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An Examination of Performance Appraisal Systems
In Light of Employee Motivation

Aaron J. Gordon

Abstract- Performance appraisal processes vary igamizational
contexts and are not always intertwined with the puitstoward
employee effectiveness. This report analyzes themroon
mistakes made by organizations when performance ajpgals
are utilized. In addition, the quantitative approb¢cfound in The
Birkman Method® and qualitative discoveries of Stigths
Finder and 360 Degree Feedbacks are considered iratieh to
feedback methodologies. This discussion leads tdokarly
perspectives on negative perceptions of performaapgraisals
among managers and employees today. Next we diséoss
systematic models of performance appraisals; thbsing, a five
stage process, conversation analysis, computer vk
monitoring system, and employee participation. Byirdpso, we
conclude that performance appraisals must be linkew
motivational theories. In particular, this report xamines
McClelland’s Theory of Needs, Goal Setting, and Expewy
Theory. These theories then demonstrate that a féald process
of performance appraisal must be followed; that bgjnutilizing
personality testing, 360 degree feedback, emplgyasicipation,
and a positive climate where supervisors model frahe top
down.

The performance appraisal methodology can be defase
the synchronizing of employee capabilities with ithe
professional strengths. By doing so, organizatiars better
monitor and motivate their employees toward effecti
productivity behaviors (Chen & Fu, 2008). Various
techniques have been utilized and supported bylachand
professionals in corporate fields. Many either erigpm
collecting quantitative or/and qualitative dataassessing
employee performance. Much of the methodologies
analyzed include a performance appraisal interyieveess;
which is quite simply a recurrent evaluation of an
employee’s productivity, by a supervisor for theleso
purpose of measuring performance and development
(Asmuf3, 2008).

Attention toward a performance appraisal
technique dates back as far as the 1960s, with wiat
considered the Conversation Analysis; aimed to ptem
discussion-like situations to highlight an empldgee
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[ INTRODUCTION

The ability to measure an employee’s performancd a#\)’l

provide a meaningful appraisal toward their work as
practice that much scholarly work has been atteithui.
Performance evaluations have prompted a negatactioa

from many managers and employees, as the processoha

been well defined by organizations and supervidord
themselves caught in the monotony of routine applsj
lacking defined results. Robbins and Judge (20€@)utate
four purposes to performing an employee evaluatibat

(Asmuf3, 2008). As the evolution of performance ajga
systems have developed, this report provides mfitee and

a theoretical discussion highlighting the following
erformance appraisal methodologies: The Birkman
ethod®, Strengths Finder, and 360 degree feedtmaik.

A high-level discussion of motivation theories witle
covered to guide organizational leaders towardeffective
deployment of performance appraisal systems.

1. LITERATURE REVIEW

A.Performance appraisal methods
Employee performance appraisals have been widely

being decision making for human resource personngkiticized by professionals as either mundane edaindant
matching needs to development and training, offerinprocess. Organizations have prompted supervisors to

meaningful feedback to employees, and creating
groundwork for rewarding employees. The abilitharness

cédmplete various evaluations on their employeesiever,
many leaders are unsure of the effectiveness fplogiag

a meaningful process that builds morale to |eVEB'ag%roductive employees. According to Haworth (1998ré

employee productivity and effectiveness aims to imae
the growth of an organization.

As labor laws continue to strengthen thexiste the
challenge for management to act upon proper prototo
disciplinary actions when terminating employeesotigh
firing and severance. There exists today a ne@dpgtement
a meaningful performance review methodology thaist®
employee effectiveness, morale, and ascertains phamr&

are many mistakes organizations make in executing
performance appraisal systems. Firstly, is therddsi buy
low-cost appraisal tools. Many corporations

compromising quality of information in their attetip save
money on robust performance appraisal systems.n88go
the expectation that all employees will buy-in thet
assessment can also be a limiting factor. Employeiés
buy-in as they have instilled trust in the orgatima

are

accountability. Used to promote employee excellencgirdly, is the notion to be unclear with employess to
monitor pay systems, and spur employee effecti&@negow the tool will be utilized in the organizatioFhe change
performance appraisal techniques have been widely purpose can cause detrimental affects; in otherds,

scrutinized for their ineffectiveness (Chen & FQ03).
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many organizations will begin with a clear purpasenind
to utilize the assessment, but will change thatppse
during process. Fourth, the fallacy of being sélectvith
the assessment should be avoided. If the orgamiza$i
going to utilize a performance appraisal assesshoanht it
must be used by all employees, rather than
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a selected group. Fifth, the failure to staggerassessments performance appraisals. Gabris and Ihrke (200Xudsthe
during a processed timeline should never be utilizather research findings pertaining to the pressure ofop@iance
than having the entire organization complete tleessment appraisals on employees and its affect on employeeout
at one time. Sixth, is the inability to act immedig on the and job satisfaction. Gabris and Ihrke (2001) disced that
assessment results. As employees complete theimployees suffered from burnout as a result of tinga

assessment, they must have their results discessgdafter
the assessment completion. Furthermore, the lack
leadership modeling from the top down, in utilizitige
assessment to develop their professional skill iseta
common mistake. Finally, is the tendency to usessaent
results to determine the fate or future of an engdo

perceptions toward performance appraisals. Excegtio
efmployees were continually getting higher markemms of
their appraisal; thus, lessening motivating factaishin
exceptional employees. Furthermore, it was discl/éhat
employees were feeling that distributive justice aguity
fairness was not considered in their appraisalesyst This

(Haworth, 1998). Assessment tools, during perforrean further supports research (Gupta & Kumar, 2013)t tha
appraisals, must be one aspect of an evaluatitinerrghan demonstrates how performance appraisals shouldomirr
an evaluation in its entirety. fairness and respect during the communication hbetvan

A quantitative personality assessment known ammployee and supervisor. In fact, employees expect
The Birkman Method®, has been widely used by over &ppraisal methods to reflect attributes of bothritistive
million people worldwide for over 50 years (Birkmanand procedural justice (Gupta & Kumar, 2013). Imeot
International Inc., 2009). This type of assessniearst been words, the performance appraisal system should
utilized for performance appraisals and aims totwa&p demonstrate a due process, rather than a focusiplogee-

“...social behaviors, underlying expectations aéipersonal

rewards (Zheng, Zhang, & Li, 2012).

and task actions, potential stress reactions to etinn Systematic Models of Performance Appraisals

expectations, occupational preferences, and orgtoimal
strengths” (1 7). Since The Birkman Method® is greed to
combat stress related issues in the workplace,y Pard
Lacy (2000) have previously pointed out that stresd job
related problems are on the rise and continue darias a
large expenditure in companies. If employee stiess the
rise, it begs the questioAre current employee performance
reviews effective in increasing work productivity? The
ability to measure employee potential in perspect¥ the

right job placement is a valuable assessment tool f

companies to consider.

Qualitative practices
pertaining to the process of performance appratsaisbest
be found in Strengths Finder and 360 degree feddioats.
Tavis (2007) highlights how Strength Finder assesgm
are utilized in organizational settings. The autportrays
seven of the most common strengths found in leatlaose
being, organizational agility, decision quality, rear
ambition, peer relationships, interpersonal savegring
about direct reports, and integrity and trust ($ad007).
Most managers do fail to compare their strengtheiret)
those they are equivalently competing against. Assailt,
understanding one’s strengths is important, bualumble if
their industry fails to have successful people with same
or near strengths (Tavis, 2007). The article suggbsit one
should not askPo | have the strengths for a particular
position? but ratherDo my strengths match the strengths of
people who are in the same industry | am pursuing? Finally,
360-degree feedback tools have gained much popuiari
the twenty-first century. Gallagher (2008), poitst that
360-degree feedback tools can be used to geneahtable
information for employees and leaders. Considettingtool
is predominantly based on perception, it providekiable
information on how an employee or leader is peextily
themselves, colleagues, and other ordinates in
organization.

B. Perceptions of Performance Appraisals
As with managerial perspectives of

in utilizing assessment

Various systematic models of performance apalaisave
been utilized over the years. In particular arer fowndels.
Firstly, is Forte’s (2009) five-stage process fapraising
employees. He suggests the benefits of a feedbadess
in relation to employee performance. He concludes h
discussion with a five stage process for providingployee
feedback in a positive manner; those being, begth &
positive statement, provide specific details, dbscr
employee’s impact and related consequences, caeptan
for behavior continuation or amendment, and endh vait
g)ositive comment.

The second systematic model is known as
Conversation Analysis, as discussed by Asmul3 (2008
basis of this methodology stems from the assumpgtiai
most performance appraisals stem from a foundatibn
critical feedback, in a negative manner. As a teghle
article analyzes the two-way discussion betweenl@yep
and supervisor. Asmufl (2008) found that these giss
predominantly discuss the potentiality of an empkig
performance, rather than a lack of performanceriftous,
the discussion is quite vague in nature and failprovide
the employee with specific criteria for improving
themselves. Thirdly, is a computer software feeklbac
monitoring system presented by Champoux (1991)s Thi
type of system is meant to collect data continualty an
employee’s performance. Through a feedback software
system, supervisors can collectively add infornmatio
pertaining to performance observations, in whicim e
used to capture accurate details of employee behavian
organization. The benefit of such a system is ithgathers
up-to-date information and confidentially allows oyees
to log in and witness their performance ratingsagtime.
Champoux (1991) expresses that the goal of sugfstara
tf?e to minimize employee uncertainty, spur employeas
toward positive behaviors, and leverage motivatiinally,
is the systematic model of employee participation i
performance appraisals. This four fold processiezsribed

the

performancby Roberts (2002), begins with a discussion betwien

appraisals, so are employees challenging the pooés employee and the supervisor, in which there is gmreexd
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upon set of standards, defining effective perforoean achievers. The problem with this motivational theisr that
Secondly, is a mutually developed rating form appraisal it can unintentionally assume that all employees @sk
procedure, as discussed between the supervisor dnBers. The issue of risk may better be substitatedoals,
employee. Thirdly, is a self-evaluation that is @bated by based on the goal setting theory. According totthesry, as
the employee. Lastly, is the participation in anptayee discovered by Edwin Locke in the late 1960s, ist tha
interview. Roberts (2002) suggests that appramsesmore motivated employees can be discovered when perfarena
successful when employees experience trust and opeedback and challenging goals are laid out for the

communication through the process. employees to pursue (Robbins & Judge, 2009). “Self
generated feedback - for which employees are able t
1. DISCUSSION monitor their own progress has been shown to beoee m

powerful motivator than externally generated featiba
A. Motivational theories and performance appraisals (Robbins & Judge, 2009, p. 186). Thus, a criticahponent
of performance appraisal processes must includeuater-
appraisal where employees provide feedback on thlees
As discussed earlier, the 360-degree feedbackmyaitews
for such a performance mechanism.
The discussion surrounding the link betweelrfigparance

Capturing effective practices of performance apgalai has
a long history of understanding both the psycholegyl
methodology of leveraging employee productivity.ridas
practices have lead to developments in appraisstess,
stemming from computer software, profile reportiramd . i ) i
participatory discussions among supervisors andaraps. appr{;usals gnd employ(,ee motivators is a S|gn|f_|<|xae;ue Fo
However, every scholar does not support performanc?@ns'qer' Victor Vroom’s expectancy theory, d|s<as?sﬂ1|s
appraisals. As stated earlier, Gabris and lhrk@12@8tudied Very Issue when he suggests that employee_s willt exe
the negative effects on employees as a result edspres specific amount of effort n the hopes o_f_Ieadmgvarq a
stemming from appraisals. While employees expeeient?trong performancg appraisal; the positive feedpadk
burnout from the pressures of the performance dgaira ther.1 lead to a desqed optcome or reYvard; andlyirtals
system, higher rated employees found themselvasséa of desired outcome will satisfy a person’s personadseor
apathy, due to the lack of structure to spur onirthegoals (Vroom, 1964).
performance.
Pursing an effective methodology toward an leyee V. RESULTSAND IMPLICATIONS OF THE
performance appraisal stems strictly from the néed STUDY
enhance motivators within organizational employeBse Based on evaluating various scholarly work diredtedard
concept of motivation concerns itself with acticather than performance appraisal methodologies, four practivese
behavior and performance. Better put, “Motivatios icome to light for organizations to follow in evaiing
concerned with action and the internal and extefordes €employees. Firstly, organizations must utilize aspeality
that influence one’s choice of action. Motivatianriot the test for matching best individuals to the work utgt of a
behavior itself, and it is not performance. Thedwdr is Ccompany and the job description (Birkman Internio
the criterion-that which is chosen” (Mitchell, 1982 81). 2009). Organizations must make priority to gettihg best
Thus, organizations need to identify which behavigrey Candidates matched to the right positions. Throtig
are seeking from the employee, and then seek ttureap utilization of a perspnahty anq $trengths testpagers can
which motivators instill these actions, or behasidn other better Comp"me”‘ job de_scrlpt|0ns to employee ngies
words, if a manager discovers an employee perfoxes ?n_d working styles. Tavis (2.007) clearly purportmtt
when he or she is engaged in product developmesdt Flrms ought Eo pay more attention to develongrj&than
research then the manager must seek to refine t uying talent” (p. 9). Once a clear understandifgtie

. o . ) ployee’s working style is viewed then organizagi@an
employee’s job description to incorporate moretos role, bring greater relevance to the performance appraisa

thus c_apturing motivators in .their work. .Managerra;d-a process. Secondly, maximize a 360-degree feedbaak t
supervisors who understqnd thIS. concgpt will badmthelr annually, to capture the perceptions of an emplsyee
role as managers of motivators in their employ&esloing  performance, as indicated by those around him/her
so, managers become much more consumed by idegtifyiGallagher, 2008). Utilizing this method, employéese a
effective behaviors and uncovering which motivatare petter understanding of how their performance isde
linked to these behaviors in their employees. hadssecret perceived by other co-workers and supervisors dufitan,

that organizations are seeking employees who agé hiit provides opportunity for the employee to reflect their
achievers; in other words, people who will set higlown practices and take ownership over their sueseasd
standards for themselves. The question is not, bawa mistakes. Thirdly, engage employee participatidaririews
company identify high achievers; but how can a camyp On a regular basis in order that the performantevier of
develop and mold high achievers? As mentioned gbovée employee is held accountable, while leveraging
capturing motivational factors within employeeswiere Motivation and morale (Champoux, 1991). The process
the performance appraisal process should begiphould be as followed: begin with a positive stasm
McClelland’s Theory of Needs, focuses on three ueiq provide information regarding areas of improvement,
needs within employees; those being the need f llowed by a mutually agreed upon plan of actiend the

achievement, the need for power, and the needfibation discussion with a positive statement (Forte, 2009ktly,
(Langton R(;bbins & Judge 2616) When an empl’syeecreate a positive climate, modeled by supervisarsyhich
! ' ' ’ positive reinforcement is genuinely afforded onegular

role is intertwined with personal responsibilitgrformance basi
: . asis toward all employees (Haworth, 1998). Empdoye
feedback, and risk, a company can capture motivhaigld ploy ( ) y
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behavior will be changed, when the desired behaigor 13.

being modeled, rather than dictated. Managers teastby

example, if they expect their employees to follovithw 1,

loyalty.

15.

V. CONCLUSION

Research has previously pointed out, 8%-12%agroll
is paid out on benefits and costs associated ta los
productivity, sickness, or injury (Parry & LaceyQdD).
Performance appraisal methods are relevant
organizations, as companies seek to attract, metivand
leverage effective employees, while reducing unseme/
costs. By critiquing both academic and practittomadels
of practices and mistakes associated with evalgatin
performance, this report investigated qualitatived a
guantitative measures of performance feedback.
particular, we noted that The Birkman Method®, Biths
Finder, 360 degree feedback, were ascertainecbsitothe
utilization of objectively assessing an employe&srk
habits; however, not without linking this knowledge
theories of motivation. Such theories that applied
specifically to performance feedback were McClallan
theory of needs, goal setting, and Vroom’'s expestan
theory. It was concluded that a manager’s role nhest
based on seeking underlying motivational factors
employees, then capitalizing on these factors bining
employee job descriptions to match motivators. lashis
report identified four practices organizations dastitute to
maximize employee effectiveness and growth, thatewe
common threads found in the research consideredhfsr
discussion. In particular, those practices arauthization of
personality testing, maximizing a 360-degree feelltiaol,
engaging employee participation in the appraisaic@ss,
and creating a supportive climate modeled from tibe
down.

to
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