
 

 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

  INTRODUCTION 

At this stage, you would have understood and have an idea of what a 
performance appraisal is. By now, you should be able to explain the meaning of 
performance appraisal, why it is implemented, the reasons for its failure and how 
to plan and achieve a successful performance appraisal. 
 
You have also learnt the process of designing a performance appraisal, such as 
determining the criteria for the performance measurements, matters that should 
be considered when developing performance standards, approaches to be taken 
in measuring performance and selecting individuals as appraisers. 
 

LEARNING OUTCOMES 

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

1. Identify two types of training for the appraiser; 

2. Describe the purposes of performance appraisal interviews; 

3. Differentiate the types of performance appraisal interviews;  

4. Review the errors made by appraisers during the process of 
evaluation; and 

5. Summarise the three issues and challenges in developing an effective 
performance appraisal. 
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After knowing which approach to use for measuring performance and after 
identifying the individuals who will be responsible for carrying out the 
evaluation, now it is time for us to implement the evaluation that has been 
designed. In this topic, we will continue discussing performance appraisals by 
looking at the reasons why it is important for an organisation to educate the 
appraiser and the individual to be appraised, and the ways of implementing it. 
Other than that, a few common errors by appraisers will also be discussed. After 
a performance appraisal has been implemented, it will be good to have a 
performance interview because it gives the supervisor and the employees an 
opportunity to find a way of improving the employeesÊ performance in future. 
This topic will end by highlighting three issues and challenges in implementing a 
performance appraisal. 

 
EDUCATING THE APPRAISER AND THE 
INDIVIDUAL BEING APPRAISED 

An effective performance appraisal should be managed as objectively as possible. 
However, since a big part of the evaluation element involves the judging of 
human beings, this seldom happens. There are individuals who are purposely 
biased or have a negative prejudice towards other people. A male manager for 
example, may harbour thoughts that females are only qualified to stay at home 
and thus will give them a low evaluation even though some of them might show 
an excellent performance. Other managers, too, may have preconceived ideas 
towards a certain group and will allow this matter to influence their evaluation. 
It cannot be denied that there are managers who feel threatened by the presence 
of younger officers and will give them a low evaluation. 
 
However, not all errors are made consciously. There are errors that are not done 
on purpose by the appraiser. This might be due to a lack of experience in 
handling a performance appraisal or due to the weaknesses that are present in 
the evaluation method developed by the organisation. Although it is difficult to 
overcome all these errors over a short period of time, training can be given to the 
appraiser from time to time. 
 
An effective training programme will usually clarify the objectives to be attained 
from the implementation of the performance appraisal, the methods of 
measuring and implementing it, how often it will be carried out, who is 
responsible for implementing it and the performance standards that need to be 
followed. It is the responsibility of the appraiser to know the actual purpose of 
carrying out the evaluation, whether it is to decide who is qualified to receive 
training or for promotions and increase in wages. Other than that, the training 
managed should also focus on the methods to eliminate errors that are subjective 
in nature while carrying out the performance appraisal process. 

7.1 
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Two kinds of training can be given to an appraiser namely the appraiser error 
training and appraiser accuracy training. 
 
(a) Appraiser Error Training 

The training given tries to make the appraiser realise the errors he has made 
and help him come up with a strategy that can minimise the errors. During 
training, the activities carried out include watching videos on the errors 
made during evaluation, practising how to do an evaluation and discussing 
how the errors can influence the evaluation done. Appraisers will also be 
given guidance on how to avoid the errors mentioned. 

 
(b) Appraiser Accuracy Training 

The appraiser accuracy training tries to stress the multi-dimension 
evaluation and familiarise the appraiser with the actual contents of the 
various dimensions mentioned. An example of each dimension will be 
given and discussions on the actual level of performance visualised in the 
example will be carried out. 

 
Besides giving training to the appraiser, Noe, et.al (2000) has suggested a 
few more methods to reduce the errors in managing a performance 
appraisal. Among them are: 

(i) Strengthening the support of the higher authority for the evaluation 
system and actively discouraging the appraisers from deviating; 

(ii) Giving the appraiser a little freedom to act and to measure the 
performance objectives and the criteria of the employee being 
appraised; 

(iii) Recognising the achievement of the employee which is not self-
motivated; 

(iv) Ensuring that constraints like budget do not obstruct the process; 

(v) Ensuring that the evaluation process is consistent for the whole 
organisation; and 

(v) Instilling transparency to encourage employees to be honest about 
their weaknesses. 
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Below are among the errors commonly made by an appraiser and if they are not 
given due attention, it will lead to dissatisfaction among employees. These errors 
are shown in Figure 7.1. 
 

 

Figure 7.1: AppraiserÊs errors 

 
(a) Halo and Horn Effect 

The halo and horn effect occurs when an appraiser allows a character or 
criteria of an employee to overcome a realistic appraisal over the other 
characters and criteria. In other words, the manager will provide high 
marks for all the items, just because of one character or criteria. For 
example, if employee A is always early for work, a supervisor might 
assume that employee A is very hardworking. This can influence the 

ACTIVITY 7.1 

If you have been an appraiser before, name five kinds of training that 
were provided by the management for you before handling a 
performance appraisal. Were you satisfied with the training given? If 
your management had not provided you with the training, what 
would you have done to ensure that the evaluation done was the best? 
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appraisal given to employee A. Employees may get high marks for all 
aspects including the quantity and quality of work because the appraiser 
fails to value each item separately. 

 
Other than that, there will be a negative halo effect or better known as horn 
effect/devilÊs horn in the appraisal. In this context, a supervisor will give a 
low evaluation for all the items based on one bad performance displayed by 
the employee. For example, if employee B always makes mistakes in taking 
telephone messages, a supervisor will assume that employee B is inefficient 
although he has no problems with the other duties. This problem can be 
overcome by giving training to the appraiser and indicating the category 
that should be evaluated clearly. 

 

(b) Stereotype 
Stereotypes are common errors in any evaluation method. It happens when 
an appraiser places employees into categories or classes according to age, 
sex, race, and disability or criteria related to the organisation, like seniority, 
employeeÊs membership in the organisation, rank or his relationship with 
the higher authority. For example, employees aged 50 and above will be 
regarded as individuals who are difficult to train, unable to carry out a job 
efficiently and difficult to accept changes. This negative perception will 
then influence the overall performance appraisal of the employees. 
Conversely, if an employee has a close relationship with higher authority, a 
high evaluation will be given. Just like the halo effect, stereotype problems 
can be overcome by giving specific training to the appraisers. Besides that, 
the organisation must make sure that it does not set  scales which are not 
related to the appraisal standards. 

 

(c) Attributes 
An appraiser might justify every behaviour, which then influences the 
employeesÊ performance. When a supervisor connects an excellent 
performance with an external cause like luck, holding an easy post or 
getting help from other friends, the evaluation given will be low. 
Conversely, if the excellent performance of an employee is connected to an 
internal cause like effort and ability, the employee will get high marks in 
his performance appraisal. In short, a supervisor will give high marks in a 
performance appraisal to an employee when it is connected to an internal 
cause compared to an external one. The attributes error can be avoided by 
using the scale method based on behaviour as this method requires an 
appraiser to make an evaluation regarding behaviour and not to judge it. 
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(d) Recency Effect 
A recency effect will take place when an appraiser carries out an evaluation 
based on the latest information on performance. Basically, an appraiser is 
asked to evaluate a recent performance and not the past yearÊs 
performance. However, in this context, when a supervisor is asked to 
review an employeeÊs performance for the last six months or a year, almost 
all supervisors are more likely to give comments on outstanding or obvious 
behaviour or on recent events. If an employee displays an excellent 
performance for the first two months only, and for the last month before the 
evaluation is carried out, he fails to display an encouraging performance, he 
will probably get a low evaluation. To avoid this from happening, 
supervisors are advised to keep a log book to record everything that 
happens. This will help the supervisor prepare a more comprehensive and 
accurate performance report. 

 
(e) Leniency/Strictness Errors 

An evaluation will become less accurate if an appraiser is keen to use one of 
the extremes (low or high) on the performance scale. A less experienced 
and generous appraiser may take the easy way out by giving a higher 
performance appraisal than needed to all the employees. This happens 
because the supervisor thinks that by doing so, he is making the employees 
happy and they will not act aggressively towards him. There are a few 
supervisors who are not comfortable with confronting employees who are 
dissatisfied with their low performance appraisal. Therefore, all employees 
are given a high performance appraisal. 

 
This situation can actually make the employees who are really excellent and 
hardworking, feel dissatisfied. This can lead to the decline in their motivation 
and productivity. The hire and fire rate will also rise as excellent employees 
will migrate to other organisations which can afford to give them an accurate 
performance appraisal as well as the acknowledgement that is due. 
 
Besides having supervisors who like to give a high evaluation to all employees, 
there are those who are too strict and give a very low evaluation to all 
employees, although they have displayed good work performance. This 
situation will also cause problems which are similar to the supervisor who is 
lenient, although this error is not often done as compared to the leniency error. 

 
(f) Central Tendency 

Supervisors who have a wide control reach and do not have the 
opportunity to observe all their employeesÊ behaviour, tend to give an 
average evaluation for all the dimensions evaluated. This is considered a 
safe strategy since no employee will get an evaluation which is too low or 
too high. Some of the methods used will force an appraiser to give an 
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average evaluation to all employees as in the forced distribution method. 
Besides giving training to supervisors, this problem can also be overcome 
by developing an evaluation system based on job analysis. Since job 
analysis is more focused on the details of the job content, then the 
performance criteria for every job content should be developed. 

 
(g) Contrast Error 

If the criteria used is not clear or the ranking method is used, the contrast 
error will happen. The evaluation given will usually be influenced by the 
previous performance. For example, an employee who has an average 
achievement will look more productive when compared to an employee 
who has an unsatisfactory performance. The same thing will happen if the 
particular employee is compared to an excellent employee. He will 
definitely be seen as unproductive. We can overcome this problem if an 
appraiser is given training to focus on using the same objective and relating 
the behaviour to the performance measured. 

 
(h) Similar-to-me Error 

This problem arises when similar factors that are present in the appraiser 
and the employee influence the evaluation carried out. For example, when 
an appraiser and an employee come from the same village or school, the 
employee will get a more positive perception from the appraiser. The 
employee involved may be given a high evaluation even though his actual 
performance is average. The effect of this similar-to-me error is enormous 
especially when similarities are based on factors like community, sex and 
religion. This eventually will lead to other problems or discrimination. 

 
(i) Evaluation Politics 

Evaluation politics is when an appraiser manipulates the scale in order to 
achieve his personal objectives. It usually exists in the evaluation system and 
also in the culture of the organisation. A number of factors that may contribute 
to this problem include the evaluated employee being entrusted to the 
appraiser, competition in the objectives set and a direct relationship between 
the appraiser and the rewards. At the same time, evaluation politics will take 
place if the manager on the higher level does not seem to protest the 
manipulation done or is satisfied with the situation. Unfortunately, this 
problem cannot be eliminated fully and research to overcome this problem is 
limited. 
 

Besides educating the appraisers, the individual being appraised should also be 
educated and informed of the performance appraisal system practised by the 
organisation; how it will be done, what kind of performance is expected by the 
organisation, what will be measured and so on. Be doing so, the supervisors and 
managers will not be accused of manipulating the evaluation conducted. An 
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individual who is clear about what is expected and what is desired will be more 
satisfied and will usually perform excellently. The appraiser errors can be summed 
up as shown in Table 7.1. 
 

Table 7.1: Summary of Appraiser Errors 

Errors Details 

Halo and Horn Effect Halo Effect: Positive evaluation towards employees based on 

one criteria. 

Horn Effect: Negative evaluation towards employees based 

on one criteria. 

Stereotype Evaluation based on personal criteria 

Attributes Evaluation based on the causes of an employeeÊs particular 

behaviour 

Recency Effect Evaluation based on employeeÊs latest performance 

Leniency/Strictness 

Errors 

Leniency error: evaluation given is higher than what it is 

supposed to be. 

Strictness error: evaluation given is lower than what it is 

supposed to be. 

Central Tendency Average evaluation for all employees 

Contrast Error Evaluation based on comparison among employees 

Similar-to-me Error Evaluation based on the similarities between the appraiser 

and employee. 

Evaluation Politics Evaluation based on personal or companyÊs interests. 

 

 

 

 

 

 

ACTIVITY 7.2 

In your opinion, what form of training is needed to educate the 
appraiser and the individual being appraised? Discuss the errors 
commonly made by an appraiser. 
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PERFORMANCE APPRAISAL INTERVIEWS 

Performance appraisal interviews may be considered part of an important 
process in performance appraisals. Performance appraisal interviews actually 
give the manager a chance to discuss performance records with the employee 
and discuss rooms for improvement. Other than that, it also gives the managers a 
chance to know their subordinateÊs attitude and feelings which may help 
improve the communication flow. 
 
Depending on the objectives of the evaluation system, the interview carried out 
may try to fulfil a number of the following aims: 
 
(a) To present the records or the summary of an employeeÊs work performance; 

(b) To get feedback, ideas and suggestions from the employees and 
information about their work aspirations; 

(c)  To inform employees about the position of their work performance in the 
organisation; 

(d) To evaluate employees for the purpose of promotions or transfers; 

(e) For counselling purposes to discuss problems related to job performance as 
well as to find ways of overcoming these problems; 

(g) To get information for human resource planning; and 

(h) To improve the job relationship between supervisor and employees. 

 

Although basically a performance interview has a lot of advantages, many 
managers feel that it is a burden. This is because managers have to carry out a lot 
of discussions with every employee especially when they are asked to review 
past performances and at the same time develop plans for the future. Therefore, 
the interview sessions have been divided into two parts; one to discuss the 
performance review and the other for the employeesÊ growth plans. This division 
does not only help the managers carry out careful observation but it can also 
lighten his task of acting as an appraiser and a counsellor at the same time. 
 
A big part of the format of handling a performance interview is decided by the 
reason it is carried out, the kind of performance appraisal interview that will be 
used as well as the arrangement of the performance interview. A number of the 
performance appraisal interviews carried out try to give feedback to the 
employees about their job performance and try to make plans for their growth in 
the future. The interviews implemented are well planned so that both parties are 
ready to carry out a discussion. Employees usually will be informed of the 
interview ten days or two weeks prior to the date it will be carried out. 

7.2 
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7.2.1 Preparations for Handling a Performance 
Appraisal Interview 

Before handling a performance appraisal interview, below are a few guidelines 
that can be followed: 

(a) Understand the organisationÊs objectives and policies; 

(b) Make sure that the information on the work is updated and the employee is 
ready to be interviewed; 

(c) Inform the employees early about the date of the interview, its form and the 
purpose of having the interview; 

(d) Ensure that the location chosen is away from disturbances; 

(e) Choose a suitable time. Usually, it is early in the morning and early in the 
week; 

(f) Make sure you know the attitude and behaviour of the employee to be 
evaluated so that a suitable interview technique can be chosen; 

(g) Make sure that enough time is given for handling the interview. This 
usually depends on the kind of interview chosen and the kind of job or 
employee interviewed; 

(h) Ensure that every aspect that will be discussed is carried out separately, 
that is, done one by one, for example discussing the outcome of the 
evaluation done, identifying problems and making career plans; and 

(i) Any evaluation decision about the employee must be done only after the 
interview process is over. 

What is the purpose of interviewing an employee in carrying out a 
performance appraisal? Explain. 

SELF-CHECK 7.1 

ACTIVITY 7.3 

Discuss with your coursemates the preparations of a sample format 
for handling a performance interview in your organisation or in your 
friendsÊ organisation. 
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7.2.2 Three Kinds of Performance Appraisal 
Interviews 

Norman R.F Maier may be the individual who has done the most research on the 
various approaches in performance appraisal interviews. In his book titled The 
Appraisal Interview, he has done a number of analyses on the relation between 
the cause and effect on three kinds of interviews, which are: 
 
(a) „Tell and Sell‰ Interview 

This method usually gives very little chance to the employees to be 
involved in the discussions held. Generally, it contains three stages: 

(i) The appraiser gives his opinion on the employeeÊs work 
performanceÊ; 

(ii) Getting the employee to accept the said evaluation; and 

(iii) The employee agrees to follow the plans for improving his 
performance. 

 
To ensure the effectiveness of this approach, the employee must first 
believe that the evaluation done is fair. This is because the level of the 
employeeÊs involvement in the evaluation outcome is limited. Therefore, 
the skill needed in the „tell and sell‰ interview is the ability to influence the 
employee to change as desired. The changes may involve developing a new 
behaviour on the employeeÊs part and also the use of motivational 
incentives on the part of the appraiser. 

 
(b) „Tell and Listen‰ Interview 

Unlike the „tell and sell‰ interview, this method provides the employees 
opportunities to give feedback. It is the most used method compared to the 
other two methods. Just like the „tell and sell‰ interview, it also involves 
three stages: 

(i) The evaluation outcome is presented to the employees; 

(ii) Employees express their opinion of the evaluation outcome derived; 
and 

ACTIVITY 7.4 

In your opinion, what are the guidelines needed as preparation for 
handling a performance appraisal interview? Discuss this. 
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(iii) The opinions of both parties will be considered in drawing up plans 
for future improvement. 

 

(c) Problem Solving Interview 
Listening, accepting and giving feedback of what one feels are among the 
skills required in a problem solving interview. Maier encourages using this 
method because it encourages an employeeÊs growth and development. 
Through this method, the supervisor and employee will discuss matters 
like problems, needs, innovation, satisfaction and dissatisfaction 
encountered by the employee while implementing his job. 

Although some of the techniques needed for this method, like questioning, 
listening and summarising are the same as in the „tell and listen‰ interview, 
some other techniques are also required: 

(i) The ability to produce and receive ideas from employees and to 
encourage them to carry out self-assessment; 

(ii) Respect and be sensitive to the feelings of the employee; 

(iii) Avoid criticising the employees; 

(iv) The ability to maintain the flexibility of the interview so that new 
problems can be explored; and 

(v) The ability to look at the job from the eyes of the employee. 

 

 

7.2.3 Implementation of Performance Appraisal 
Interview 

There is no fast and easy way of handling a performance appraisal interview. 
Even so, there are a number of guidelines that can be followed by managers or 
appraisers to improve employeesÊ acceptance of the feedback given, the 
satisfaction on the interview carried out and the desire to improve the level of 
performance in future. These guidelines can be summed up in Figure 7.2. 
 
 
 
 

ACTIVITY 7.5 

If you are an appraiser, which method would you propose to your 
organisation? Why? 
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Figure 7.2: Implementing a performance appraisal 

 

The details of Figure 7.2 are as below: 
 

(a) Self-assessment 
Before handling a performance appraisal interview, it would be better if the 
employees are given the opportunity to carry out self-assessment first. 
Although this particular information may not be used formally, it can 
actually help the employees think about their achievements. After an 
employee has conducted a self-assessment, the interview process that 
follows will be easier, where both the supervisor and the employee will 
find a way to solve the conflicting issues. In many of the researches done, it 
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is found that a number of employees are more satisfied when they are also 
involved in the evaluation process. 

(b) Encouraging Participation 
The basic objective of having a performance appraisal interview is to encourage 
a dialogue between the employees and the managers to help improve their job 
performance. In other words, employees are encouraged to be actively involved 
during the discussion. Only this way, the problems and obstacles faced by the 
employees can be overcome and solved right to the roots. 

 (c) Show Appreciation 
Praise is considered as one of the powerful ways of motivation. Employees 
usually want  positive feedback during the performance appraisal 
interview. Therefore, the best way of handling the interview is to start off 
by praising the employeesÊ past achievements. In this way, employees will 
not try to hide the errors that they have made. They will also be more open 
in discussing the problems they are facing in the process of carrying out 
their jobs. 

 
However, this method sometimes does not bring about a positive effect. 
The employee already expects that he or she will be criticised after being 
praised. So, it is better if the employees are given criticism first before they 
are given positive words about their achievements. However, if the 
employees are given continuous feedback, this technique need not be used. 

 
(d) Minimise Criticisms 

An employee who has a good relationship with the manager can accept 
criticisms given with an open heart as compared to those who do not. Therefore, 
before giving any criticism, please adhere to the following guidelines: 

(i) Are the criticisms really necessary? Managers who are disappointed 
with their employeesÊ performance may vent their anger by criticising 
them. Make sure that the criticisms are really focused on the problems 
that have taken place. 

(ii) Do not blow the issues out of proportion. Try to give brief criticism that is 
based on facts and focus on the problems that need to be solved. 

(iii) Make improvements as your objective. Giving criticisms without 
suggestions for improvement will make the discussions pointless. Any 
criticism given should be followed by concrete support from the 
management in overcoming the problems taking place. 
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(e) Change the Behaviour, Not the Individual 
In general, managers try to become psychologists in looking for the reasons 
why an employee acts in a certain way. But when we are faced with a 
particular problem, we must remember that it is not the individual 
personally that is the problem, but it is more of the actions displayed while 
carrying out a job. Try to avoid giving suggestions that touch on an 
individualÊs character. Suggestions should be focused on methods that are 
more suitable for carrying out a certain job. As an example, managers can 
focus the discussion on the reason for an employeeÊs absence, rather than 
on personal issues like the employee cannot be trusted or is lazy. 

 
(f) Focus on Solving the Problem 

It cannot be denied that there are managers who try to blame the employees 
in the process of solving the problems related to performance. Blaming and 
finger pointing between the two parties will not bring any good. If this 
situation persists, both parties will fail to see the reasons why the problem 
exists. Therefore, during a performance appraisal interview, both parties 
must analyse the reasons why the problem exists and try to find the best 
solutions for them. 
 

(g) Give Support 
One of the techniques that can encourage an employee to be involved in the 
problem solving process is by asking, ÂHow can I be of help to you?‰ 
Employees will then blame matters like bureaucracy or the lack of resources 
for the decline in their job performance. In this case, managers should be 
more open-minded and always give their support to help the employees 
face the problems and to enable them to achieve higher. 

 
(h) Develop Objectives 

Since the main objective of having a performance appraisal interview is to 
make plans for improvements, it is important for managers to focus on the 
future. In preparing objectives for the employees, managers should pay 
attention to matters like: 

(i) Emphasise on the strengths that the employees can develop instead of 
trying to overcome their existing weaknesses; 

(ii) Focus on the opportunities for development in the employeeÊs current 
situation; 

(iii) Limit the opportunities for development to a few important matters 
that can be achieved within a reasonable period; and 

(iv) Develop specific action plans by stating how each objective can be 
achieved. 
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(i) Day to Day Follow Up Actions 
Ideally, performance feedback should be made part of the managerÊs job. 
Useful feedback is usually given promptly and specifically for a certain 
situation. Unfortunately, managers and employees are seldom happy and 
satisfied with the discussions held during a performance appraisal 
interview. This can be overcome by using the guidance approach and by 
giving informal advice regularly and continuously. 

 

 

 
IMPROVING EMPLOYEES’ PERFORMANCE 

In many situations, the outcome derived from a performance interview gives a 
lot of information about the problems related to job performance which can be 
used as a base for making plans for the future. As long as these problems are not 
brought to the employeeÊs knowledge, they will continue to display a 
performance that the organisation is not happy with. There are some employees 
with low performance who are not aware of what is expected of them and in this 
kind of situation, corrective measures are very much needed. 

7.3.1 Causes of Ineffective Performance 

Before taking any corrective measures, managers and supervisors should first 
understand and know why employees are not able to perform as is expected of 
them. There are a number of causes why they fail to  perform excellently and 
most importantly, managers and supervisors must bear in mind that every 
employee is unique and have different strengths and weaknesses. Other than 
that, factors like job environment, external environment like homes and society 
as well as personal problems, can also contribute to performance problems. In 
order to get a clearer understanding, Table 7.2 lists the sources that can influence 
an employeeÊs performance level. 
 

 

7.3 

ACTIVITY 7.6 

Based on the guidelines given above, which is the most effective in 
your organisation? Why? 



    TOPIC 7    IMPLEMENTATION OF PERFORMANCE APPRAISAL SYSTEM 144 

Table 7.2: Sources of an Ineffective Performance 

Experience and OrganisationÊs Policies Personal Problems 

  Unsuitable job placement 

  Lack of training 

  Ineffective job experience 

  Not firm in enforcing job policies 
and standards 

  EmployeesÊ needs are not taken care 
of by the organisation 

  Lack of communication 

  Employees are not sure who they 
should reporting to 

  Unclear job descriptions 

 

 

Job Related 

  Job needs constantly changing and    
unclear 

  Fed up with job 

  Lack of career opportunities 

  Obscure job functions 

  Conflict between management and    
employees 

  Problem with co-workers 

  Unsafe job environment 

  Lack of raw materials and tools 

  Inability to perform jobs 

  Excessive workload 

  Lack of job skills 

  Using drugs and alcohol 

  Health problems 

  Stress 

  Communication problems 

  Financial problems 

  Unstable emotions 

  Conflict between demands of family 
and job 

  Physical constraints like disability 

  Low work ethics 

  Other family related problems 

  Lack of effort 

  Immature 

 

External Factors 

  Extreme competition 

  Rules constraints 

  Ethics 

  Conflict between management     
and employee unions 

 

Source: Nankervis, Comptom and Baird (2002) 

Therefore, it is proposed that the diagnosis done on the employees should focus on 
the three elements namely, skills, efforts and external situations. For example, if 
Fauzan fails to display the performance determined by the organisation, the cause 
for the failure may be due to skill problems (like knowledge, ability, technical 
skills), problems related to effort (no motivation to carry out job) or problems 
related to external environment (short of raw materials or economical factors). 
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7.3.2 Managing an Ineffective Performance 

After knowing the causes for the decline in performance among employees, an 
action plan can be drafted. Among the actions that can be taken are giving 
training, moving the employees to another department or by asking them to do 
another job that is suitable to the skills that they have. Likewise, managers can 
motivate the employees to put in more effort. 
 
One of the methods often neglected by the organisation is giving counselling to 
the employees. Through counselling, a relationship between the employee and 
the counsellor is developed to help them solve their problems, be it related to 
their job or their personal life. Although counselling is considered a good 
approach, the question is whether the managers or supervisors are qualified to 
become counsellors. Normally, when employees come to see a manager or a 
supervisor, it is to discuss their jobs and their performances. To overcome this 
problem, organisations can use the services of a counsellor from outside to help 
solve problems of a more personal nature. A counselling service is usually 
needed when an organisation sets up a „help for employees‰ programme. This 
programme is one of the examples of the initiatives taken by the organisation to 
help its employees who have drugs, alcohol, family or financial problems. In 
implementing the „help for employees‰ programme, attention should be given to 
a few matters: 

(a) If an employee has a personal problem and the problem does not influence 
his job performance, the manager has no right to interfere in his employeeÊs 
personal problems; 

(b) The management may provide counselling services but it is up to the 
employees to make use of it; 

(c) It is important to provide staff that can voluntarily help employees who 
need help; 

ACTIVITY 7.8 

Based on your experience and observation, what are the steps taken 
by the management to handle employees with performance 
problems? 

ACTIVITY 7.7 

In your opinion, what are the causes of ineffective performance? 
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(d) The supervisorÊs intervention is only to carry out his responsibility in 
ensuring that the employees display the desired performance and it is also 
his responsibility to give them guidance, training  and encouragement; 

(e) Continuous monitoring of job performance is one of the ways for managers 
and supervisors to have an objective evaluation. If it is found that the 
employeeÊs performance is not satisfactory, the manager and supervisor 
have the right to discuss this with the employee and advise him on how to 
improve his job performance; 

(f) Recommendations to see a counsellor will only be done if the manager and 
supervisor fail to solve the problems through formal channels; and 

(g) The procedure for „help for employees‰ programme should be adjusted 
according to the organisationÊs existing policies. 

 

 

 
ISSUES AND CHALLENGES IN DEVELOPING 
AN EFFECTIVE PERFORMANCE APPRAISAL 

Other than the nine kinds of errors done by an appraiser, there are also other issues 
that should be addressed. To end this topic, below are the three issues that can be 
considered collectively. These three issues are described below in Figure 7.3. 

 

Figure 7.3: Issues and challenges in developing a performance appraisal 
 

 

7.4 

SELF-CHECK 7.2 

What are the methods that can be used to handle ineffective work 
performance? 

In your opinion, what are the issues and challenges that will arise in 
developing an effective performance appraisal? 

ACTIVITY 7.9 
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7.4.1 Managing Marginal Employees’ Performance 

Marginal employees are employees that have a low level of performance. They 
are not able to display a high work performance due to a lack of ability and/or 
motivation  (Noe, et.al 2000). Therefore, appropriate actions should be taken to 
overcome this problem. 
 
Figure 7.4 shows the suggested actions that can be taken by a manager on four 
categories of employees. To make sure that the actions taken are relevant, 
managers should take into account factors like ability and motivation. In 
determining the level of ability, managers must make sure whether an employee 
has the knowledge, skills and ability that will enable him to carry out his job 
effectively. For a new employee or an employee who has been transferred to a 
new post, this matter can pose a problem. 

 

Figure 7.4: Ways of managing an employeeÊs performance 
 Source: Noe (2000) 
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From the aspect of the employeeÊs motivation level, a manager must first make 
sure that the employee gets a suitable job match besides getting a salary that 
commensurates with the job done. If all these matters have been considered, 
then,any sudden changes that occur in an employeeÊs performance may show 
that he is having personal problems. 
 
Now let us look at the four categories of employees that are based on their ability 
and motivational level. An employee with a high level of ability and motivation 
are in the same category as other employees who have a solid performance. In 
many cases, this type of workers are usually marginalised from training and self-
development programmes by managers because they assume that employees 
with solid performances do not need guidance or training. However, it would be 
best that training and development programmes are continued even though the 
managers know that these employees are in the same category as the employees 
with solid performances. This is to enable them to continue being successful and 
to maintain their existing performances. 
 
Employees in the second category have a high level of motivation but lack ability 
(misdirected efforts). They can be helped through training. Employees in the 
third category who have the ability but lack motivation (low use), can be helped 
by focusing on problems between individuals and incentives. For work 
performance that is chronic(deadwood) i.e. employees who lack ability and 
motivation,  termination may be the best solution. 

7.4.2 Performance Appraisal that is Valid and in 
Accordance with the Law 

In handling a performance appraisal, a manager should pay serious attention to 
his position from the legal aspect. An employee who is dismissed as a result of a 
low job performance may make a legal claim to get his job back. Since there is 
potential for an unjust dismissal, an organisation must form a performance 
appraisal system that can be defended legally. 
 
For the last few years, the Industrial Court is very consistent with its message to  
employers. It cannot be denied that the employer has the right to dismiss any 
employee who fails to display a satisfactory performance, but the employees 
must be treated as fairly as possible. The Industrial Court has demanded that 
employers take the following actions before dismissing an employee. 
 
(a) An employee should be told in writing that his job performance cannot be 

accepted. The letter to the employee should contain: 

(i) An accurate elaboration on what is lacking in his current 
performance; 
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(ii) A warning that unless there is an improvement in performance, the 
employee may be dismissed; and 

(iii) A time frame for the employee to show a marked improvement in his 
performance. 

 
(b) The management must discuss with the employee the problems related to 

their performance and develop an action plan together to overcome the said 
problem. Depending on the nature of the problems faced, the employer 
may be forced to give training, retraining or counselling to the employee 
concerned. 

7.4.3 Use of Technology in Performance 
Management: Electronic Monitoring 

How would you feel when you are told that all your movements are being 
observed by the management through a camera fixed in your office? Some 
companies, like General Electric in America, record and review telephone 
conversations of their agents at the customer service centre for the purpose of 
improving its customer service. American Airlines also monitors telephone calls 
made by their agents at reservation centres. The manager can listen to every 
conversation carried out by their agents and see how they enter the reservation 
details into the computer. Although electronic monitoring has its own 
advantages, it can weaken the spirit, lower the dignity and gives pressure to the 
employees being monitored. To avoid negative effects such as these, the manager 
should inform the employees of its real purpose. 
 
Other than electronic monitoring, nowadays, we have performance appraisal 
software that can help managers develop assessment forms according to the 
needs of every job. The application of this performance software can help to 
overcome certain performance problems. Managers only need to set the standard 
for every job and make an evaluation based on the relevant standards. After that, 
the computer will process and give a brief report of the strengths and weaknesses 
of the employee being evaluated. During the process of diagnosing, managers 
need to give information related to performance problems like whether the 
employee that has the skills and training has caused problems in the performance 
measured, information related to the job environment or whether an employee is 
working under a time constraint. In short, this software can help lessen the 
managerÊs duties in processing and handling a performance appraisal. 
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  Since performance appraisal involves the judging of human beings, we 

sometimes fail to implement it objectively and effectively.  

  A number of errors like the halo and horn effects, stereotyping, attributes, 
recency effect and various other errors are, either consciously or 
unconsciously, often done by appraisers.  

  Therefore, appraisers need to be educated and trained to avoid making these 
errors. 

  Among the training that can be handled by the management are appraisersÊ 
errors and appraisersÊ accuracy training. 

  Besides the appraisers, the individuals being evaluated should also be trained 
and informed of the evaluation system used by the organisation.  

  The individual being evaluated has the right to know when and how the 
performance appraisal will be carried out, what the expectations of the 
management are, what is to be measured and so on.  

  This way, the supervisors and managers will not be accused of manipulating 
the evaluation.  

  After a performance appraisal has been carried out, a performance appraisal 
interview is carried out to give the supervisor and the employee a chance to 
sit and discuss a solution to improve future performances.  

  Issues like managing employeesÊ marginal job performance, a performance 
appraisal which is valid according to the law and the use of technology in 
managing performance appraisal should be given attention This is to enable 
the management to develop an effective performance appraisal. 

 

 

 

 

In your opinion, is it proper for an employer to monitor your 
movements in the office through a closed circuit camera? Give 
justifications. 

ACTIVITY 7.10 


