teamwork would be 
difficult to be judge individually. Therefore, team evaluation is normally 
done by looking at the overall product, rather than individual effort. 
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Similarly, acknowledgement and remuneration will be given to the team 
and not to each team member. 
 

(f)     Customers 
Customers as a resource may be obtained internally as well as externally. 
Internal customers refer to those inside the organisation who depend on the 
work produced by the employee being assessed, while external customers 
are those who buy or use the products or services of the organisation 
(Faizuniah, 2002). 
 
To a salesman and other services, for example, customers are regarded as 
individuals who can give a true picture of his or her behaviour. Some 
organisations use customer satisfaction as a yardstick for bonuses for their 
employees. The use of customers as assessors is expected to continue in line 
with the increasingly popularity of TQM and the service industry. 

6.3.2 Multi-resource Approach/360 Degree Evaluation 

Compared to traditional approaches which use only one evaluation resource, the 
360 degree evaluation uses feedback from many sources such as the manager, co-
workers, customers and probably the employees themselves. In recent years, this 
approach is becoming more popular among organisations which would like to 
improve individual performance as well as that of organisation in order to be 
competitive. This is because the feedback is able to: 

(a)   Help achieve business strategic objectives and make changes by identifying 
the required knowledge, skills and capabilities; 

(b)   Design training and development programmes needed; and 

(c)    Keep track of the employeesÊ development, to see how much they have 
applied what they have recently learned. 

 
In addition to getting the competitive edge, other factors such as increase in 
teamwork and emphasis on customer satisfaction resulting from improvement in 
the quality of operations contribute to the employerÊs acceptance of this 
approach. 
 
In general, the feedback obtained is more comprehensive and may be used for 
self-development. Some organisations use it as an input in decisions on 
compensations and other administrative purposes. However, problems arise if 
the assessor is inefficient or biased. Glaring discrepancies in the evaluation marks 
will create problems for the administration when tallying the results. The 
following are the advantages and disadvantages of the 360 evaluation technique. 
Refer to Table 6.10. 
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Table 6.10: Advantages and Disadvantages of the 360 Degree Evaluation 

 

ADVANTAGES 

  Is a more comprehensive evaluation system because the feedback is obtained 

from many sources; 

  Better quality information. (RespondentÊs quality is more important than 

quantity); 

  Is able to complement the TQM initiative by emphasising evaluation from 

internal and external customers and teams; 

  As the feedback is from many sources and not from individuals, it can reduce 

bias and prejudices; and 

  Feedback from co-workers and other sources may help in improving employeesÊ 

self-development. 

 

DISADVANTAGES 

  System will become more complex if various feedback is combined;  

  Feedback could create resentment if the employee knows the respondent is 

trying to destroy him; 

  There could be contradictory opinions although all opinions are true from the 

assessorÊs perspective; 

  Employees might give an illegal evaluation of each other; and 

  Assessor might not be accountable for the evaluation he or she has made if his or 

her name is not stated. 
 

Source: Bohlander, Snell and Sherman (2001) 

ACTIVITY 6.10 

There are some samples of performance appraisal for an effective 
human resource management such as the 360-degree, the Harrison, the 
CampbellÊs and the Myers-Brigg. Watch this video 
http://www.youtube.com/watch?v=uJj91ycYdNg&feature=fvw title 
„Human Resources: Employee Performance Appraisal Samples‰ and 
answer the questions below: 

(a) What are the key points of employee performance appraisal 
samples mentioned in the video? 

(b) Discover why the 360-degree sample is an effective performance 
appraisal? 

Discuss the answers in the class or the myVLE forum. 


