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4. The incumbent skillfully identifies instances of abnormal behavior among the animals, which

represent signs of illness.
Strategic Compensation 1 2 3 4 5

9th Edition
- Joseph J. Martocchio Never Almost never Sometimes Fairly often Very often
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Strategic Compensation A
Human Resource...

The CIT tends to be useful because this procedure requires extensive documentation that identifies successful and unsuccessful job performance behaviors by both the employee and the
Strategic Compensation A supervisor. The CIT's strength, however, is also its weakness: Implementation of the CIT demands continuous and close observation of the employee. Supervisors may find the record keeping to
Humen Resouce... be overly burdensome.

mE RO

Brief Table of C 22
rief Table of Contents Behaviorally anchored rating scales (BARS) ®  are based on the CIT, and these scales are developed in the same fashion with one exception. For the CIT, a critical incident would be written

as “the incumbent completed the task in a timely fashion.” For the BARS format, this incident would be written as “the incumbent is expected to complete the task in a timely fashion.” The
designers of BARS wiite the incidents as expectations to emphasize the fact that the employee does not have to demonstrate the exact behavior that is used as an anchor in order to be rated at
i Preface > that level. Because a complete array of behaviors that characterize a particular job would take many pages of description, it is not feasible to place examples of all job behaviors on the scale:
Experts therefore list only those behaviors that they believe are most representative of the job the employee must perform. A typical job might have 8-10 dimensions under BARS, each with a

i Contents

I Setting the Stage for N separate rating scale. Table 3-8 | contains an illustration of a BARS for one dimension of an animal keeper job (i.e., cleaning animal enclosures and removing refuse from the public walkways).
Strategic Compensation The scale reflects the range of performance on the job dimension from ineffective performance (1) to effective performance (7).

5 23
I Bases for Pay > As with all performance appraisal techniques, BARS has its advantages and disadvantages. Among the various performance appraisal techniques, BARS is the most defensible in court

because it is based on actual observable job behaviors. In addition, BARS encourages all raters to make evaluations in the same way. Perhaps the main disadvantage of BARS is the difficulty of

1ll Designing Compensation
> developing and maintaining the volume of data necessary to make it effective. The BARS method requires companies to maintain distinct appraisal documents for each job. As jobs change over

Systems.
time, the documentation must be updated for each job.
IV Employee Benefits >
Table 3-8
V Contemporary Strategic: N A Behaviorally Anchored Rating Scale

Compensation Challenges

Instructions: On the scale below, from 7 to 1, circle the number that best describes how frequently the

VI Compensation Issues

around the World > . .
employee engages in that behavior.
Epilogue >
. 7 The incumbent could be expected to clean the animal enclosures thoroughly and remove
Glossar .
! refuse from the public walkways as often as needed.
Author Index >
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Instructions: On the scale below, from 7 to 1, circle the number that best describes how frequently the
employee engages in that behavior.

7

The incumbent could be expected to clean the animal enclosures thoroughly and remove
refuse from the public walkways as often as needed.

The incumbent could be expected to clean the animal enclosures thoroughly and remove
refuse from the public walkways twice daily.

The incumbent could be expected to clean the animal enclosures and remove refuse from
the public walkways in a haphazard fashion twice daily.

The incumbent could be expected rarely to clean the animal enclosures or remove refuse
from the public walkways.

Goal-Oriented Systems

24
Management by objectives (MBO) D could be the most effective performance appraisal technique because supervisors and employees determine objectives for employees to meet during

the rating period and employees appraise how well they have achieved their objectives. Management by objectives is used mainly for managerial and professional employees and typically
evaluates employees’ progress toward strategic planning objectives.
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24
Management by objectives (MBO) D could be the most effective performance appraisal technique because supervisors and employees determine objectives for employees to meet during

Q Search TOC )
\J Seareh® the rating period and employees appraise how well they have achieved their objectives. Management by objectives is used mainly for managerial and professional employees and typically
. evaluates employees’ progress toward strategic planning objectives

Strategic Compensation

9th Editon Employees and supervisors together determine particular objectives tied to corporate strategies. Employees are expected to attain these objectives during the rating period. At the end of the
Joseph J. Martocchio rating period, the employee writes a report explaining his or her progress toward accomplishing the objectives, and the employee’s supervisor appraises the employee’s performance based on

‘accomplishment of the objectives. Despite the importance of managerial employees to company success, it is often difficult o establish appropriate performance goals because many companies
Strategic Compensation A

simply do not fully describe the scope of these positions. Management by objectives can promote effective communication between employees and their supervisors. On the downside,
management by objectives is time-consuming and requires a constant flow of information between employees gnd employers. Moreover, ts focus is only on the attainment of particular goals,
often to the exclusion of other important outcomes. This drawback is known as a “results at any cost” mentality.  The role of automobile sales professionals historically was literally limited to

Human Resource...

mE RO

‘Strategic Compensation A
" Human Resource... making sales. Once these professionals and customers agreed on the price of a car, the sales professionals’ work with customers was completed. Automobile salespeople today remain in contact
with clients for as long as several months following the completion of the sale. The purpose is to ensure customer satisfaction and build loyalty to the product and dealership by addressing
Brief Table of Contents questions about the vehicle’s features and reminding clients about scheduled service checks.
v Contents Goal-oriented systems are often a component of broader development programs that help employees achieve career goals.
xi  Preface >
| etingheSageor s Exploring the Performance Appraisal Process
‘Strategic Compensation

Performance appraisals represent a company's way of telling employees what is expected of them in their jobs and how well they are meeting those expectations. Performance appraisals
1 lBases for Pay > typically require supervisors to monitor employees’ performance, complete performance appraisal forms about the employees, and hold discussions with employees about their performance.
Companies that use merit pay plans must assess employee job performance, which serves as a basis for awarding merit pay raises. Awarding merit pay increases on factors other than job

g'y:;s’:‘s"'"g Compensation > performance, except for four exceptions (i.e., a seniority system, merit system, quality or quantity of production, and any factor besides sex), could lead some employees to level charges of ilegal
pay discrimination against the employer based on the Equal Pay Act of 1963
200 IV Employee Benefits > 2
One such violation of the Equal Pay Act involved two female employees of Cascade Wood Components Company, which remanufactures lumber products. > The job in question was the sawyer
L.y Contemporary Srategic N job; a sawyer is responsible for cutting the best-grade wood segments that will be manufactured into the highest-grade lumber. Cascade awarded pay increases to male sawyers before awarding
Compensation Challenges pay increases to more experienced female sawyers. The court found Cascade in violation of the Equal Pay Act because the higher pay raises awarded to the male sawyers could not be
accounted for by commensurate differences in job performance, seniority, a merit system that measures earnings by quantity or quality of production, or any factor other than sex
VI Compensation Issues N
around the World Legislation and court decisions have subjected performance appraisals to close scrutiny. In Brito v. Zia Company £, the court found that the Zia Company violated Title VIl when a
Coiogue N disproportionate number of protected class individuals were laid off on the basis of low performance appraisal scores. Zia's action was a violation of Title VIl because the use of the performance
appraisal system in determining ayoffs was indeed an employment test.In addiion, the court ruled tha the Zig Company had not demonsirated that it performance appraisal insirument vias
Glossary valid. In other words, the appraisal did not assess any job-related criteria based on quality or quantity of work
Author Index > Four Activities to Promote Nondiscriminatory Performance Appraisal Practices
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Four Activities to Promote Nondiscriminatory Performance Appraisal Practices

Since the Brito v. Zia Company decision, court opigjons and compensation experts suggest the following four points to ensure nondiscriminatory performance appraisal praciices and to protect
firms using merit pay systems if legal issues arise.  Nondiscriminatory performance appraisal systems are key to effective merit pay systems because they accurately measure job performance.

1. Conduct job analyses to ascertain characteristics necessary for successful job performance.
Companies must first establish definitions of the jobs and then discover what employee behaviors are necessary to perform the jobs. Job analysis is essential for the development of
content-valid performance appraisal systems. Content validity displays connections between the measurable factors upon which the employee is being appraised and the job itseif. For
example, customer service associates’ performance might be judged on the basis of courtesy and knowledge of the company’s products or services, and these measures would be content-
valid dimensions.

Human resource and compensation experts must review performance appraisal tools regularly to ensure that the tools adequately reflect the key behaviors necessary for effective job
performance. Jobholders, supervisors, and clients can often give the most relevant input to determine whether a performance appraisal system contains dimensions that relate to a
particular job

Incorporate these characteristics into a rating instrument.

Although the professional literature recommends rating instruments that are tied to specific job behaviors (e.g., behaviorally anchored rating scales), the courts routinely accept such less-
sophisticated approaches as simple graphic rating scales and trait ranges. Regardless of the method, HR departments should provide all supervisors and raters with written definitive
standards, such as illustrated by the animal keeper job.

Train supervisors to use the rating instrument properly.

Raters need to know how to apply performance appraisal standards when they make judgments. The uniform application of standards is extremely important. In addition, evaluators should
be aware of common rater errors, which will be discussed later in this chapter.

Several cases demonstrate that formal appeal mechanisms and review of ratings by upper-level personnel help make performance appraisal processes more accurate and
effective.

Allowing employees to voice their concers over ratings they believe to be inaccurate or unjust opens a dialogue between employees and their supervisors that may shed light on the
performance appraisal outcomes. Employees may be able to point out instances of their performance that may have been overlooked in the appraisal process or explain particular extreme
instances as the result of extraordinary circumstances. For example, an ill parent in need of regular attention is the reason for an employee's absence:

N

w

IS

Sources of Performance Appraisal Information

Information for performance appraisal can be ascertained from five sources:

« Employee (i.e., the individual whose job performance is being appraised)
« Employee’s supervisor

« Employee’s coworkers

« Employee’s supervisees

« Employee’s customers or clients

More than one source can provide performance appraisal information. Although supervisory input is the most common source of performance appraisal information, companies are increasingly
calling on as many sources of information as possible to gain a more complete picture of employee job performance. Performance appraisal systems that rely on many appropriate sources of

information are known as 360-degree performance appraisals £. By shifting the responsibility for evaluation to more than one person, many of the common appraisal errors can be reduced or

eliminated. Software is available to permit managers to give the ratings quickly and conveniently. Furthermore, including the perspective of multiple sources results in a more comprehensive and A v




image11.png
I VitalSource Bookshelf X

c @ © @ hitpsy/bookshelfvitalsource.com/#/books/9780134320595/cfi/6/58!/4/2/12/12/6/8/2@0:89.7 IR rmoe =

« Employee’s customers or clients
Table of Contents
More than one source can provide performance appraisal information. Although supervisory input is the most common source of performance appraisal information, companies are increasingly
(@ search TOC calling on as many sources of information as possible to gain a more complete picture of employee job performance. Performance appraisal systems that rely on many appropriate sources of
- information are known as 360-degree performance appraisals (. By shifting the responsibility for evaluation to more than one person, many of the common appraisal errors can be reduced or
eliminated. Software is available to permit managers to give the ratings quickly and conveniently. Furthermore, including the perspective of multiple sources results in a more comprehensive and
fair view of the employee’s performance by minimizing biases resulting from limited views of performance.

Strategic Compensation
9th Edition

Joseph J. Martocchio
In a survey of training participants, 84 percent said their 360-degree experience was useful. However, some managers believe that the 360-degree feedback method has problems. General

Strategic Compensation A Electric’s (GE's) former CEO Jack Welch maintains that the 360-degree system in his firm had been “gamed” and that people were saying nice things about one another, resulting in all good
Human Resource.. ratings. Another critical view with an opposite twist is that input from peers, who may be competitors for raises and promotions, might intentionally distort the data and sabotage the colleague. Yet,

because so many firms use 360-degree feedback evaluation, it seems that many firs have found ways to avoid the pitfalls
Strategic Compensation A
Human Resource...

mE RO

Significant risks with 360-degree feedback are confidentiality and possible legal ramifications. Many firms outsource the process to make participants feel comfortable that the information they
share and receive is completely anonymous. Information is very sensitive, and, in the wrong hands, could impact careers. In addition, Nesheba Kittling, an attorney at labor law firm Fisher &

Brief Table of Cc
ief Table of Contents Phillips, states that “Employees’ performance reviews are an employers’ first line of defense against discrimination claims.” Detailed documentation of job performance “provides support for an

W Contents employer's contention that it had legitimate, non-discriminatory reasons” for adverse action against employee such as a demotion or termination
i Preface > Errors in the Performance Appraisal Process
| ISetting the Stage for N Almost all raters make rating errgrs. Rating errors reflect differences between human judgment processes versus objective, accurate assessments uncolored by bias, prejucice, or offier

Strategic Compensation subjective, extraneous influences.” " Raling errors occur because raters must always make subjective judgments. Human resource departments can help raters to minimize errors by carefully

choosing rating systems and to recognize and avoid common errors. Major types of rating errors include

51 Il Bases for Pay >

1l Designing Compensation « Bias errors

Systems > « Contrast errors

« Errors of central tendency

200 IV Employee Benefits > « Errors of leniency or strictness
4oV Contemporary Strategic > Bias Errors

Compensation Challenges
Bias errors (D happen when the rater evaluates the employee based on a personal negative or positive opinion of the employee rather than on the employee’s actual performance. Four ways
VI Compensation Issues > supervisors may bias evaluation results are first-impression effects, positive and negative halo effects, similar-to-me effects, and illegal discriminatory biases. A manager biased by a first-

around the World impression effect ( might make an initial favorable or unfavorable judgment about an employee and then ignore or distort the employee’s actual performance based on this impression. A

cologue N positive halo effect & or negative halo effect ( occurs when a rater generalizes an employee’s good or bad behavior on one aspect of the job to all aspects of the job. A similar-to-me
effect ( refers to the tendency on the part of raters to judge favorably employees whom they perceive as similar to themselves. “Similar-to-me” errors or biases easily can lead to charges of

Glossary illegal discriminatory bias (D, wherein a supervisor rates members of his or her race, sex, nationality, or religion more favorably than members of other classes

Author Index > Contrast Errors

O Type here to search
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choosing rating systems and to recognize and avoid common errors. Major types of rating errors include:”
Table of Contents

« Bias errors
(@ search TOC « Contrast errors
e « Errors of central tendency
Strategic Compensation - « Errors of leniency o strictness

9th Edition
Joseph J. Martocchio Bias Errors

Bias errors ( happen when the rater evaluates the employee based on a personal negative or positive opinion of the employee rather than on the employee’s actual performance. Four ways

mE RO

Strategic Compensation A
Human Resource... supervisors may bias evaluation resuits are first-impression effects, positive and negative halo effects, similar-to-me effects, and illegal discriminatory biases. A manager biased by a first-
impression effect (D might make an initial favorable or unfavorable judgment about an employee and then ignore o distort the employee’s actual performance based on this impression. A
| Strategic Compensation A positive halo effect (D or negative halo effect (D occurs when a rater generalizes an employee’s good or bad behavior on one aspect of the job to all aspects of the job. A similar-to-me
Human Resource... effect (D refers to the tendency on the part of raters to judge favorably employees whom they perceive as similar to themselves. “Similar-to-me” errors or biases easily can lead to charges of
illegal discriminatory bias (D, wherein a supervisor rates members of his or her race, sex, nationality, or religion more favorably than members of other classes.
Brief Table of Contents
. Contents Contrast Errors
Supervisors make contrast errors {D when they compare an employee with other employees rather than to specific, explicit performance standards. Such comparisons qualify s errors
. Preface > because other employees are required to perform only at minimum acceptable standards. Employees performing at minimally acceptable levels should receive satisfactory ratings, even if every
| Setting the Stage for s other employee doing the job is performing at outstanding or above-average levels
Strategic Compensation
Errors of Central Tendency
51 Il Bases for Pay >
When supervisors rate all employees as average or close to average, they commit errors of central tendency (. Such errors are most often committed when raters are forced to justify only
., Designing Compensation N extreme behavior (i.¢., high or low ratings) with written explanations; therefore, HR professionals should require justification for ratings at every level of the scale and not just at the extremes.
Systems
Errors of Leniency or Strictness
IV Employee Benefits >

Raters sometimes place every employee at the high or low end of the scale, regardiess of actual performance. With a leniency error {D, managers tend to appraise employees’ performance

V Contemporary Strategic: N more highly than they really rate compared with objective criteria. Over time, if supervisors commit positive errors, their employees will expect higher-than-deserved pay rates
Compensation Challenges

On the other hand, strictness errors (D occur when a supervisor rates an employee’s performance lower than it would be if compared against objective criteria. If supervisors make this error

VI Compensation lssues > over time, employees may receive smaller pay raises than deserved, lower their effort, and perform poorly. In effect, this error erodes employees’ beliefs that effort varies positively with

around the World
performance and that performance influences the amount of pay raises
Epilogue >
Glossary
76 Author Index > N
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st Compensation Performance Appraisal

9th Edition
Joseph J. Martocchio

3 Explore a variety of performance appraisal methods

Strategic Compensation A

Human Resource.. Effective performance appraisals drive effective merit pay programs. Merit pay systems require specific performance appraisal approaches, as noted previously. Administering successful merit
pay programs depends as much on supervisors’ appraisal approaches as it does on the professionals’ skills in designing and implementing such plans. The frequency of providing employees with

Strategic Compensation A performance feedback is critically important. The following Watch ti video describes The Weather Channef's performance appraisal process in which appraisals are recommended to be done on

mE RO

Human Resource... an ongoing, continual basis so that an employee always knows where he or she stands as far as what is expected and how well he or she is currently performing. This way, the employee can look

forward to performance reviews instead of dreading them; they will be an official confirmation of all of the progress that the employee has been making under the ongoing relationship of appraisal

Brief Table of Contents and feedback with the employee’s manager. Many other companies have followed suit, including VMware Inc., Wayair Inc., and the Boston Consulting Group where they partcularly insiil the
 conents importance of celebrating small performance victories.
xi  Preface >
I Setting the Stage for N Watch It!
Strategic Compensation
Si iBases for Pay > . If your professor has assigned this, go to the Assignments section of mymanagementlab.com to complete the video exercise fitied Weather Channel: Appraising
1ll Designing Compensation N
Systems.
200 IV Employee Benefits >
.. VContemporary Strategic N
“' Compensation Challenges .
Types of Performance Appraisal Plans
VI Compensation Issues N
around the World Performance appraisal methods fall into four broad categories
Epilogue >
« Trait systems
Glossary « Comparison systems
« Behavioral systems
6 Author Index > « Goal-oriented systems

O Type here to search
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Trait Systems
& seenTon Trait systems (D ask raters to evaluate each employee’s traits or characteristics (e.g., quality of work, quantity of work, appearance, dependability, cooperation, initiative, judgment, leadership
Q ) i a responsibility, decision-making ability, or creativity). Appraisals are typically scored using descriptors ranging from unsatisfactory to outstanding. Table 3-4 I3 contains an illustration of a trait
Strategic Compensation method of performance appraisal.
9th Edition
a - Joseph J. Martocchio Table 34
N Sustgic Compensation A Trait-Oriented Performance Appraisal Rating Form
= [—— Employee’s Name: Employee’s Position: =
‘Strategic Cor tion A . . .
U menresouee Supervisor's Name: Review Period:
ief Table of . . »
et Taplecf ortents Instructions: For each trait below, circle the phrase that best represents the employee.
. Contents >
1. Diligence
xi  Preface >
a. outstanding b. above average c. average d. below average €. poor
1 Setting the Stage for >
Strategic Compensation . .
2. Cooperation with others
Il Bases for Pay > .
a. outstanding b. above average c. average d. below average e. poor
Il Designing Compensation >
Sstems 3. Communication skills
l fi .
Y Employee Benefts > a. outstanding b. above average c. average d. below average e. poor
V Contemporary Strategic
Compensation Challenges > 4, Lea_dership
. VIC ion Issu 1
o5 V! Compensation ssues > a. outstanding b. above average c. average d. below average e. poor
s Epilogue > 5. Decisiveness
57 Glossary a. outstanding b. above average c. average d. below average €. poor
Author Index >

O Type here to search
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Trait systems are easy to construct, use, and apply to a wide range of jobs. They are also easy to quantify for merit pay purposes. Trait systems are increasingly becoming common in companies
that focus on the quality of interactions with customers. For example, Leon Leonwood Bean, founder of L. L, Bean, made customer service the foundation of his business from its beginning in
1912. That focus translates into employee traits of dependabiliy, friendiiness, trustworthiness, and honesty.

Strategic Compensation

17
The trait approach does have limitations. First, trait systems are highly subjective ~ because they are based on the assumption that every supervisor's perception of a given trait is the same. For
9th Edition

example, the trait “quality of work’ may be defined by one supervisor as ‘“the extent to which an employee's performance is free of errors.” To another supervisor, quality of work might mean “the
extent to which an employee's performance is thorough.” Human resource professionals and supervisors can avoid this problem by working together in advance to specify the definition of traits
clearly.

Joseph J. Martocchio

Strategic Compensation A
Human Resource... B
Another drawback is that systems rate individuals on subjective personality factors rather than on objective job performance data. Essentiall, trait assessment focuses attention on employees

mE RO

Strategic Compensation A rather than on job performance. Employees may simply become defensive rather than trying to understand the role that the particular trait plays in shaping their job performance and then taking
" Human Resource... corrective actions
Brief Table of Contents Comparison Systems
" Contents Comparison systems (D evaluate a given employee’s performance against that of other employees. Employees are ranked from the best performer to the poorest performer. In simplest form,
o breface N supervisors rank each employee and establish a performance hierarchy such that the employee with the best performance receives the highest ranking. Employees may be ranked on overall
) performance or on various traits.
1 Setting the Stage for
Strategic Compensation > An alternative approach, called a forced distribution (D performance appraisal, assigns employees to groups that represent the entire range of performance. For example, three categories that
might be used are best performers, moderate performers, and poor performers. A forced distribution approach, in which the rater must place a specific number of employees into each of the
51 Il Bases for Pay > performance groups, can be used with this method. Table 3-5 | displays a forced distribution rating form for an animal keeper job with five performance categories
11 W Designing Compensation > Table 3-5
Systems A Forced Distribution Performance Appraisal Rating Form
IV Employee Benefits > ) . .
Instructions: You are required to rate the performance for the previous 3 months of the 15 workers
.,V Contemporary Strategic : . . P .
“”" Compensation Challenges H
= > employed as animal keepers to conform with the following performance distribution:
oo VI Compensation ssues N 15 percent of the animal keepers will be rated as having exhibited poor performance.
around the World
o s e 20 percent of the animal keepers will be rated as having exhibited below-average performance.
s Eplogue
sy e 35 percent of the animal keepers will be rated as having exhibited average performance.
o huthor e N * 20 percent of the animal keepers will be rated as having exhibited above-average performance.
v a 1N novront af tha animal Lasnare wiill ha ratad ac havina avhihitad cunariar narfarmanna B
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Table of Contents e 10 percent of the animal keepers will be rated as having exhibited superior performance.

el (@ searcnoc . L . . _— . .
Use the following guidelines for rating performance. On the basis of the five duties listed in the job
Q Stateglc Compensation description for animal keeper, the employee’s performance is characterized as:
9th Edition
8 - Joseph J. Martocchio * Poor if the incumbent performs only one of the duties well.
& Sttegio Compensation A * Below average if the incumbent performs only two of the duties well.
= . . . .
Seotee e Average if the incumbent performs only three of the duties well.
. rategic Compensation A
=) Human Resource... . . o
e Above average if the incumbent performs only four of the duties well.
Brief Table of Contents , . . .
 Superior if the incumbent performs all five of the duties well.
+ Contents
xi  Preface >
Many companies use forced distribution approaches to minimize the tendency for supervisors to rate most employees as excellent performers. This tendency usually arises out of supervisors’
| Setting the Stage for N self-promotion motives. Supervisors often provide positive performance ratings to most of their employees because they do not want to alienate them. After all, their performance as supervisors
Strategic Compensation depends largely on how well their employees perform their jobs.
18
51 Il Bases for Pay > Although used by some prestigious firms, the forced distribution system appears to be unpopular with many managers. ~ Some believe it fosters cutthroat competition, paranoia, and general ill
) will, and destroys employee loyalty. _For example, David Auerback, a former Microsoft employee, stated that this type of appraisal system had employees feeling helpless and “encouraged
'&fjs"f:’fs’“"g Compensation > people to backstab their co-workers.”~ Many believe that a “rank-and-yank’ system such as forced distribution is not compatible when a company encourages teamwork. In addition, critics of
forced distribution contend that they compel managers to penalize a good, although not a great, employee who is part of a superstar team. Another reason employees are opposed to forced
IV Employee Benefits N ranking is that they suspect that the rankings are a way for companies to rationalize terminations more easily.
..,V Contemporary Strategic N Forced distribution approaches have drawbacks. The forced distribution approach can distort ratings because employee performance may not fall into these predetermined distributions. Let's
~ Compensation Challenges assume that a supervisor must use the following forced distribution to rate her employees’ performance:
o W Cm:v:"smmlz Issues > « 15 percent well below average
around the Wor « 25 percent below average
o Epogue N « 40 percent average
« 15 percent above average
257 Glossary « 5 percent well above average
376 Author Index > Table 3-6

A Paired Comparison Performance Appraisal Rating Form A~
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Table 3-6 "
A Paired Comparison Performance Appraisal Rating Form

Instructions: Please indicate by placing an X next to which employee of each pair has
performed most effectively during the past year.

X Bob Brown X
Mary Green

X Bob Brown
Jim Smith X
Bob Brown

X Allen Jones X

Mary Green
Jim Smith
Mary Green
Allen Jones
Jim Smith

Allen Jones

This distribution is problematic to the extent that the actual distribution of employee performance is substantially different from this forced distribution. If 35 percent of the employees’ performance
were either above average or well above average, then the supervisor would be required to underrate the performance of 15 percent of the employees. Based on this forced distribution, the
supervisor can rate only 20 percent of the employees as having demonstrated above-average or well-above-average job performance. Management-employee relationships ultimately suffer
because workers feel that ratings are dictated by unreal models rather than by individual performance

A third comparative technique for ranking employees establishes paired comparisons £. Supervisors compare each employee to every other employee, identifying the better performer in each
pair. Table 3-6 | displays a paired comparison form. Following the comparison, the employees are ranked according to the number of times they were identified as being the better performer. In
this example, Allen Jones is the best performer because he was identified most often as the better performer, followed by Bob Brown (identified twice as the better performer) and Mary Green
(identified once as the better performer)

Comparative methods are best suited for small groups of employees who perform the same or similar jobs. They are cumbersome for large groups of employees or for employees who perform
different jobs. For example, it would be difficult to judge whether a production worker's performance is better than a secretary’s performance because the jobs are substantively different. The
assessment of a production worker's performance is based on the number of units he or she produces during each work shift, a secretary’s performance is based on the accuracy with which he or
she types memos and letters

As do trait systems, comparison approaches have limitations. They tend to encourage subjective judgments, which increase the chance for rater erors and biases. In addition, small differences in
narformance hatwaan emnlovees mav hacome exannerated hv nisina such a method if suinervisors feal comnelled to distinaiiish amona levels of emnlnves narformance
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As do trait systems, comparison approaches have limitations. They tend to encourage subjective judgments, which increase the chance for rater errors and biases. In addition, small differences in g
performance between employees may become exaggerated by using such a method if supervisors feel compelled to distinguish among levels of employee performance.

Behavioral Systems

Behavioral systems ( rate employees on the extent to which they display successful job performance behaviors. In contrast to trait and comparison methods, behavioral methods rate
objective job behaviors. When correctly developed and applied, behavioral models provide resuits that are relatively free of rater errors and biases. The main types of behavioral systems are the
critical incident technique (CIT) and behaviorally anchored rating scales (BARS).

The critical incident technique (CIT) " requires job incumbents and their supervisors to identify performance incidents (e., on-the-job behaviors and behavioral outcomes) that disfinguish
successful performance from unsuccessful ones. The supervisor then observes the employees and records their performance on these critical job aspects. Supervisors usually rate employees on
how often they display the behaviors described in each critical incident. Table 3-7 | illustrates a CIT form for an animal keeper job. Two statements represent examples of ineffective job
performance (numbers 2 and 3), and two statements represent examples of effective job performance (numbers 1 and 4).

Table 3.7
A Critical Incidents Performance Appraisal Rating Form

Instructions: For each description of work behavior below, circle the number that best describes how
frequently the employee engages in that behavior.

1. The incumbent removes manure and unconsumed food from the animal enclosures.
1 2 3 4 5
Never Almost never Sometimes Fairly often Very often
2. The incumbent haphazardly measures the feed items when placing them in the animal enclosures.
1 2 3 4 5
Never Almost never Sometimes Fairly often Very often

3. The incumbent leaves refuse dropped by visitors on and around the public walkways.
1 2 3 4 5
Never Almost never Sometimes Fairly often Very often





