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Performance appraisal is conducted i all types of organizations and groups.
Postsecondary educational institutions are no exception.  Postsecondary admunistrators
appraise the actions of department heads, faculty. and support personnel to measure
their contribution to the objectives of the mstitution. Some adiusistrators perform this
task perfunctonly and fuil to see its value, while others sce it as a valuable process.
Members of the orgamzation must receve feedback from others concerning the
appropriateness of their behavior if they are to iaprove productivity. correct errors,and
grow professionally.

Terms used to describe this process vary among professional groups. Performance
appraisal also is known as performance evaluation, mierit rating, performance review,
peeformance and productivity assessment, and efficiency and fitness reporting.
Performance appramsal has become the preferied term and 15 used in the mast recent
personnel and compensation textbooks and professional literature. The term evaluation
should be avorded since it refers to those processes used to establish the mternal worth
of jobs.

The process of performance appraisal varies from a series of informal assessments
made by superiors who know their staff well to more structured systems which require
superiors to complete various forms and mdahe written comments. Many authorities
contend that well-designed performance appraisal sytems are essentil m effectively
and legatly managing human resources.

In reality, however, few systems are totally successtful. One reason is that superiors
have great difficulty writing useful and objective petformance appraisal reports. They
are often reluctant to criticize a subordinate’s work and put the criticism i writing.
Another problem is there is no single approach that can fully addiess all the purposes
that organizations attempt to achieve with performance appraisal. As for equdl oppor-
tunity considerations, many systems uscd today are not the solution but, rather, are part
of the problem. A number of studies have shown aiiterton bias to be a serious short-
coming, resulting in discrimination against blacks, ethnic munorities, and women.
These systems may produce ratings that are subjective, impreslonistic, not-job-relaied,
and unstandardized. When used to justify important personnel decisions, such ratings
increase rather than decrease Equal Employ ment Opportunity (EEO) liability.
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Fortunately, the failures of the past have led to incredsed emphasts on development
of raters, more realisuc expectations of what performance appraisdl can accomphsh,
workable appraisal techniques, and effective strategies to deal with EEO regulations.
Examples of effective performance appraisal systems can be found in all types of
organizations including educational institutions. Turning he potential of performance
appraisal into productive reality is a challeage but attainabne goal facing those who
manage the affairs of postsecondary education.

With few exceptions, both faculty and admunistrators approach the performance
appraisal process with some level of anxiety and apprehension. The editors have made
a concerted effort in this book to relieve some of this anxiety by presenting the most
pertinent information which will increase the understanding of basic knowledge that
makes any performance appraisal system workable, fair to all parties, and legally defen-
sible. While the editors recognize that many facets were omitted that could have been
included, to do so would have made it unnecessarily long.

This book is not intended to be a substitute for primary sources in the field, rather,
it is meant to provide a concise framework for understanding the basic concepts of per-
formance appraisal and serve as a functional tool for practinoners and scholars. In
addition, our hook is not designed to render legal advice or legal opinion. Such advice
may only be given by lic2nsed, practicing attomey, and only when related to actual fact
situations. This warning iy particularly pertinent because of the nature of the topics
covered herein. Specific legal questions concerning personnel performance appraisal
should always be checked with the appropriate legal counsel.

Bettye B. Burkhalter

James A Buford, Jr.
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P >rmance Appraisal: An Overview

Bettye B. Burkhalter

Appraisal of performance of faculty, adnumstrators, and support staff 15 an activity
which has been identified as one of the most pressing 1ssues facing higher education
during the next decade. There are a number of reasons for this growing concern includ-
ing financial exigency, public pressure for accountability, and the continuing need for
workablc approaches to reinforce the growth and development of individuals. As might
be expected, this issue hias generated considerable apprehension and shepticism,
particularly on the part of faculty members It is the purpose of the authors to present in
uncomplicated terms the key concepts, theories, practices. and constraints in this area.
The focus is experiential and practical. Emphasis is made on the application of knowl-
edge so that administraters vl gan a usefu! understanding of the topic and have a
frame of reference to make the best possible decisions.

Problems and Issues in Performance Appraisal

Performance appraisal is wide!, recognized as au essential part of the management
job in all types of orgamizations. It can provide a source of motivation to achieve
organizational goals, a measure of work related contributions, and a4 valuawole too! in the
personai and professional development of indinaduals,  Unfortunately, perforraance
appraisal is generally regarded as one of the wedakest clements in the management
process A recent survey of over 2,400 practicing m.i agers combined with exensive
review and analysis of 23 years of literature concludew. wat "no industry or academician
has comprehensively solved the problems in performance appraisal”, in fact, 'no two
people compleiely agree on how to solve the 15y 2”1 The field has apparently no:
progressed very far since 1972 when Cohen and Brawer pointed out that ". .. we are
still at the most rudimentary empirical stage [of performance apprasal]. . . ."

If one accepts these conclusions, then 1t would seem that there must be certain
inherent charactetistics within the structure and processes of orgamzations which are
contributing factors. Thon.as F. Gulbert ofters the following pessimistic and unflatter-
ing assessments:




2 Performance Appraisal

+ Information is frequently madequate and musleading, managers often do not
really know how well people are perforimng.

+ Job models seldom exist to tell people precisely what important results they are
supposed to accomplish, how these results are measured, aid what standards of
performance are expected of them.

* Behavioral conditions for perfcimance are rarely well supplied by management
1o see that people have the best data, feedback, resources, procedures, incen-
tives, and tramning in order to meet exemplary standards.?

Finally, the topic of performance appraisal is viewed at werst ds a necessary evil in
private irdustry and many orgamzations in the public sector. In the field of educaton,
the resenvations are much more serious, particularly i regaid to post tenure appraisal of
faculty. Formalized uppraisal procedures are seen by many as unworkable, detnimental
to collegial relationships, and a threat to academic freedom.

While the authors recognize the aforementoned problems and 1ssues, we reman
optimistic. The results of the past 25 years of research and observations of organiza-
tional practice do not support a conclusion that performance apprasal cannot be
accomphished.  These results simply suggest that designing and implementing a legal,
accurate, and cost effective performuance appratsal program is not an easy task. In facet,
every organization must appraise performdance because dectstons must be made i such
vital areas as tenure, promotion, and merit pay adjustments whick require the measure-
ment of work contributions.

Evolving Purposes of Pertormance Appraisal

A comprehensive performance appraisal system should provide the framework to
make both administrative and professional decisions  Michael Scriven's "formative-
summative” evaluation concept 1s widely recognized and accepted.® Theoretically, deta
from the formative dimension of performance appraisal can be used for professional
developmeni decisions, and data from the summative side can be esed for personnel
management decisions.t  Many educators, researchers, and practicing professionals,
however, continue to voice the concern that one appraisal system cannot serve both
purposes.™S  Wilkinson contends that attempts to construct 4 single comprehensive
system which serves both formative-summative functions would be an impossible task.®
Conversely, according to the research team of Darling Hammond, Wise, and Pease, the
approaches are not mutually eaclusive af the performance appraisal yields, on the one
hand, objective, standurdized information for accountability and, on the other, descrip-
tive information for individual staff development.10

Although there 15 disagreement among sonie of the authorities  the field regarding
the dual use of a formuative summative evaluation approach, as applied to a performance
appraisal system, the controversy surrounding the supposed meompatibility between
formative and summative purposes of appraisal 15 confined largely 1o educational
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research and writng. The issue does not receive o gicat deal of attention in manage-
ment literature, nor is it viewed to be a major problem in many orgamzations.  There-
fore, the authors hold to the view that a single approach, when carctully des.gned and
properly implemented, can serve a variety of purposes.

Professionai Development

Many authontics consider professional development to be a very important aspect
of performance appraisal. Research has led to the following conclusions.

* Individuals are very interested in knowimg more about the factors affecting their
performance and their careers.

» Administrators are reluctant to discuss these 1ssues.,

* Most administrators have not found a direct approach to professional develop-
ment issues. i

Using the results of performance appraisal i career development can help indi-
viduals in identifying and overcoming blocks to their progress and in developing strate-
gies for improvement as they move through vanious stages of their career.  This could
be diagnostic, for example, statistically analyzing the links between performance
ratings and career stages.  Ratings can also be used directly 1o help staff members
understand what they must <o to become or remain high performers. 12

Placement in the Organization

There are several types of placement decisions in which performance ratings may
be used  The first deals with an individual’s ady ancement in the organizational struc-
ture. Examples include faculty member to department chair, library techmician to
assistant librariwi, and comptroller to business manager. Job behavior and activities are
often more revealing than tests and interviews for predicung future performance. Thus,
positive performarice ratings often are used as promouon criteria. It 15 unrealistic to
assume that because individuals are performing well on a job that they will succeed at
the next higher level, particularly when they are considered for promotion from lower to
upper level positions. Deliberations over which candidates will be chosen for promo-
tions always should begin by matching the requirements of the job with the applicant’s
qualifications Itis possible to identify certain aspects of performance on a present job
that can be useful in predicting performance in o different assignment. For example, if
a faculty member received good ratings in chairing faculty commuttees, this would be a
major consideration in 4 possible promotion to depattment head. On the other hand, a
faculty member vho had difficulty with daily adnumistrative details would be a poor
prospect for an administrative assignment.

| 27
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4 Performance Appraisal

The second type of placemen deals with the professional. tatker than admimistra-
tive hierarchy  The most pervasive example is found i the fuculty. Decisions must be
made regarding the awarding of tenure and promotion in 1ank, and 1 some cases both
at the same time  For example. an assistant professor could be tenured and promoted to
associate professor simultaneously. These type decisions focus on different dimensions
of performance: however, accurate assessment of appropnate behavior and outcomes
such as teaching success and community service can still be achieved.

Placement also has a negative aspect. An indis idual who 1s perfornung poorly may
need to be transferred 1nto a new job in which prospects for adequate performance are
feasible. Again, performance appraisal results that dentify both strengths and weak-
resses can provide information about the type of job that better utilizes an mndividual’s
strength. These results reduce or elinunate those areas where deficiencies extst.

There will be cases where, regardless of the best efforts of the organization, an
individual is either unwilling or unable to meet reasonable expectations of job perfor-
mance. In these cases, 1t 15 necessary to use’ the results of performance apprasal for
such adverse actions as demotion, suspension, probation, or termination.

Compensation

An organization’s reward system includes dny thing an employcee values that the
employer is willing to offer in excliange for the employee’s contrit itions. One 1mpor-
tant reward is compensction. 1t is logical that the amount of an mdividual’s salary
increase should be related to job performance during a specific period. Many organiza-
tions basc the amount of merit raises directly on perforniance ratings. There are three
reasons to relate safary to performance. First. as a society we are committed 1o a sense
of equity that suggests that rewards snd performance should be related. Second,
research in motivation shows that if compensation 1s to be a motiy ator, people must see
a clear, positive correlation with performance  Third, rescarch also shows that out-
standing performers prefer to work in and remain in meritocracies. 3

There are authorities in the field who feel that compensation decisions should not
be linked to performance appraisal. The contention is that during the performance
appraisal conference, the individual is most concerned with the amount of the raise and
not with such important matters as productivity improvement and professional devel-
opment. Therefore, an employee 1s likely to concentrate on how the rating will translate
into dollars and to ignore all else.

While this issue cannot be resolved completely., it seens reasonable that if an orga-
nization is willing to invest the time and resources needd to develop a job-related
performance appraisal system, the results should be used i the LOmpensdtion progrim.
The argument that if individuals know their pay increases are related to performance
ratings, the other purposes of performance apprarsal somehow will be minimized can be
stated conversely. The person may feel that if ratings have no fluence on salary, then
the organization is not serious about performance appraisal.

ERIC 19
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The mayor concern with Lsing performance appraisal results m compensation pro-
gram decisions is whether or not the system actually measures employee contributions.
Most of the dissatistaction with mentt pay can be ttaced directly 10 sy stems that produce
highly subjective and frequently meaningless ratings. Such ratings have Inttle to do with
how well people fulfill their obhgations to the orgamzation.

Legal Considerations

Performance ratings. when used 1o justify decisions related (o such areas as promo-
tion, merit pay. and ternunations, are subject w0 federal and state laws and regulations
which prohibit discrimination based on race. color, sex. religion, national origin, age,
and handicapping condition. The centerpiecd of EEO Legislation 1s Title VII of the
Civil Rights Act of 1964. Beginning with the landmark case. Griggs v. Duke Power
Company, both the courts and the Equal Employment Opportumity Commission
(EEOC) have mandated that apprasals be based on criteria which ate vald or job
related. While it is not impossible to prove job relatedness to the satisfaction of a com-
pliance agency or court, certain essential steps must be followed. What 1s required, ". . .
ata minimum, is a degree of logical argument and fuctual evidence, not just a subjec-
tive appeal to intuition and so-called common sense. "t

An institution which loses a Title VII case is subject to back pay awards which can
be substantiai in a class action suit. In additon, courts usually allow the prevailing
party to recover attorney fees. There have been cases where courts have found defen-
dants to be personally liable for violatng the nights of individuals. Finally, a court is
likely to impose hiring and promotional quotas, as well as requiring the employer to
revise its selection pracnces. Even if the employer wins., a law suit is very costly. Time
and resources invested in research and analy sis, answermg mierrogatories, and prepara-
tion for trial. unlike attorney fees, cannot be recovered.

The Selectiorn of a Perfermance Appraisal Technique

Many peiformance apprarsal methods and techmyues are used today. As nmught be
expected, no method can be eapected to accomplish all of the objectives of the process
and all have advantages and disadvantages. The selection of a method or combination
of methods should be based on accommodating legal requirements, current research;
proposed uses of appraisal results, institution ty pe. climate, and mission, and organiza-
tional resources.

Itis probably safe to suggest that there are o number of techmiques wluch are both
effective and legally defensible and an equally large number which should be rejected
out of hand for fuiling on both counts. A somcwhat neglected area is cost versus bene-
fits. ~ As will become erident. the devilopment and adnunistration of a performance
appraisal program is expensive, and the value of post appraisal benefits such as
increased motivation and better administrative decisions should be at least equal to the
costs in time and resources.
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Criterion Developmenr:

Regardless of the technique used to measure jub performance, the adequacy of the
criteria measures is a critical issue. There are various types of job performance
measures which can emphasize both work outyut and judgmental data. Work output
can be observed and tabulated such as nuraber of important comnuttees chaired,
number of public service activities conducted and the number of professional presenta-
tions and publications. Such measures are seen to be highly objective. In fact, one
advocate of such measures in appraising performance of faculty members uses the
expression “either you did 1t or you didn’.."'S There is little question, however, that
judgmental data is unavoidable. Most jcbs require information from superiors who
directly and continuously observe the quali y of the work. The distrust of these kinds of

measures and the possibilit, of bias make it essential to carefully develop and scale
behavioral measures.

In criterion development, job analysis sees both a legal and technical purpose.
The legal role is well established in both the 'Uniform Guidelines” and 1n a series of
court decisions. A thorough and competent job analysis establishes the ratonal link
between the content of the job and the content of *he performance measure. According
to Donald Schwartz, EEOC personnel rescarch psychologist, "the absence of a job
analysis is fatal to a validity study in a court challenge. 16

In regard to the technical or professional requirements for job analysis, there are a
number of acceptable methods. In selecting a method or technique, the focus should be
on ensuring that the method or combination of methods representatively samples
significant job tasks ~ Although it is highly desirable, it is not possible 13 specify one
clear, suitable, standard means for meeting all the technical and legal considerations of

a job analysis.!” The lack of such a standard, however, should not be viewed as a major
problem.

Measurement Accuracy

The final outcome of a performance appraisal program 1s, of course. the rating.
Unfortunately, the process is not self regulating. Measurement accuracy 1s a4 serious
concern; in fact, various types of 1ater errors can undernune the vahdity of the most
carefully designed system  Performunce appraisal programs must have the support of
top administration; much more than a speech and a cover memo. At a minimum, all
levels of management must take performance appraisal programs seriously.

It is also necessary to address tendencies and perceptual maccuracies of raters.
There are a numbr. of common sources of error in performance apprasal which can be
controlled with an adequate rater training program. While these problems cannot be

completely eliminated, both accuracy and reliability can be brought to manageable
levels.

[
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Instrumentation

Finally, there 15 & need to set concepts and theories 1nto operation so that parfor-
mance appraisa' can be implemented under standardized and controlled conditions.
Instrumentation often does not receive adequate attention. In too nuany cases, the actual
performance appraisal forms are eithier "off-the-shelf” or poorly designed. Each organi-
zation will, of course, have different requirements depending on the technique that is
selected.

Concluding Comment

This discussion has raised a number of 1mportant 1ssues regarding performance
appraisal in postsecondary institutions und there arc obviously many others. It should
be apparent that there is no perfect solution to the problem of measuring work-related
contributions to objectives. But the potnt 1y that performance apprasal 15 an essential
part of the management job. There 15 real value i the process and the forces pressing
for performance appraisal will only become stronger. While it is important to seek help
from the literature, it is also possible to be overwhelmed with conflicting information.
Too often this leads to a feeling of futility and a decision to avoid facing the issue until
a unified model has appeared. This will not happen. The tash of institutions is to inte-
grate proven concepts into their own model, avoud the mistakes of others, and move
forward.
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Legal Aspects of Performance Appraisal

James A. Buford, Jr.

Although most of the attention m the arca of euudl employment opportumty has
been focused on recruitment and selection, the performance appratsal process is subject
to the same laws and guidetines Decisions related to promotion, selection for training
programs, wage and satary administration. discipline, and even dismissal come from
performance appraisal results. Title VII of the Civil Rights Act of 1964 prohibits
employment discrimination based on race. color, religion, sex. or nationat orgin, The
Age Discrimination in Employment act of 1967 prohubits discrmination against people
age 40 and over The Equal Employment Opportunity Commusston (EEOC) has been
given legislative responsibihity for enforcing these acts. In 1966 the EEOC 1ssued its
first set of "Guidelines” relating to the employer’s obligation to develop nondiscrinu-
natory personnel procedures. They were revised i 1970 and agam 1 1978.1

Major Court Decisions

In 1971 the U S. Supreme Court in Griggs v. Duhe Power Company issued i land-
mark decision regarding Title VI ihe effect of the Court’s deciston was 1o establish a
requirement that if any employment practice or "test” has an adverse 1mpact on
mzribers of a protected group. the employer must demonstrate that the practice 15 vald
or job-refated 2 The decision also gave the EEOC "Guidehnes” essentiatly the force of
law in developing personnel procedures  Performance appraisal results, when used to
justify personnel decisions, are clearly covered by Title VII and related laws,

L1 1973 the court stated n Brito v. Zia Company that the organization had viotated
Title VII when, on the basis of poor performance ratings. it laid off a number of
employees ¥ The court said the practice was illegal because (1) a disproportionate
number of Hispanic workers were Liid off and (2) the performance apprasal istrument
was not retated to important elements of work behavior but was based on "the best
judgments and opinions of supervisors” and ws not adnumstered and scored under
controlled and standardized conditions.  The decision also e ly established that per-
formance ratings were employment "tests,”
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10 Performance Appraisal

There was a simular case involving a university i 1974, In Wade v. Mussissippi
Cooperative Extension Service, a U.S. District Court noted that what the organization
had called an "objective appraisal of performance” actually was based on supervisory
ratings of traits such as leadership, public acceptance, attitude, grooming, personal con-
duct, outlook on life, resourcefulness, and loyalty.* The court ruled that the results of
such appraisals retained blach employees in nonsupervisory pusitions and that the
results could not be used as promotion criteria. The court ordered the Extension Service
to develop an appraisal system that would meet the requirements of the EEOC
"Guidelines." Both of these cases are classic examples of discrinunation as defined in
the Griggs case.

In 1975 the U.S. Supreme Court ruled in Albermarle v Moudy that because job
analysis had not been conducted, the company could not use performance appraisal
ratings to validate selection requirements wluch eliminated o dispropertionate number
of black applicants.5 The importance of adequate job analysis continues to be empha-
sized. In Greenspan v The Automobile Club of Michugan, a case brought in 1980, the
court criticized the method used in analyzing jobs, stating, "The analyst did not verify
Jjob description by making an on-site inspection of the employee who actually per-
formed the job. . .."% The major requirement in job analysis for performance appraisal
purposes is to ensure that the data collected provides accurate information about work
behaviors critical on the job.

EEO Liability

EEO laws and court decisions attempt to eliminate race, sex, or age discrimination,
and liability can be triggered in at least three general ways. intent to discriminate, dis-
parate trzatment, and disparate or adverse impact.

Intent to discriminate was the major consideration in disCrimination Cases prior to
the passage of Title VII. Persons seeking recourse had to prove that the employer
deliberately set out to discriminate against them on the basis of race (there was no pro-
hibition against sex or age discrinination). Intent to discrmunate 1s evidenced by the
following examples:

* A rater deliber itely gives lower performance ratings to black ernployees.

* Prejudicial statements are wiade such as "blacks cannot handle management
responsibilities.”

* Policy statements endorse illegal practices such as job segregation,

At the present ime, ntent to discrinunate 15, not a major fuctor in EEO litigation,
however, evidence of such actions will discredit any defense raised by an employer.

Disparate treatment oceurs when members of protected groups are treated differ-
ently from other employees. Examples of this include:
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* A black and white employee receive different ratings when there 15 no observ-
able difference in job performance.

* Male employees receive day-to-day counseling to mprove their performance
ratings. Female employees do not.

Disparate treatment is a frequent cause of discriminauon complaints.  Under
present law it is not necessary to provide evidence of "evil intent', all that is required to
establish the fact that a procedure or practice 15 not carmed out consistently between
individuals or groups.

Disparate impact occurs when barriers which appear to be neutral have an adverse
effect on members of protected groups. There miay be no intent to discriminate or
evidence that cne group or individual is treated differently from another. In many
cases, statistics alone are sufficient to establish disparate impact. The EEOC and the
courts have adopted the 80 percent rule for such cases. The rule states that any selec-
tion ratio (e.g., number promoted vs. number eligible) for members of protected groups
must be at least 80 percent of the majority selection ratio.” Examples include:

* A statistical analysis reveals that blacks receive significantly lower performance
ratings than whites.

¢ Performance ratings lead to differential promotions, training opportunities, merit
raises, or dismissals.

Disparate impact focuses on the effect of practices and procedures rather than the
causes. Another term that 1s used for disparate impact is systemic discrimination.

Intent to discriminate and disparate treatment can involve individuals or groups of
people who are members of a protected class. Disparate impact normally involves
groups. The existence of any one can start a chain of cvents known as the EEO hability
process.?

Typically, an organization first lc ims that it has been accused of discrimination
when it receives a notice of charge from the EEOC. If there is a state fair employment
practices agency, the EEOC must defer to that agency before beginming its owa investi-
gation. The deferral agency may process and settle the charge. If the charge is not
settled, or the agency waives jurisdiction, the EEOC will re-assume jurisdiction. The
EEOC will first invite the employer to attend a "no-fault” conference to resolve the
comolaint. If, in the opinion of the EEOC representative, the charge has merit, there
will be an attempt to obtain a settlement. If the charge is found to be without merit, the
EEOC will issue a "no-reasonable-cause” finding.

If the representative is unable to settle a charge which 1s thought to have merit, the

EEOC will then conduct a full-scale investiganon. The EEOC has the authority to
subpoena and question witnesses under oath. If the mvesthigation results in a finding of
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“cause,” the EEOQC will again attempt to conciliate the matter. At thus point, concilia-
tion remedies might include back pay, promotion, changes 1n procedures and relief for
others similarly affected If the investigation reveals "no-reasonable-cause,” the EEOC
will issue a right-to-sue letter to the complainint. Faced with a finding of "cause,” the
organization will often elect to settle the case rathier than take a chance on losing in
court. If conciliation fails, the EEOC has direct access to the courts, and will consider
litigation based on the merits of the case. Actually, most charges do not result in linga-
tion but are resolved through administrative action.

If the case gocs to court, the complainant (plaintiff) must, as shown earlier, prove a
prima facie case of discriniination by showing intent to discrinmnate. disparate treat-
ment, or disparate impact. This is the first burden of proof in 4 discrimination case and
is always carried by the plaintiff,

Once the plaintiff has established a prima facic case in @ disparate treatment claim,
the employer must articulate some legitimate, non-discriminatory reason for making the
decision.  When disparate impuct is established, the employer must shew that the
practice or procedure has & "manifest relationship” to the job 1 question. This holds
even when the criteria are, by necessity, “subjective or discretionary” in nature. The
employer may show that the practice is necessary to fill o legitimate business
requirement. This is known as the defense of "business necessity.” Another defense is
to demonstrate that the practice is valid or job-related wccording to the "Guidelines."
There are variants and combinations of these defenses. but the important point to
remember is that, once a prima facie case has been established, the employer is
presumed to have violated Title VII unless the employer can show otherwise.® The
second burden of proof (some authorities use the term burden of production) in an EEO
case is always carried by the employer.

If the employer’s defense is successful, the plamtiff must show that the employer’s
reasons were, in fact, only a pretext, or that alternate selection methods having less
adverse impact arc available. Thiy third burden is carried by the plantiff. EEO cases,
however, are normally decided on the basis of whether or not employers can demon-
strate that their practices are job-related (see Figure 2.1).

The discussion above outlines how a charge would typically be decided 1n a court
case. Most charges, of course, do not result in uctual litigation, but dare resolved by the
EEOC or state agency through admimstrative action, either by o "no cause” finding, or,
if "reasonable cause” is found, through conciliation.$

An employer who loses a Title VII case is subject to back pay awards (which can
be substantial in a class action suit). Also, courts normually allow the prevailing party to
recover attorney fees. There have been cases where courts hive found defendants to be
personally liable for violating the nights of individuals. Finally, a court is likely to
impose hiring and promotional guotas, as well us requiring the employer to revise its
practices. Even if the employer winy, a lawsuit 15 very costly. Time and resources
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invested in research and analysis, answering interrogatories, and preparation for trial,
unlike attorney fees, cannot be recoveied.

There are three basic approaches that may be used by an employer to nunimize
EEOQ liability. The first is to hire, promote, and adnunuster salaries without regard tc
performance. For example, promotions could be based on semority, and across the
hoard raises could be given. The employer could thus ensure that there would be no
adverse impact, and a prima facie case could not be established. The sccond approach
would be to continue current invalidated practices and wat for the EEOC or nunority
applicants or employees to take legal action. Many organizations follow th:s practice.
A third anproach would be to assume that performance apprasal pracuices will have
adverse upact and vahdate each practice 1n accordance with the "Guidelines.”

The third approach is recommended. The idea of being prepared to defend the
organization’s performance appraisal practices after a prima fucie case has been estab-
lished does rot mean that adverse impact 1s something that should not be avoided
whenever possible. One does not purchase automebile liabihty insurance with the
intention of causing a traffic accident. In fact, insured motorists are likely to be safer
drivers. Itis also true that job-related performance appraisal practices have less adverse
impact.

A Validation Strategy

——— e goal of minimizing EEO liability 1s realistic and well within the capability of

any organization. Although no system can be made "lawsuit proof,” there are measures
which can reduce the possibility of systemic discrimination. The approach recom-
mended here is based on a strategy of validation. By requiring the validation of perfor-
mance appraisal systems according to the "Guidelines,” this strategy ensures adequate
defense if an employer is charged with discrimination.

Not 4ll authorities in personnel n..nagement recommend the strategy of validation.
One view held by the opposing group of practitioners, writers, and consultants is that
validation can be done only by experts and that another strategy, namely reducing or
eliminating adverse impact, is preferred.  Although it is true that validation 15 required
only where a practice is having an adverse impact, such reasoning 1s not compelling. In
the first place, if one accepts the definition of vahidity, that a procedure or "test”
measures what it purperts to measure, then validity iself is a legiumate end. Why
would an organization not take steps to ensure that its performance appraisal system
was measuring job performance? Another problem with a strategy of reducing adverse
impact is that this approuach implicitly questons whether members of protected groups
can perform adequately even when the systemi s fair. They can and do. Finally, the
"Uniform Guidelines” provide vahdanon methods, and one of these (content validity)
can be accomplished without the need for statisucal expertise. A checklist for legal
requirements is shown in Appendix B.
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Reducing or eliminating adverse impuact and improving the utilization of protected
group members in ali parts of the v ork force is more properly an objective than « strat-
egy. Employers whe find themselves accused of Title VII violations because members
of protected groups are either rejected for promotion at a disproportionate rate, under-
represented in the work force, or receive lower pay are usually unable to successfully
defend in court the practices in question. An analysis of these cases strongly suggests
that these employers have almost always waited until they got into trouble before they
attempted to justify their practices, many of which were not job-related. These employ-
€rs were, to use a common expression, "a day late and a dollar short.” Thus, a strategy
of validation would seem to hav2 two major advantages. First, it addresses the problem
of systemic discrimination, which Congress und the courts have identified as the major
barrier to fair employment.  Second, validation contsibutes to better admunistrauve
decisions.

The best st-ategy for demonstrating that a perforniance appraisal system is job-
related is known as content validity, in which a procedure is justified by showing that it
representatively samples significant paits >f a jeb. The following excerpts from the
"Uniform Guidelines" define content validity in more detail.

A selection procedure® may be supported by a content v alidity strategy to the
extent that it is a representative sample of the content of the job.

- & content validity strategy is not appropriate for demonstrating the validity
of selection procedures which purport to measure traits or constructs such as
intelligence, aptitude, personality, common sense, judgment, leadership, and
spatial ability. Content validity is also not an appropriate strategy when the
selection procedure involves knowledge, shills, or abilities which an employee
will be expected to learn on the job.

There should be job analysis which includes an analysis of the important work
behaviors required for su cessful performance und their relative importance.
Any job analysis should focus nn work behavior(s) and the tasks associated
with them.

To demonstrate the content validity of u procedure, o user should show that the
behaviors demonstrated in the selection procedure provide a representative
sample of the work product of the job. . .. The closer the content and the
context of the selection procedure are to work samples or work behaviors, the
stronger is the basis for showing content validity.10

*The term selection procedure refers to any procedure used for any eniployment deci-
sion; thus a performance appraisal procedure is u selectioa procedure within the
meaning of the "Uniform Guidelines” (see Section 16Q).
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16 Performance Appraisal

Related Considerations

While the chissic defense against adverse impact s for the employer to show job-
refatedness, the situation 1s not so simple with performance appraisal. Smee it 1y diffi-
cult or impossible to develop a completely objective system, there always will be ele-
ments of supervisory judgment. Courts have vaned their critena for finding discrimi-
nation.  Factors which are considered inctude. the facts m the case, the degree of
adverse impact; 1f the criteria are objective. subjective. or some combination, and
whether or not the practice operates to perpetuate the effects of earlier intentional
discrimination.’  Thus, extreme care should be taken n the choice of measures,
standardization and control of ratings. training of raters. and analy sis of results to ensure
that ratings are not biused by (age) race, color, sex, national origin, or rehigion. 12

Two recent studies exanuned empirtcally the effects of 13 appraisal system
characteristics on the verdicts m 66 tederal court cases involving charges of discrimina-
tion. Five characteristics were found to correlate strongly with judgments for the
defendants 3

1. Type of Organization - Public sector organizations were more hkely to
receive a favorable verdict than private businesses.

2. Provision of Written Instructions - Many courts have held the view that the
provision of written instructions, while no guarantec. 15« prerequisite for systematic,
unbiased appraisals.

3. Trits vs. Behavioral-Oriented Apprawsals - Coutts are far more hkely to
accept behaviorally-based performance appraisal systems.

4. Uscof Job Anatysis - Defendants haye won appronimuately 82 percent of the
time when the system was based on job analysis.

] Review of Appratsal Results - Defendants were more successful when results
of the appraisal were discussed with the employee.

"AtWill" Liability

Beginning v.1th the industrial revolution. the employ ee-employer relationship i the
United States has been covered by the common Law docuine of “employment-at-will.”
Under this doctrine, cither the employer o1 employee can termunate the relationship at
any time and without giving reason,

The doctrine clearly favors the employer, since it contains the night to arbitrarily
dismiss an employee. Increasingly, howesver, this night has become subject to both
statutory and judicral restrictions. As has been pointed out, the effect of federat EEO
laws has become a mujoi constraint. In recent years, however. both federal and state
courts have created new legal rights for empleyees including those who are not
members of protected groups (women, minorit. . persons over 40, ete.). In regard to
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performance appraisal, employers miay encounter legal ltability whea they attempt to
discharge employees for poor performance. Two important sources of at-will hability
involving performance appraisal are breach of contract ai ' violation of the imphed
convenant of "good faith and fair dealing. 13

There have been a number of successful lawsuits where the employer has been
charged with breach of contract  Representation made in cmployee handbooks, poli-
cies, procedures, and direct or indirect statements are implied contracts.  Once a
contract has been found to exist, either in fact or by implication, the employee has a
legal claim if its terms are not followed. The common claim of breach of contract s
when employers fail to follow their own specified procedures when discharging
employees for poor performance. s

Courts are also allowing wrongful discharge surts where termination constitutes a
violation of the mplied convenant of "good faith and fair dealing.”  Aibitrary and
unexplained firings are often overturned, and courts are making 1t clear that employees
are entitled to varying amounts of organizationai due process.!® Employecs of public
institutions have additional due process rights guatanteed by the 14th Amendment to
the U'S Constitution In other words. an employce who is being disnussed or pressured
to resign (constructively discharged) for poor performance should have an opportunity
to defend his or her performance and be judged in a fuii w dy with exphcit knowledge of
the criteria on which the dismissal was based.

losing Remarks

Disparate impact 15 a major issue in all personnel piocedures. It is unrealistic to
assume that performance appraisal systems can be designed which will never cause
disparate impact or can be made court-proof by establishing business necessity or job
relatedness. Moreoer, the arca of at-wil liubility 15 still evolving. But it has been
demonstrated that a performance appraisal system that avoids court problems encoun-
tered by other oiganizations. that meets the validity requiremenis of the "Umform
Guidelines.” and that is administered by trained raters under standardazed and controlled
conditions will greatly reduce the potenual for legal liability.

Endnotes

I "Umform Guidelines on Employee Selection Procedures.” Federal Register
43 (August 25, 1978). pp. 38290-40223." These were referred to in earlier editions
(1966 and 1970) as "EEOC Guidelines "

2. Griggs v. Duke Power Company. 401, U.S. 430 (1971 ).
3. Britov. Zia Company, 478 F. 2D. 1200 (1973).

4. Wade v Mississippi Cooperanve Extension Scrvice. 372F. supp. 126, 7EPD
9186 (1974).
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Considerations in Selecting a
Periormance Appraisal Technique

James A. Buford, Jr.

Performance appraisal systems are built around a number of methods and tech-

niques. In selecting a techmque (or combination of techmques) the mstitution should
consider the following:

1. Does the technique accurately measure job performance?

o

Does 1t meet legal requirements?

(5]

Who will perform the appraisal function?

4. Can it be administered efficiently?

5. Are the post-appraisal boiefits in the arcas of productivity, motivation, and
decision-making likely to exceed the costs?

To provide a basis for answering these questions. we will eaplain the characterstics of a
number of performance appraisal nicthods and techniques. the various sources of
apprsal data, and conclude with an approach to the question of costs vs. benefits.

Overview of Performance Appraisal Techniques

Many performance appraisal methods and techniques are used today. No method
alore can be expected to accomplish all objectives of the performance appraisal
process, and all have advantages and disadvantages.  The methods described m this
section are those that are most common. They include graphic rating scales, essay
appraisals, comparative methods, chechlist methods, crical incidents, performance
standards, behavioral scales, and management by objectives.

o
<,
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Graphic ating Scales

Introduced i 1922, the graphic rating scale 1s the oldest and most conmonly used
performance appraisal technique.’”  An example 15 provided i Figure 3.1. In this
method, a scale 1+ used to rate the ndividual on several factors. The rater scores each
factor on a continuum from low to high.

Graphic rating scales vary m two important ways. both kaving ¢ major impdct on
reliability and validity.

The first way that graphic rating scales vary mvolves the factors to be rated. These
may be a list of traits such as leadership ability, mmuati ¢, honesty, and atutude. The
problem with these factors 1s that they are highly subjective and may not apply to the
job. For example, it1s difficalt to define and mwasure o trait such as leadership ability.
Moreover, this trait will not alwiays be relevant, as in the case of @ booxkeeper. 1n most
cases, trait-based scales will not meet validity requirements of the EEOC and the courts
when used to justify decisions regarding prouotion, merit increases, and dismissal.?

Figure 3.2 is a raung scale format that has been dimensionalized and weighted.
These factors are based on job domains or major responsibilities and the relative
importance of cach as established by job analysis. When used with an accurate job
description, this format is very job-related. In a more detaled version of the dimen-
sionalized rating scale format, the factors to be rated describe actual job behaviors and
are known as performance standards. An examiple is shown in Appendix A. In general,
the more factors there are that are job-specific and can be either quantitatively measured
or at least observed, the higher the degree of relibility and validity that can be
obtained.

The second way that graphic rating scales vary 1s the manner i which total scores
are assigned. In many cases, ratings are simply added together. however, the additivity
assumption may not be valid because the factors are not equal in importance.

Ratngs are more meaningful when they are weighted in accordinee with their
tmportance to overall jub performance.  With quality job analysis, it is possible to
develop rating scales that are weighted ou an appropriate basis such as amount of time
spent, frequency of performance, or relative importance  For eaxamiple, the factor used
10 rate instruction probably would receive a greater weight than community service,
even when both are part of the job. About 77 percent of graphic rating scales used
today are similar to the one shown in Figure 3.1. They are unweighted and are focused
on traits rather than job-related behaviors.3

In isolation, a tramt-oriented scale 1s of little use n providing feecback to individ-
u.'  .ommprovemeat. However, graphic rating scales are relatively simple to develop,
easy to understand, and less ime consunung to adnunister than other technigues. They

‘ »
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Department

EMPLOYEE RATING FORM
Classification

PERFORMANCE

Knowledge

(]

[ —

Cooperation
Dependability
Adaptability

o s wN =

Judgement

oot

J

© o N o

(-

—

(]

10. Punctuality

COMMENTS:

Employee Signature
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Figure 3.1 Graphic Trait Rating Scale
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PERFORMANCE
APPRAISAL FORM

PART! IDENTIFICATION

Name _ Richard W Martin i
Position _Faculty Member B o

Rating Penod From 10186 = 1, 93187
Rater Name ___ DouglasBcown =
Rater Twte ________ DepartmentCharr =
Department _ Socual Science

Date Employed ____9180

PART Il RATING SCALES FOR MAJOR RESPONSIBILITIES

E Fails to Meet Job Requiremenis
Essontially Moots Job Requirements
Fully Moets Job Requirements
Meets Job Requirements with

Distinction

5/ Excoeds Job Requirements

Rating ScaloKey

assigned subject matter area, and contributing to welfare of
community through participation in areas of interest

Figure 3 2 Dimensionalized Rating Scale
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can be highly job-related and can be combined with vther miethods such as behav-
lorally-phrased essays. To make ratings more meaningful. the rater, along with com-
pleting the scale, may be ashed or required to justify the rating and to discuss
suggestions for improveinent in space provided for written comments.

Essay Appraisals

The narrative essay is « description of the individual’s job performance in the
rater’s own words. Often, guidelines are provided. For example, the rater may be
asked 1o describe such things as strengths, weaknesses, and potential and to make sug-
gestions for improvement (see Figure 3.3). The essay approach to performance
appraisal assumes that a candid statement from a knowledgeable supervisor about an
individual’s job performance s just as vahid as more formal and quantitative methods.*

Narrative essays can provide detailed feedbach regarding job performance, par-
ticularly if the rater uses an accurate job description to ensure that all areas are covered.
Most essay appraisals, however, are unstructured and vary in length and content.
Another problem with essay appraisals 1s that the individual’s rating may depend more
on the writing skills of the superior than on the individual's performance.s Finally, this
method is highly subjective, ume-consunung, difficult to administer, and impractical
for large groups.5 Most authorities agree that the essay s best used as a supplement to a
more structured method such as the graphic rating scale.

Comparative Methods

Comparative methods comp re individuals against each other rather than against
standards. Individuals may be compared on measures relating to overall job perfor-
mance or on several traits or work characteristics.  All comparative methods assume
that job performance is distributed along a continuuni from poor to outstanding. This
idea is popular in the military and in the corporate world, where one hears such terms as
“top five percenter” and "fast track.” The results of these methods produce a listing of
individuals from first to last in order of performance. Figure 3.4 illustrates how ranking
involves placing individuals in order of overall performance, normally by first selecting
the best and worst performers, then designating neat bett, and continuing until all indi-
viduals have been ranked. Figure 3.5 shows how paired comparison requires that
individuals be compared one at  tinie with every other individual, with the final task
rank determined by the number of times an individual was rated better than the other
individual. In the forced distributton method, the rater assigns a specific proportion of
individuals to predetermined performance categories, as shown in Figure 3.6.

The most elaborate of the comparative methods 1s founded on the principle of the
normal distribution and is analogous to grading on the curve, in which there are a few
A’sand F’s, slightly more B's and D’s, and a large number of C's. That there is some
proportion of outstanding, good, far, and poor performers in a department or organiza-
tion, however, is an unrealistic assumption.”

Q e
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Make a clear and concise statement describing the employee's performance
on each of the factors below.

Productivity: Volume of work and major accomplishments

Coordination: Planning and organizing work and supervising employees

Fig. ¢ 3.3. Essay Appraisal Format

Accuracy: Meeting quality standards
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Cooperation: Working relationships with others

Know-how: Possession of job-related knowledges and skills

Development: Personal strengths and areas needing improvement.

L

Figure 3.3. Essay Appraisal Formal (Continued)

Elk\l-c (W)
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|

Consider the employees in your department iri terms of overall jcb performance
Select the best employee and put his/her name in column A, ne 1 Then
select the worst employee and put his/her name in column B, line 20 Continue
| this process until the names of all employees have been place on the scale
i Column A (Best) Column B (Worst)
1. Warren Clark "
2 Sam Burton 12
3. James Strawn 13
4 Deborah Stit:son 14
5 William Buford 15
6 16 Wilson Fowler
17 Sylvia Watt
18 Harry Larkin
19 Robert Lee
20 John McCord

Figure 3 4 Ranking Scale Using Alternative Ranking Method

Source Adapted from Dale Y oder, Personncl Management und Industrial Reluuns (Englewood Cliffs Prentice
Hall, 1970) p. 237

—_
O O O~

Persons As compared to:
Rated SB |WB(WC|WFIHL |RL|{JM|DS|JS |[SW| SCORE | RANK

Sam Burton X X[ XXX XXX 8 2
William Buford XIX XX X 5 5
Warren Clark X | X XXX X X] XX 9 1

Willam Fowle X|X]|X X 4 6
Harry l.arkin X | X 2 8
Robert Lee X 1 9
John McCord 0 10
Debc ah Stinson X XIX [ XX X 6 4
James Strawn X XXX XX X 7 3
Sylvia Watt XIXIX 3 7

Note X means that the persons performance s better than the person with whoin he,/she was pared
For example, Clark's performance is belter than any of the uthers Lee s1s oniy better than McCord's

Flgure 3.5. Ranking With Paired Comparison

O 8 I;/
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Instructions. Assign the employees in your departmient to the appropriate
categores using the fellowing distribution as a guide

Above Below Un-
Outstanding Average Average Average Satisfactory
(10%) (20%) (40%) {20%) (10%)
W. Clark S. Burton D Stinson H Larkin J McCord
J Strawn W Buford R Lee
W Fowler
S Watt

Figure 3 6. Forced Distribution

Another problem with all comparative methods is that individuals are usually com-
pared in terms of overall job performance. This hind of comparison Iimits the useful-
ness of the appraizal for providing feedback to the mdividual regarding aspects of job
performance which are acceptable and those which need improvement.® Therefore, the
results of comparative methods are likely to be meamngless and may be damaging to
morale since someone must be lust. To illustrate how ranking methods distort reality,
consider that there is a slowest runner on the U.S. Olympic gold medal 4 x 100 relay
team and a fastest runner among 45 to 55 year old fimshers in a local "fun run."
Comparative methods are not job . _lated and thus are difficult to validate.

One point can be made in defense of comparative methods. An organization may
need to determine rankings for admimstrative purposes, such as a vahdity check on
another method. A supervisor who huas rated 10 individuals on a graphic rating scale
may be asked later to Iist the individuals from first to last in order of performance. A
strong positive rank correlation would be expected.
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Checklist Methods

A checklist method known as forced choice was developed by the U.S. Army dur-
ing World War II to overcome the problem of lement performance ratings.  Although
there are a number of variauons, the procedure usually requires raters to select from a
group of statements those that are related to the individual’s behavior. A group of
statements is shown in Figure 3.7.

From each group of statements below, mark M beside the statement which
is most descriptive of the employee's behavior and mark L beside the
statement which is least descriptive.

A.  _____ Inclined to avoid responsibility
Takes pride in the job
Shows poor leadership
—— Open to suggestions.

B. _____  Exercises good judgement
Tends to resist change
Treats subordinates with respect
Has gaps in job knowledge

C _____ Failsto establish priorities
Complies with policies and procedures.
~ _ Pays attention to details.
— . Does not meet deadlines

Figure 3.7. Forced Choice Appraisal

The rater is required to pick one statement that 15 most descriptive and one that 1s
least descriptive of the individual. The statements are designed so that only one of the
favorable and one of the unfavorable statements iy associated with job performance.
This information is not provided to the rater, thus, the results of the rating are known
only to the personnel deparument, which has the key. This kind of rating tends to be
resented by both managers and individuals, and feedback 15 obviously impossible.
There are also serious questions as to whether it is possible to develop a set of state-
ments that distinguish between good and poor performers.
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Critical Incidents

Crtical incidents are reports made by hnow ledgeable observers of a tion taken py
individuals who were especially effective or neffective in aceomplishing their jobs.
The critical incident technique, or CIT, was deveioped in 1954 by John C. Flanagan.?
Critical incidents are recorded by superiors as they happen, thus are short and to the
point, and they normally consist of a single sentence. The following are examples of
critical incidents that illustrate effective performance:

* Conducted formal review scssions outside regular class hours, scheduled
sessions so that maximum number of students could attend (Instructor).

* Developed reading list of matertals conteined in library to support course objec-
tives; keyed material to teatbook (Instructor).

* Prepared for and conducted class when instructor was hospitalized uneapect-
edly. Covered all scheduled matenal for 2-week period (Division Chair).

Criucal incidents also describe ineffective or poor performance such as the fol-
lowing:

* Was absent from scheduled class without legitimate reason and with no notice tc,
students (Instructor).

* Made several errors in computing students” final grades, resulting in complaints
to Dean and reissuing of grade reports by registrar (Instructor).

* Failed to hold performance appiaisal conference with faculty member (Division
Chair).

Critical incidents provide useful information, particularly when they are collected
and placed in appropriate categories. For example, an instructor whose critical inci-
dents reveal a pattern of innovation, such as developing a reading list, might be consid-
ered for a promotion to a pesition where this charactenstic could be utilized more fully.
The main disadvantages of the crivical incident technique 1s that 1t is ime-consuming
and burdensome and 1t may be neglected by supervisors. 0

Performance Standards

Performance standards require a list of condiuons that will exist when a job is
being performed well. Muny organizations have mmplied performance standards, but
these are not spelled out in accordance with job dutics. In a formal system using
performance standards, a job analysis is conducted that results in a job description
setting forth what is to be done. Performance standards describe how much is expected
or how well the duties are to be performed. Figure 3.8 provides an example of perfor-
mance standards for an instructionai position, in the dimension of "Instruction”.

.
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1 Schedule and Attendance '/cets (1asses as 5 Meduled Encourdges attendance
throughout the quarter Recurds daily altendance Moets Classes tor full time period
Is cooperative regarding teaching assignments

2 Method of Instructon Vares methoa of presentation ® ncrease student interest
Uses class time on sudject matter Encourages student partCipaton Demuonstrates
overall knowl dge of subject and presents matenai su that it s understood Dy students
Encourages students to seek help after class f needed

3 Presentation of Instruction Prosunts ntormatvr tuently and precisely and
stimulates stud: nts interest Attemipts b mdahe nstrucbion d ple asant expenence for
students

4 Student Evaluation Administers student evatualions accuraing to estabhshed
procedures Reoviews results and uses feedback (o mprove teaching

Figure 3 8. Performance Standards f¢+ instructional Position

Standards should be established through negotiations between the mdividual or
group of subordinates and the superior. Advocates of performance standards recom-
mend that they be writien in quantitative terms when possible. However, as the eaum-
ples show, some job aspects are difficult to reduce to guantitative terms, therefore,
behavioral statements must be made.

The advantages and disadvantages of the performance standards approach are as
follows:11

The participative approach gives both the subordinate and the superior a means of
sharing thoughts about work prioritics and expected results. This approach tends to
earn the subordinate’s commutment to achieve standards and the supetior’s commitment
to provide support and resources, The subordinate is not surprised by the appraisal
results, standards are known all along o the subordinate can identify wny vanances as
they develop and correct the problem before the forml appraisal. Apprasals and feed-
back interviews are more objeciive and less contentious because they dare based on
specified outcomes in the principal job segments rather than on personality traits.

The principal disadvantage of the performance standards approach is the amount of
time and thought required to discuss job priorities and develop standards for ail the sig-
nificant seguients of each job It tukes effort to agree on performance standards and
define them 1n ko ar and measurable terms.  Although time 1s difficult to schedule, it is
time well spent  {uis process requires daneistrators 1o identify, describe, and weigh
the various job objectives and results.
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Behavioral Scales

The behaviorally-based instrument most frequently recommended by industrial
psychologists is the behaviorally anchored raung scale (BARS). This scale was origi-
nally referred to in the iiterature as the behavior..l expectation scale (BES), and the two
terms are used interchangeably.12

The construction of BARS generally follows procedures developed by Smith and
Kendall.'3 The first step is to collect critical inudents that descnbe a wide range of
behavior and place them in broad categories (e.g., planning, testing and evaluation,
instruction, etc.). Each category serves as one performance dimension for appraising an
individual. A group of people with knowledge of the job are given the set of critical
incidents and categories. Members of the group are asked to match each incident to the
category they believe the incident illustrates. This procedure i, known as retranslation.
Incidents that are not a< 1gned to the same category by a high percentage of the group
and those that fall frequently into two or more categories are discarded. Another group
of people also famuliar with the job are given the final categorized list of incidents and
are asked to rate each incident on a five to nine point scale, representing a continuum of
job performance from outstanding 10 poor. The only items retamned are those on which
there is much agreement. These incidents are used as anchors on the rating scale, hence
the term behaviorally anchored. The value given to each ncident is the mean value
assigned by the group. An example of BARS for the position of instructor is shown in
Figure 3.9.

500---Professor can be expected to vary syllabus of class to fit students’ background.
Emphasis would be placed on projects and discussion rather than lectu...
Grading is based on quality of projects and tests

4 00---Professor can be expectad to meet all classes. to add the lecture with current
materials, to answer course niaterial throughly, and present a variety of test
methods

300---Professor can be expected to meet all classes, then deliver orgamized 120tu, es
with appropriate standardized testing devices.

200---Professor can be expected to meet almost all classes and to closely repeat
text, paying Iittle attention to outside material or student questions

100-- Professor can be expected to hold classes irregularly. Also can be expected
topresent “true life” examples frequently which have little relationship to course
maternial.

Flgure 39 A Behaviorally Anchorec Rating Scale for the Dimension "Classroom Teaching Pedormance”

Souice Robeit D Gatewood and Hubert S Feild, Human Resoure Selection. (New York Dryder Press, 1987), p 505
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While BARS is highly job-related, there are several linitations.  The most obvious
problem is that the rater may not be able to match observed behaviors with the scale |
anchors.!* There are obviously many more cntical incidents which describe perfor- |
mance under the domain of "Classroom Teaching Performance” than the five items |
which are provided on the scale. Another problem 1s that the rater mught observe both
"good” and "bad" performance on the same dimension. For example, the faculty
member might meet all classes, but during the same period present "true hfe” examples
in class which frequently have little relationship to course material.

A procedure which overcomes these and other limitations of BARS 15 called
behavioral observation scales (BOS) as set forth by Latham and Wexley.!'® The primary
difference is that BOS is developed by attaching a 5-point Likert scale to identify each
behavioral item as shown in Figure 3.10 for the job dimension of "Instruction”.

Begins class on time

Almost Never 1 2 3 4 5 Almost Always
Foliows lesson plan
Almost Never 1 2 3 4 5 Almost Always

Uses class time on subject matter

Aimost Never 1 2 3 4 5 Almost Always

Encourages student participation

Almost Never 1 2 3 4 5 Almost Always
Provides outhnes, handouts. and bibliographies to students

Almost Never 1 2 3 4 5 Almost Always
Emphasizes topics of major importance

Almost Never 1 2 3 4 5 Almost Always
Summarizes presentation

Aimost Never 1 2 3 4 5 Almost Always

Provides time for student questions

Almost Never 1 2 Almost Always

Figure 3.10. Behavioral Observation Scales for the Job Dimension of “Instruction’
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The major advantage of BOS is that raters are forced to mahe @ more complete
appraisal of the individual’s performance. rather than emphasizing only those items
which they can recall at the time of the rating and are able to mateh with one of the
scale anchors.

A final type of behavioral scale, which is less rigorous than BARS or BOS; is an
expansion of the performance standards approach. This type of scale attempts to
answer such questions as "How good is exceptional?” or "How bad is unsatsfactory?"
The scale is constructed by considering task statements developed by job analysis and
writing statements which describe levels of performance in each job dimension. The
number of levels of performance depends on the number of scale points. The underly-
ing assumption 1s that for each job dimension. all tasks in the dimension will be per-
formed 1n the same general way. The rater selects the description which "best fits.” An
example of this approach for the dimension of instructional preparation 15 shown in
Figure 3.11.

Behaviorally bused scales have several general advantages over other methods.
Superiors and subordinates usually are imvolved in their development. The feedback
provided is highly job-related, and performance appraisal sessions focus on behavior
that contributes to successful joo performance.  There are disadvantages to these
methods. BARS in particular is extremely conplex. requires sophisticated statistical
analysis, and 1s time-consuming. The development procedures for these appr. 1sal
instruments mus: be repeated for each job, which may not be cost-effective for .nose
organizations that have a wide variety of jobs and have only a few individuals 2 each
category.

Management by Objectives

Although the compurison of results achieved against plans has always been used by
managers, Management by Objectives (MBO) was fust proposed by Peter Drucker in
1954.16 A a formal pe formance appraisal system, MBO consists of the following
steps:17

I. Organizational goals are cstablished during the planning  process and
comnutment to these goals is established at all manageral levels.

2. The key results areas of the job are identificd. These are ghly selective arcas
In which the subordinate must achieve an acceptable level of performance to be
successful.

3 The superior and subordinate mutgally agree od seyverdl objectives withim key
results arcas that comcide with or support vrgenizational or departmental goals. Perfor-
mance requirements and timetables are estublished and the subordinate 1s allocated the
necessary resources.,

Q “
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METHOD OF INSTRUCTION - Presenting letters, demonstration, or laboratory supervision,
using appropriate method of instruction and rescurces, providing out-of-class assistance
when necessary.

|
EXCEPTIONAL Uses a variety of methods, aids, and/or resource people as
part of presentation, encouraging student involvement.
Demonstrates comprehensive and in-depth knowledge in
subject area. Stimulates and maintains student interest.
Exhibits openness to ideas of students. Is enthusiastic about
subject, students, and teaching

VERY GOOD IZI Uses a variety of methods and aids to increase students’
interest. Exhibits substantal knowledge in subject area.
Provides outlines, handouts, and bibliographies to aid
learning. Involves students in presentation. Wisely uses class
time. Directly offers outside help to specific students
determined to need it.

ACCEPTABLE Varies method of presentation to increase student interest.
Uses class time on subject matter. Encourages student
participation. Demonstrates overall knowledge of subject and
presents matenal so that it is understood by student.
Encourages students to seek help after class if needed.

MARGINAL @ Presents essential information. May use same method of
presentation daily. Demonstrates basic knowledge in subject
area. Answers student questions, but does not involve them
in presentation. Is available for outside help when needed.

UNACCEPTABLE Uses class time poorly—strays from subject. Is nct available
for help outside class. Does not demonstrate adequate
knowledge in subject area Does not encourage student
participation.

Figure 3 11 Example of a behavioral scale based on expanding the Performance standard for * Method
of Instruction.” The scale 1s not behaviorally anchored.
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4. The superior and subordinate hold interim progress reviews. These reviews
provide feedback to the subordinate and may involve corrective action needed to stay
on target or revisions of objectives in the face of unforeseen problems.

5. Atthe end of the period, actual accomplishments are measured against peisor-
mance requirements, and objectives for the next period are e¢stablished.

For MBO to be effective, a disunction must be made between objecuves in and
performance requirements.  Unless this distinction 15 made there probably will be no
basis for determining if the objecuve was accomphshed. Figure 3.12 illustrates this
point:

Position Objective Requirements
Instructor Improve testing and Submit list of 20
evaluation procedures questions for departmental

examination by May 1

Division Chair Develop writing skills Establish and staff
oi freshman students a wniting skills
laboratory
Dean Project positive image Present program to

of coliege to community five civic clubs
during year

Figure 3 12 Objectives and Performance Requirements

MBO has many attractive features and 1s especially appropnate for management
positions.  Performance appraisals are job-related because the objectives define the
most important aspects of job performance. Where factors are subjective, the personal-
ity of a manager or subordinate may influence judgments. In some cases the superior
may have difficulty explaining to the subordinate & discrepancy between objectives
previously agreed upon and results attained.  Should this happen, discussions must be
held by the two parties until @ mutual understanding 1s reached. These discussions can
focus on problems, ways to improve, and assistance needed.

Like other appraisal systems, MBO has its disadvantages. Emphasis is placed pri-
marily on tangible results that are easily measured. Consequently, there is often a
failure to appraise important aspects of the job that cannot be explained or measured in
quantitative terms. Even when such measures can be obtained, an individual’s perfor-
mance usually is affected by factors beyond his/her control. The exclusive use of MBO
can hinder cooperation by encouraging a result-at-all-costs mentality that decreases the
overall productivity of the organization.!® Finally, performance outcomes alone do not
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tell individuals what they need to doto * - .in or wncrease productivity. For example,
telling the Division Chair that the writing shills laboratory 1s not m operation will not
come as a surprise. He/she needs to know what must be done to achieve the desired
result and how the organization can help. Possibly budget cutbacks have resulted in
insufficient funds to hire lab instructors, or sufficient space has not been made avail-
able. Problems such as these are why many authoritics emiphasize the need to combine
MBO with other measures of job behavior.19

Sources of Appraisal Data

The best sources of appraisal data are. (1) a knowledgeable dividual who has
directly and continually observed job performance and who can rate performance with-
out error or bias and (2) items that can be counted, qualified, measured, analyzed, or
compared. These factors should be considered no matter which appreach 1y selected for
conducting the performance appraisal. This section provides a brief description of the
various sources which are currently accepted within orgamizations. Sources of critical
information needed to perform the appraisal function may include. the supervisor. the
subordinate, peer review, self-appraisal, and outside appraisals (including the assess-
ment center concept and student evaluations, where applicable).20

Supervisor Appraisal

Probably the most important source of judgmental data is the immediate superior.
A manager has both a right and a duty to make appraisal and developmental decisions
regarding subordinates. In addition, the superior normally assigins the worl. and is
responsible for rewards and sanctions. The liabilities of supervisory appraisal include
the familiar objection to "playing God" as well as the lack of interpersonal skills needed
to maintain positive relationships with subordinates. Moreover, there iy always the
possibility of rater errors, including favoritism and bias.

Subordinate Appraisal

Appraisal by subordinates is the opposite of supervisory apprasal and the advan-
tages and disadvantages ate reversed. The major advantage is that such appraisals are
highly democratic and they encourage participative management. This type of appraisal
is often seen as illegitmate because it undermines the superior’s nghtful authority.
Also a superior is already being appraised by subordinates, albeit indirectly.  The
superior’s rating is usually influenced by how well or poorly the subordinates perform
their work.

Peer Appraisal

Peer appraisals are most effective when there is a high level of trust among peers
and when job performance information iy avalable to peers such as in a faculty.
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Research has shown that pecr appraisals are strongly corelated with objective measures
of job success. However, peer appraisals have a competitive aspect and can be disrup-
tive  Conflicts may arise between making objectuve appraisals and maintaiming colle-
gial relationships. Finally. peers may agree in advance to give each other high ratings.

Self-Appraisal

Self-appraisals may be justified when the individual 1s 10 the best position to judge
his/her own performance, such as in the case of physical 1solation or when the individ-
ual possesses a umique skill or ability. Self-appraisals are useful i development
because they emphasize personal grow th, mtrinsic motivation, and goal-setung. They
also communicate to the superior how the subordinate percerves his/her performance
and provide insights not otherwise available  However, self-appraisals are often poorly
correlated with supervisory appraisals and are unreliable as o single source of informa-
tion for promotions and merit pay.

Appraisal by Outsiders

Appraisal by outsiders 1s based on the need for someone with specialized expertise
but without a vested interest in the appraisal results.  Examples are retaining a C.P.A.
firm to conduct an audit of a financ.al statement or a visit by an accreditation team.
Another application is known as an assessment center where candidates for managerial
positions participate in a variety of situational exercises and dre assessed by several
trained observers on their performance.  Another type of appraisal by outsiders is
student evaluation of teaching performance, although the assumptions of specialized
expertise and lack of a vested interest do not hold. There 1s evidence in the literature
that suggests that students may sometimes be unable to discrinunate between effective
and ineffective teachingt Moreover, many faculty members hold somewhat cymical
opinions concerning the value of student judgments. Nevertheless, these ratings, when
properly eviluated, are a useful source of appraisal data.

In regard to objective data, the variety of measures 15 so large that it 15 impossible
to categorize them completely. For faculty members the list nuglit include publications,
reading lists, community service projects, student clubs, activity reports, test gains,
student performance in subsequent courses or other mstitutions, and the lihe. For
admunistrators there are accreditation studies, contracts and grants, budgetary increases,
management audits, and similar measures.  Analogous examples could be cited for
support personnel.

Organizational practice and empirical evidence suggest that the appraisal process
should normally be conducted by the immediate superior who can integrate both judg-
mental and quantitative measures.  The problems of this approacli can be solved by
developing a job-reluted system and by properly trumng raters. For example, n rating
an instructor on the dimension of ¢lassroom teaching, the department chair nught con-
sider the following:
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+ Report of a faculty peer review committee

+ Analysis of student evaluations

¢ Recognitions such as testimonials and teaching awards

¢ Syllabi, manuals, reading lists, and other teaching wds

¢ Personal observation of classroom performance

+ Enrollment and subsequent course performance data

+ The instructor’s self appraisal

Note that this list includes both judgmental and objective data from a variety of
sources. In rating a different dimension, for example, scholarly productivity, the
deparlmenl chair would develop sources of duta which revear quality, creativity, and
significance of the contributions of the professional field.

Cost Considerations

Developing, v‘.lld‘mng, and administering a performance appraisal system is a
major undertaking and requires a substantial mvestment i time and money. There are
a number of factors an organization should consider n making the decisicr. regarding
resources to be invested. Among these are the nature of the relationship between devel-
opmental costs and system effectiveness, allocation of costs among positions, and
potential for improving performance.

In general, the more costs the orgamzation 1s willing to mcur, the better the system
that can be developed. It is imporiant to note, however, that as more is invested in
development beyond what is necessary to establish validity, incremental costs do not
necessarily result in propoitionate increases in system effectiveness.  An example
would be useful to show this relationship. Assume the objective 15 to measure the per-
formance of a faculty member. A dimensionalized and weighted rating scale simlar to
Figure 3.2 could be developed. Based on the author’s experience, the job analysis,
criterion development, and instrumentation could be accomphished for under $2,000 and
would meet the minimum requirements of the "Guidelines.” It nught be desired, how-
ever, to develop behaviorally anchored rating scales sinular to Figure 3.7. The devel-
opment of BARS requires a much more sophisticated approach and the cost could be as
high as $10,000. While the cost may be five times as high, there 15 no research which
suggests that BARS is five times more accurate. In fact, reviews have not found BARS
to produce substantially more accurate results than traditional graphic scales.22 The
same relationship holds true in the admunistration of a performance apprausal program.
The essential elements of such a program include appraisal iterviews, and an appeal
process. The cost is considerable, and there is always the danger that both subordinates
and superiors may spend more time and energy in various aspects of appraisal than in
productive work. While certain administrative requirements are necessary, they should
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be kept in perspective. Beyond the point necessary to ensure that the appraisal program
is carried out under standardized and contrulled conditions, additional mectings, paper-
work and procedures do not justify the cost. In other words, the investment in both
development and administrauon of perfurmance appraisal is subject to diminishing
returns.

Another important consideration in the investment decision 1s the number of
incumbents in a particular job category. For example, an institution mught have 100
instructional positions and two library technicians. Assume that there are three instruc-
tional divisions: e.g., Arts and Humanities, Science and Mathematics, and Nursing.
Within each division the instructional positions are fundamentally similar. Thus, the
developmental cost of a performance appraisal technique could be spread across 20 to
50 positions in the faculty, but orly two 1n the library. This would support a decision to
develop a more sophisticated (and expensive) system for the faculty than for the library
and other support departments.

Finally, 1t is very important to consider the value of post-appraisal benefits in such
areas as increased productivity, motivation and satisfaction, staff development, and
better administrative decisions. This may be intuitively obyious, but the implications
are sometimes overlooked. Thomas F. Gilbert has introduced the concept of potential
for improving performance (PIP), which 1s the ratio of exemplary performance to typi-
cal performance.2* A PIP of 5.0 suggests that typical performance could be improved
fivefold, while a PIP of 1.1 tells us that exemplary performance 15 only 10 percent better
than typical performance. Gilbert suggests that in professional athletics PIP's almost
invariably run less than 2 and exceptional'y competitive and demanding jobs such as
that of an airline pilot have PIP’s near 1. On the other hand, PIP’s in education and
government are typically 5 to 30, showing much more potential benefits from per-
formance appraisal.

Concluding Comment

It should be stressed that there is no one best way to go about selecting a perfor-
mance appraisal technique. Performance appraisal programs serve many purposcs, and
most of the techniques discussed have valid applications. Organizations may want to
eliminate options such as uait rating scales that have serious disadvantages. Several
alternatives to the traditional superior-subordinate appraisal review function have been
described in this chapter. Organizations may choose to incorporate various sources of
information into their overall employee performance appraisal process. They also need
to carefully analyze appraisal costs vs. benefits. The methodology finally adopted may
be a mixed system with features of several techniques.
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Development of Performance Appraisal and
Accompanying Criteria

Edith A. Miller
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The development of an appropriate performance appraisal procedure and its

accompanying criteria is a complen set of tashs. While there 15 a vast body of theory

and research related to performance appraisal methodology, there is also an equally

extensive and widely differing range of opinion, research, and suggestion in the litera-

ture regarding not only performance appraisal generally but also criterion development

specifically. While there is no concensus regarding the right or best instrument or the

1Cst appropriate criterion, it is clear that whatever form « performance appraisal system

takes it must be:

1. Conceptually or philosophically congruent with the job, profession, or con-
stellation of duties and responsibiliues it is designed to appraise.

2. Directly related to the actual day-to-day. on-the-job, performunce of these
duties and responsibilities.

3. Usable and legally defensible.
4. A source of information for improvement (growth) of the individual being
assessed as well as improvement or added benefits for the institution or orga-

nization in which the individual is employed.

5. Sound from a messurement point-of-view--that 1s, vahd and reliable.

The first four charactenistics herein listed are clearly related to a cogent under-
standing of the job or positon to be appraised  Klasson. Thompson, and Luben outlined
four important qualities a performance appraisal system must mclude to be defensible.
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1. The performance appraisal system should be formally developed, thoroughly
documented, and as objective as possible

[RS]

The standards of performunce for all positions being appraised must be based
on the results of a thorough, format job analysis.

3. Relevant job dimensions and desired job performance should be reflected in
each performance standard.

4. The appraisal process should involve the measurement of performance with
the weighting of each dimension or criterion fined prior to the utilization of the
appraisal system.!

Througnut these qualities is found the notion that the performance appraisal pro-
cedure is inextricably linked to the nature of the Job or performance being appraised.
The preferred metrod for assuring that the performance appraisal is not only conceptu-
ally and philosophizally congruent but also directly related to the actual performance
being appraised is some form of job or tash analysis. The first section of this chapter
will address job analysis as it serves as the basis for the development of the overall per-
formance appraisal system and most specifically for the development of the evaluative
criteria with which the system operates. Issues surrounding the choice, adaptation,
and/or development of a performance appraisal sysiem will be eaplored in the second
section of the chapter  Specific measurement isst: s regarding perforinance appraisal
with specific attention to relrability and validity as well as sources of error will con-
clude this chapter.

Job Analysis

The issve of job analysis is as central to the development of tests, performince
appraisals, and evaluation procedures as 1t is to the development of management strate-
gies. Ghorpode defined job analysis s ". . . a managerial activity directed at gathering,
analyzing, and synthesizing information about jobs."2 Lopez, Kesselman, and Lopez
Indicated that from the time it began to assume importance 1n the test construction
ncess, job analysis had also begun to play an important role in personnel selection.

Both the process and outcome of job analysis are essentiil to the development of a
performance appraisal <ystem. Not only does the Jjob analysts wifor ation serve as e
base for the development of the "items” o1 "behaviors” or “traits” to be appraised but
also a well designed and exccuted job analysis will contribute to ciorion dey clopment
and content validation. Moreover, it was shown 1n Chapter 2 that job analysis has com-
pelling legal implications.

The job analysis procedure is in itself a complea and demanding aspect of the
development of 4 performance appraisal system. Prien strongly stated that job analysis
1s noi an easy job that just “anybody" can do.* Rather it is a step that requires much
thorough planning and careful execution. He further indicated that while the research
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on job analysis techniques has indeed grown beyond its infancy, there 1s sull not a
strong body of research to answer the question of what is the best job analysis proce-
dure to use in specific siuations.s In Principles for the Valdation and Use of
Personnel Selection Procedures, the following statement 1s made that, "There is
currently no authoritative set of principles for job analysis comparable to the Standards
or Principles in the area of selection procedures.” The document continued by noting
some specific things that a job analysis must do. (1) specify the descriptors or units of
analysis by which the job will be defined, (2) develop tash or activity statements for

job-oriented analyses, and (3) develop behavioral statements or descriptors for worker-
oriented analyses.

The categorization of job analyses into job-oriented and worhker-orented is very
useful. There are literally dozens of published job analysis procedures. Bemis,
Belensky, and Soder reviewed ten such systems as bases for developing a system which
draws on both job-oriented techniques and worker-oriented techniques--Versatile Job
Analysis System (VERJAS).” The systems discussed by the authors range from the
widely-used and generally well respected Department of Labor (DOL) procedure to the
Guidelines Oriented Job Analysis (GOJA) which was developed specifically in
response to legal and regulatory requirements.

To discuss a wide variety of these job analysts procedures goes well beyond the
scope of this documetnit. However, it is impoitant to have an understanding of the ways
in which the job-oriented and worker-or.. ated models differ. Ghorpode stated that tiw
job-oriented models tend to draw on the system framework for their definition. The
analysis of a specific job is seen as the analysis of a sub-unit of the organization.
Sidney Fine’s Functional Job Analysis (FJA) is a good example of this particular
model. Worker-oriented systems rest on preconceptions about the nature of the inter-
relations between the aspects of the job and the individual n that position. The Position
Analysis Questionnaire (PAQ) is a good example of the worker-oriented model. To
explore the differences between these two approaches to job analyses, the FJA and the
PAQ will be examined in more detail. Because of the importance of legal considera-
tions, a brief discussion of GOJA will also be presented.

Sidney Fine’s Functional Job Analysis, developed during and after World War il
rests on a "systematically articulated theory of jobs and people":9

1. A fundamental distinction must be made between what gets done and what
workers dc to get things done.

2. What workers do, insofar as job content is concerned, they do 1 relation to
three primitives: things, data, and people.

In relation to each primitive, workers function m unique ways. Thus, 1n rela-
tion to things, workers draw on physical resources, m relation to data, on

mental resources; and in relation to people, on nterpersonal resources.

4. Al jobs require the worker to relate to each of these primutives in some degree.
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5. Although the behavior of workers or the tashs performed by them can appar-
ently be described m an infiite number of ways, there are only a small number
of defiritive functions involved. thus, m teracting with machines, workers
function to feed. tend, operate, or set up, and m the case of vehicles or related
muachines, to drive-control them.  Although each of these functions occurs over
a range of difficulty and content, essentially each draws on a relatively narrow
and specific range of stmilar kinds and degrees of worker characteristics and
qualifications for effective performance.

6. The functions appropnate to each primutive are hierarchical and ordinal, pro-
ceeding from the simple to the complex. Thus, to indicate a particular func-
tion, compiling (data), for example, as reflecting the requirements of a job is to
say that it incluues the requirements of lower functions such as comparing and
excludes the requirement of higher functions such as analyzing.

7. The three hierarchies provide two measures for a job. Level is a measure of
relative compleatty in relation to things., to data, and to people. Orientation is
a measure of relative (proportional) involvement with things, data, and people.

8. The hierarchies of funcuons reflect a progression from much prescription and
httle discretion 10 worker instruction at the least complex level to much dis-
cretion and httle prescription at the most complex level.

9. Human performance is concenved as mvolving three types of shills. adaptive,
functional, and specific content.  Adaptive shills are those competencies that
enible an individual to manage the demands for conformity and/or change in
relaion to the physical. mterpersonal, and organizational arrangements and
conditions 1n which the job exists. Functional shills are those competencies
that enable an individual to relate to things, data, and people (orientation) in
some combination according to personal preferences and to come degree of
complexity appropriate to abilities (level). Specific content shills are those
competencies that enable an individual to perform a specific job accor
standards required to satisfy the market. 10

The Position Analysis Questionnaire (PAQ) was specifically designed to be a
worker-oriented model. Developed by Ernest J. McCormick and his associates at
Purdue University, the PAQ is based on the following undetly ing assumption.

If there is some such underlying behavioral structure, such structure presum-
ably would have to be characterized m terms of the maner in which more
specific "units” of job-related vartables tend to be orgunized actoss jobs. Thus,
the "building blocks” or common denonunators or any dimensional structure
must consist of relatively unitary, discrete job variables of some class that can
be identified and quantified as they relate to individuat jobs. !

. 1 inventory of "job elements” within mujor divisions and subdivisions is then
proposed in the PAQ. Within these divisions the inventory of job elements serve as a
basis for determining the behavioral dimensions of jobs. These dimenstons include. (1)
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information input, (2) mental processes, (2) work output, (4) relationships with other
persons, (5) job context, and (6) other job characteristics. In regard to job context or the
physical or social contexts in which the work occurs, examples of job elements would
be high temperature and interpersonal conflict situations.

A method which specifically addresses the requirements of the "Uniform Guide-
lines" is known as GOJA, an acronym for Guidelines Oriented Job Analysis.12 This
method, developed in 1974 by Richard E. Biddle, has been periodically refined and
updated and has been successfully used with numerous public and private employees.

When implemented in its entirety, GOJA is a multistep process which results in a
sclection plan. For purposes of performance appraisal the earlier steps of the process
deal with the identification and characteristics of job duties as shown below:

[y

Collection preliminary job data.

2. Identify major job duties.

3. Rate each duty by frequency and importance.
4. Cluster related duties into job domains.

These steps represent about one-half of the GOJA process; however, they provide
the foundation on which a performance appraisal system can be built. GOJA is one of
the few methods available that systematically takes a user from the content of a job to
the content of a performance appraisal instrument. GOJA < thorous,iness in application
and documentation makes it an important and useful method. 13

These rather disparate examples of job analysis procedures should make the point
that one must very carefully design the specific job analysis to meet the purposes 10
which the resulting data will be applied. The APA Principle: suggested that job analy-
sis procedures . . be chosen or developed as it is appropriate to obtain iob nformation
for the purposes or application of that job analysis information."14 Pearlman suggested
an examination of the research and conceptual issues in the area before choosing an
approach.15

Ghorpode indicated tnat from the more job-criented approaches one would get
information about job outputs, guidelines, controls, tasks, and uther job factors.16 With
the more worker-oriented systems, information about aptitudes, abilities, and other
human characteristics would emerge. The degree to which the appraisal system is
designed to focus on these two dimensions of Job analysi. will direct the nature of the
procedure. Just as the job analysis procedure can be oriented toward the job or the
worker, it can also be oriented toward qualitative or quantitauve data. The range of
data gathered in job analyses extends from truly narrative, anecdotal records to highly
quantitative data that can be totally analyzed with a computer. Again, the design of the
job analysis will determine the kind of data gathered.

roey
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Development Issues

A variety of development issues arises when one considers either adopting, adapt-
ing, nr developing a performance appraisal procedure. The first and most iiportant of
these issues is the determination of the purpose of the appraisal procedure--the use of
the resulting data. If the purpose of proceaure is to make large-scale summative, insti-
tutional judgments, one's focus would be quite different than if the focus were to iden-
tify strengths and weaknesses with a view toward employee growth «nd development.
Each of these widely differing purposes and many purposes between these two exam-
ples will serve to establish the frame-of-reference for the choice, adaptation, ur devel-
opment of a performance appraisal procedure.

As indicated in regard to job analyses procedures, there is also no clearly superior
approach to conducting performance appraisals. There 1s a vast aniount of research and
theory around the issue, and depending on one's purpose, some of the research can be
helpful in choosing an approach. As an illustration for this discussion of development
issues, the use of a rating scaie approach to performance appraisal will be used. Rating
scales have proved to be generally useful in performance appraisal, and depending on
the nature and use oi the scale have also proved to be rehable. A study by Dawes indi-
cated that while most rating scales are non-representational, with appropriate directions
a rating scale could be used reliably to measure a representation variable, height.1?
Furthermore, rating scales nave both ordinal and interval properties. 18

The retranslation method has provided a useful approach to establishing rating
scales with benavioral anchors.!® The accuracy of « rating scale format will, of course,
vary with the nature of the job or performance being appraised.?® However, a variety of
rating scale formats--Behavioral Expectation Scale (BES), Behaviorally Anchored
Rating Scale (BARS), and Behavioral Observation Scaie (BOS)--1s being used exten-
sively and very appropriately in performance appraisal activity.

In 1963, Maurice Lorr, C. James Klett, and Douglas McNair made five specific
suggestions regarding the development of rating scales:

1. Only one variable should be rated at a tine.

)

Several items covering an aspect of behavior or a trait should be included in a
rating scale.

3. Scales should allow the rater to describ: tne strength of a trait or behavior.
Bipolar opposites are difficult to depend on for clear information.

4. ltems should use clear, non-jargon language as much as possible.

5. The span of the scale should reflect the range eapected i the population to be
appraised.2!
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In discussing the construction of rating instruments for faculty evaluation, Berk
maintained that the characteristics of the instrument would evolve from four basic
phases of the construction process:

1. Specification of the domain

[£9]

Scaling of the instrument.
3. Item generation.
4. Statistical analysis of the instrument.22

Domain specification is, of course, the identification of the "ballpark” of the
appraisal development process. What skills, behaviors, performances, traits, abilities,
qualitics, aspects, etc. will the appraisal address? The development of the criteria
(criterion) against which these aspects will be appraised is also of cntical importance.,
Flanagan, in describing the critical incident technique of performance appraisal,
suggested that the criteria for performunce appraisal must come not only from quahfied
experts but also from descriptions of skilled professionals. The steps proposed by
Flanagan included the following:

1. Observation of the activity’s purpose of aim.

(S5

Specification of the observation methodology.

3. Data collection.

4. Analysis of observation data.

5. Interpretation of resulting data to establish performance Lriteria.23

In the specification of the domain to be assessed, Berk suggested a procedure called
facet analysis: "The task of the domain deemed important and worthy of measure-
ment "2¢ The purpose of an appraisal system and the anticipated use of the resulting
information will, of course, determine how general or specific this facet analysis must
be. The developmental step which follows the 1dentification of the facets of the domain
is to translate them into a set of elements which dentify the salient features of the
performance to be appriised. Betk suggested a set of guidelnes for the development of
rating instruments 25 Many of these points are duectly relevant to the development of a
rating scale within a performance appraisal system.

1. Specify the purposes of the evaluation (appiaisal) and the decisions to be made
with the results.

2. Define the domain of characteristics to be measured using facet analysis or a
similar procedure.

(A
oy
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3. Develop a summated raung scale continuum consistent with the types of
characteristics to be rated.
Intensity of scale is 1n Likert form of agreement/disagreement.

Numerical format should be used rather than graphic when possible
because of scoring or summing ease.

Anchors of scale should be clearly defined.
d. Five-point scale is adequate from the point of reliability.

e. Neutral option on the scale can be used or not according to personal pref-
erence.

f.  Non-applicable option should be used only for non-applicable items.
4. Generate a pool of items to measure the characteristics.

a. Two orthree items per facet.
b.  Available rating instruments and banks serving as resource.

¢.  Evaluaung ttems for quahty and congruence with domain specifications.

5. Field-test the mstrument and appraise the psychometric qualities of validity,
reliability, item stability, etc.

Using this general format suggested by Berk 1s a straightforward approach to rating
scale development.2d Berh's general steps. however, apply to the development of other
appraisal measures as well. Once the rating scale, or checklist or inventory of tasks, has
been developed, Berk suggested the following criteria for evaluating items

Content/Format:

1. Clear, direct, specific language.
2. One compiete thought or concept.
3. Corncise (ro more than 20 words).

Simple sentence.
No universal words, e.g., all, always. none. never.

No words like only, just, and merely.

NS w e

No jargon.
Congruence with Specifications:

8. Applicable to all being evaluated.
9. A desirable characteristic.

10.  Congruent with facet element.
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11, Consistent with anchors on rating scale.
12. Factual or can be interpreted as factual.
13. Open to only one interpretation.

14. Likely to be responded to by all raters.2?

Beyond these simple criteria against which to compare the items on the instrument
itself, the items should also be compared against the scale to be used. Berk suggested a
summated (Likert) scale.>® Other scales which might be considered include: paired
comparisons, equal appearing intervals, successive mtervals, scalogram analysis,
semantic differential, Q-sort techniques, and multidimensional scaling. Some of these
procedures have serious drawbacks regarding the reliability and validity of the resulting
data--paired comparisons, for example. Again, the scale should be chosen in light of
the intended use of the resulung data. The swmmated scale (Likert-type) does lend
itself to staustical analyses that go beyond simple descriptive statistics.

Once the domain has been specitied drawing on-the-job analysis 1nformation, an
instrument type and scale have been chosen, and items have been developed, the next
consideration is the statistical analyses of the resulting data. There are two major
arenas of statistical analyscs to be considered: (1) analyses of the datd 1n the instrument
development process and (2) the analysis of the resulting data for decision or staff
development use.

Three major types of analyses should be conducted at the instrument developtnent
stage: (1) intercorrelations of items, (2) study of variability, and (3) factor analysis of
the items and subscales to test for empiricdl verification of conceptual item develop-
ment.

The analysis of the resulting data depends on the kinds of decisions to be made
with the data. There is much ¢ontroversy about whether performance appraisal instru-
ments should be one dimensional or should represent several dimensions. Again, the
literature provides no clear-cut answer. However, Snuth clearly indicated that . . .
when several dimensions are involved several sets of criteria as composites will be
required."? Given che highly specific nature of performance dppraisdls, one answer to
the question of one overall measure or a series of discrete measures is absolutely impos-
sible. The analy ses of these data would, of course, help in deternuning the relatedness
or independence of the various dimensions of the instrument.

Whether one adds all of the items into one scale or related tems 'nto subscales,
Fralicx and Raju found that the weighting of items need not be as difficult as once
thought 3 In their study of 112 bankers, they found that Management Weights (MGR),
Equal Weights (EQL), Unit Weights (UNIT). and Iactor Weights (FACT) produce
highl, comparable ratings. Equal weights derived by utilizing standard deviation recip-
rocals and management weights achieved by having managers weight each item are
considerably more time consuming than allowing cach item to contribute equally to the
sum.  Likewise, factor analysis is more time-consunung and requires much more
sophistication A fifth weighting procedure -canonical correlation—-was also used 1n the
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study, but those weighted results correlated roughly at the zero level with the other
weights.  Because of the nature of canonical correlation. that particular result was
expected by the researchers.

Decisions made on the weighted, summed, or otherwise statistically or conceptu-
ally treated data must be made by those who designed the performance appraisal
system.  Standard setting and cut-scores, numbers of items at paracular levels, and
levels of performance required must be determined n terms of local needs. One
caution that all using performance apprasal mstruments must heed, however, is that
many of the traits, behaviors, attributes, aptitudes, ete. that are being appraised are not
parallel either in importance or in ease of measurement or observation. These consider-
ations must be attended to in any performance appraisal approach.

Measurement Considerations

The primary measurement considerations which come to mind when focusing on
performance appraisal are those of validity and relability.  Does the performance
appraisal system indeed tap those dimensions of the performance that are criterial to the
effective job performance? Bailey suggested that there are three approaches to deter-
mining whether or not the criterion of effective job performance 1s indeed being
measured. (1) job analytic procedures, .23 (2) performance/factor analytic
approaches,* 3 and (3) appraiser-generated approaches. 135 If, in the development or
adaptation of the performance appraisal procedure at least two of those dimensions
could be utilized, the' uutial notion of content validity would be addressed.  Additional
content validation can be achieved by ratings of experts, but the primary sources of
content validation are the conceptual validation of the job analysis and the empirical
validation of the factor analytic approaches.

While content validity lacks the quantitative rigor of other methods, it would be
erroneous 1o conclude that this method of validation 1s inferior, particularly with
performance appraisal. What is central to the concept ts that the performance measures
appropriately samp'e the domain of job content. When these measures are developed
through comprehensive job analysis, the “inferential leap” between the content of the
performance measure and the content of the job s mminuzed.* The "Uniform Guide-
lines" accord equal status to content validation alone when behaviors and outcomies are
directly observable.’” Finally, in that focus 1y on the measure itself, rather than on
external variables, content validity is often the only practial choice.

Criterion-related validity is, of course, always considered appropriate.  There are
some problems with predictive vahdity in regard 1o the item and resources necessary to
conduct the longitudinal study necessary for predictive studies. 1f the concurrent study
is conducted with on-the-job ¢mployecs as the criterion respondents to the instrument,
there are serious problemis as the criterion respondents to the instrument, there are
serious problems with the employees not being directly similar to prospective employ-
ees, with their having learned on-the-job, and with their expeniencing lower levels of

0 6.
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test anxiety. While this is valuabic information. such concurrent studies must be
viewed with caution.

Cautions are in order regarding fuce vahdity 339 While an instrument appearing to
measure what it is designed to measure 15 indeed a <trong public relations factor, one
must be most careful about the emphasis given to claims of face validity and to the
qualifications of those making the face validity judgments. Nonetheless, an instrument
which appears to be relevant certainly meets with more acceptance than does one that
seems foreign or unrelated to one’s job performance.

The final validity issue that might be addressed 1s that of convergent/discriminant
validity.®®  With multiple measures of many of the traits, attributes, and behaviors
contained in a performance appraisal process, such a validity study is most appropnate.

The reliability issue regarding performance appraisals must be addressed from two
perspectives: (1) reliability of the instrument and (2) inter-rater rehability. Osgood,
Succi, and Tannenbaum used factor analytic studies to test for internal consistency.#!
Currently, the coefficient alpha is in wide use to test for internal consistency.42

The issue of inter-rater relbility 15 a serious consideration, and the prunary vari-
able affccting it is training in the use of the procedure. That issue 15 addressed in
Chapter 6, which focuses on minimizing rater errors.
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Communication Factors in Appraisal

Mark E. Meadows

Supervisors in many organizations see little practical value in conducting perfor-
mance apprasals.!  This attitude may be exacerbated 1n postsecondary education
settings where administrators are first and foremost scholars within increasingly narrow
disciplines and not always skilled or expert in managenal functions. Performance
appraisal systems have yielded disappointing results within the community college
environment, even so, effecting such a system 1s significant to the success of
community colleges.2

Saliance of Commuracation to Performance Appraisal

There is mounting evidence that success or fallure of performance appraisal rests
on the effectiveness of the terminal appraisal event, that is, the appraisal interview.3
Laird and Clampitt cited research which suggested that performance review interviews
make employees more defensive and self-conscious about then job behavior.t Goodall,
Wilson, and Waagen claimed that fear of what performance appraisals might yield
keeps the appraisal process from achieving its full potential.s  Appraisers experience
high levels of anxiety when giving negative feedback® and futility because they either
do not believe they can do what is required of them in performance appraisals or that
the environment will not be responsible to their efforts.” For appraisees, "The perfor-
mance appraisal interview is a situation that deternunes . . . survival or death."s Clearly,
performance appraisal interviews are complen, potentially charged situations which call
for appraiser communication skiiis of the highest order.

Maier recommended that performeance appraisal 1ssues be approached as communi-
cation problems. He contended, "The success or failure of an employee development
program largely depends on the shill with which employees are interviewed by their
supervisors.”® Atiis simplest level, the performance appraisal interview 1s @ communi-
cation event in which two persons attempt to eachange meanings through spoken
words.  Regrettably, sumplicity in communication s quickly lost in complexity.
Norman Cousins, a former Saturday Review eduo, concluded a highly publicized con-
flict with exasperation  "The most difficult and precarious enterprise 1n the world 15
communication. It is the ultimate act.”10
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It has long been claimed that communication 15 the number one problem in
management.'! It should follow that managers and supervisors must assume responsi-
bility to see that effective communication takes place i appraisal interviews. As the
mere expert or more accountable person, the supervisor needs to establish conditions
that are conducive to effective communication and mudel good communication shilis in
appraisal interviews. Communication is the only teclniqes maiagers have for
exchanging meaning with subordinates. How else can e supervisor eaplore job per-
formance with an employee: provide an employee with feedback on how closely work
quality approximates expectations, dispense important, though intangible, rewards for
jobs well done, or establi.h goals? The performance appraisal interview is considered
the primary context for supervisors and employers to work together to achieve superior
performance.12

Napier and Latham are among researchers in performance apprasal who have
detected a shift in research from foci emphasizing psychometric qualities of rating and
evaluation instruments to a focus on the appraiser.!® Although thcy emphasize complex
social learning theory in eaplaiming appraiser interview behaviors, Napier ana Latham
are only two among numerous writers and researchers in petformance appraisai wiio
place emphasis on the key role of communication variables in performance appraisal.
Communication between appraiser and appraisee is affected by fears ot what
performance appraisals might yield. Goodall, Wilson, and Waagen focus on the hierar-
chical nature of such communication, that is, communication between a superior and a
subordinate.'* Wexley described two primary objectives of the appraisal interview,
both accomplished through communication variables. He gave special attention to the
direction of communication flow in organizations. Because the flow is usually down-
v-ard, distortion, inaccuracy, and suspicion result. Wealey™s view of appraiser role is
that of a helper whose primary role 15 communication.!s  Stano focused on appraiser
communication skills and the importance of appraisee participation in discussion as
factors affecting the quality of performance appraisals. Lard and Clampitt identified
dissemination of results through the interview as on¢ of four mujor problems in con-
ducting performance appraisals.17

Review of research related to perforinance appraisal, and especially that which
deals with problems encountered, makes abundantly clear the fact that appraiser-
appraisee interaction variables--communication 1f you will- account in lurge part for the
success or failure of performance appraisal systems. Given that fact, and accepting as
an assumption that the supervisor/appraiser has the primary responsibility to see that
good communication takes place, the remainder of thus chapter 1s devoted to two topics:
(1) a brief description of ey communication coneepts and (2) communication prob,~ms
inherent in performance appraisal, together with suggestions for nutigating communi-
cation problems.

YO
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Communication Concepts

Communication may be defined as the process of exchanging meaning between
persons. Person A, the sender or encoder, conveys a message to Person B, the receiver
or decoder, who interprets the message and responds (encodes) in some way to let
Person A know that the message has been received. When Person B decodes and inter-
prets A's message ihic simplest form of interpersonal communication has taken place.
For the purpose of reinforcing the fact that the lcader must take responsibility to insure
that effective communication occurs 1n the performance appiaisal process, it will be
helpful if readers identify themselves as persons encoding, or sending, verbal messages
in the content that follows, that is, as Person A, Figure 5.1 depicts the basic communi-
cation transaction which occurs n any form of communication, including performance
appraisal.

Encoder

Decoder

Appraiser
{Person Al

Appraisee
{Person B]

Interprets

@des

Interprets
Decodes

Message

Fig. 5.1. Basic Communication Transaction

Frequently, appraisers sending nie.tages find that their purposes are not achieved;
the receiver (appraisee) does not respond as expected or possibly does not respond at
all. When communication is viewed simply as “sending” a message, we may safely
assume that communication will not take place. As with the Tango, communication is a
two-way process. It takes two people to hold an effective performance discussion.18
Further, the two persons must be tn contact, have each other’s attention, and attach
similar meanings to messages. In summary, there must be a sender who transmits a
message to a receiver who understands the mieaning of the message in the same sense as
the sender. The sender ascertains that communication has taken place by securing
feedback from the receiver. Only then can the sender knov. whether a message has
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been accurately communicated or whether the message needs to be revised and encoded
again. Wexley described as one of two prunary objectives of appraisal inter iews teed-
back to appraisces.1?

Feedback is especially impor.v when the purpose of communication 1s itistru-
mental; that is, to obtain a behas joral response from the recenver of the message. When
such messages are sent, feedback is best obtamed by ashing, "Now, tell me what you
are going todo." The supervisor needs to hnow what 1s understood by the supervisee.
When a subordinate 1s asked, "Do you understand?” there 1y considerable pressure to
answer, "Yes." Otherwise, one's superior might thik one 15 not intethigent.

We communicate best with those who have experiences siular to our own; how-
ever, few persons enjoy ihe luxury of communicating with a narrow 1ange of persons
altogether similar to themselves. In Figure 5.1, the messages of A and B are shaded
differently to commuricate the tact that their experiential bachgrounds will "shade”
their meseages. Employees of higher educational mstitutions now represent a broader
range of culttural, ethnic, and sociocconomie background than 1 the past.2 Communi-
cator differences in experiential background can cause senders and recervers to attach
quite different meanings to the same words and objects to the extent that messages sent
are not identical 10 messagas received. Sensitivity and efforts to merease knowledge of
diverse groups are called for. Appraisers, who wish to IMProve communication must
learn to hear messages from the "frame of reference” of others.

The needs of those commumicating can cause breakdown m communication. The
sender may feel a need to put the receirer "in his or her place.” The receiver may feel
threatened when communicating with the sender. Both sender and recerver can ¢nhance
the likelihood of effective communication by being as aware as possible of bown his/her
own needs and those of the person with whom they communicate, however, this 1s
especially a responsibility of the leader/appraner. Such awureness can reduce defensive
behavior and rid the interaction of communication distortions that defensiveness elicits
and sustains. Figure 5 2 represents two basic needs of every person, the need to protect
oneself and the need to enhance onesclf, When these needs are threatened or thwarted
communication will break down,

It is important to communication effectiveness that senders communicate clearly
their expectations  In most performance appratsal interviews appraisers send messages
that attempt to elicit a behavioral 1esponse, that 1s. an mstiuniental response. Unless
senders make expectations explicit, the desired 1esponse will not be forthcoming. There
is appreciable evidence in support of the so-called Pygmalion effect, tha persons
genere’ly respond to expectations  1lowever, if expectations are not clear and responses
are not those sought, inappropriate assutsy auns about the competency of a subordinate
may be made when, in fact, that assumption 1s not Justified.

Beliefs of both sender and recen er create difficulties communicauon.  Napier
and Latham draw from social learning theory to idenuty two cogmtive vartables which
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are sources of fut'ity expericnced by appraisers, self-cfficacy and outcome expecta-
tions.2t Appraisers who believe they cannot do what 1s required of them (low self-effi-
cacy) experience feehngs of fuulity because they do not believe the environment will be
responsive to their efforts, they have poor outcome expectations  In either case belief
systems of communicators can mterfere with communication.

Atutudes are as potent as beliefs in creating commumication difficulties. Supervi-
sors communicate a certain aititude when they confer with supervisees only on their
own turf rather than in the supervisee's workplace or a neutral settung.  Communieation
across the physical barner of a supervisor's desk does not improve understanding.22
Figure 5.3 is an attempt to depict some of the multiple human factors that are constantly
affecting the flow of messages between two persons. Again, the APPralser must assume
primary responsibility for recognizing the impact of these factors and reducing any
negative impact they have in commumcating with appraisers.

pProtecy

Appraiser

|Person A] protec

€nhance

Appraisee

[Person B

€nhance

Fig 52 Two Basic Needs Affecting Communtcation

Finally, poor hsteners make poor communicators. Al too often, simple failure to
listen is the cause of communication breakdown. Two poor hstening habits predomi-
nate as communication barricrs.  One of these 15 the tendency to attach evaluauve
Judgments to what others say. Rather than histening, the receiver is mahking judgments,
filtering the message, and thereby failing to recene all the meaning mtended by the
sender - One method for breaking this habit 1s for the appraiser/super isor o adopt the
non-cvaluative feedback rule. Before the apprasser responds to an appraisee statement,
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the message must be repeated by the appraiser unul the appraisee recognizes that both
the content and feelings expressed are understoud.” The tendency to listen evaluatively
contributes to another poor listening habit. Instead of attending fully to what the sender
is saying, the receiver may be forming respons2s. When receivers are preoccupied with
how they will respond to points being made by senders, the points are usually missed.
Stano advocated that managers be taught to listen carefully and accurately, to give
reflective feedbach, and to ash appropnate, open-ended, non-directive questions. Stano
felt that carcful listening was especially important in encouraging subordinates to talk.24

peliefs

Apprais2r

[Person Al

geliefg

SBueo3

%
9

T | Appraisee
S\ [Person BJ
o
+
»

S6ujeeld

Attitude®

Fig. 5.3. Factors Affecting the Flow of Messages Between Persons

Performance Appraisal S:tuations With
Inherent Communication Problems

The performance apprasal interview 1s rife with situations which have potential for
communication breahdown.  These include the hierarchical nature of such events, 25
inherently evaluative aspects of performance appraisal, multuple purposes of some
appraisal interviews,® influence of the environmental (imate, including non-verbal
aspects of performance apprasdl imterviews.”” Each of these special situations is dis-
cussed below in terms of the unique communication probleni(s) posed, together with
suggestions for nutigating communicauon breakdown.
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Burke identfied the "mystery” that surrounds hierarchical communication, ". . . the
conditions for "iystery” are set by any pronounced social distinction . . . the social dis-
tinction between clerk and office/manager makes them subtly mysterious to each other,
not merely two different people, but representing two classes or 'kinds” of people."28
The existence of mystery between classes of beings points out an essential quality of the
performance appraisal interview. a superior will be communicating with an inferior in
the organization. Goodall, Wilson, and Waagen pointed out that when mystery inter-
cedes in communication between different classes of beings, the common response is to
retreat to ritual forms of address; that is, commumcatve behaviors that are guided by
commonly understood cultural and social stereotypes, traditional etiquette, gender-
specific, or race-specific rules.® Both interviewer and interviewee are encouraged to
rely on and to respond to prepackaged scripts for the situation that derive rules from
commonly understood cultural values and standards.® "In short, the mystery present in
the situation is reinforced by nitual forms of cormmunication."?t In the face of pressures
to retreat to fixed, conventional forms of comuunication between appraiser/appraisee,
the appraiser must assume responsibility to assure that the barrier is broken and that
honest, open commumcation occurs.

Although some experts in performance appraisal advocate that managers treat
ermployees as equals,* it does not follow that the employee will adopt this attitude or
that such attempts of managers will be credible, especially if the manager’s behavior is
not consistent with past behavior.® Review of the literature suggests that the primary
way to reduce the "mystery” in supervisor/subordinate communication 1s to facilitate
participation of the subordinate, the manager needs skills that encourages subordinates
totalk.’* Participation is encouraged through active listening,’s manager behaviors that
are spontaneous, friendly, sensitive, that show mterest n subordinates, and that are
nonjudgmental.’ The best place for the appraisal interview 1s a neutral setting and not
in the manager’s office, thus reducing the distance over which communication occurs.
Finally, Goodall et al. discussed the central purpose of performance appraisal interviews
from the frame of reference of both the supervisor and the subordinate.?” They stressed
the need for clarity of purpose of the appraisal for each party. When there 1s a common
understanding of what the parameters of the performuance interview are, the appraisee is
more likely to experience the safety required for self-disclosure and risk-taking, thereby
making the interview a more authentic, spontaneous experience. Bellman stated, "A
performance discussion without objectives is not a performance discussion."38  In
summary, the negative effects of status differences on communication within the
performance interview are nutigated when the appraiser (1) assumes responsibility to
see that effective communication oceurs, (2) listens carefully, (3) clarifies interview
purposes and goals, and (4) involves the appraisee n all phases of performance
appraisal, including the design of the program.* When possible, the employer should
be allowed to rate his own performance.40

The fact that performance appraisals exist 1n part to provide evaluative feedback to
appraisees constitutes another critical communication vanable in  performance
appraisal.  Bennett and Chater underscored this wspect of appraisal in postsecondary
settings They cited several current concerns in higher education that have led faculty
and administrators alike to tighten their judgments. Bennett and Chater especially made
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a case for evaluating the performance of tenured faculty m order to foster and mamntain
excellen’ performance."" It is noteworthy that virtually no literature on performance
appraisal posits a view that does not include the evaluaiive nature of performance
appraisal.

Given that evaluation either tahes place or that existing evaluation data are pre-
sented 1n appraisal interviews, what can be done to reduce its negative impact? Three
basic communication techniques that have potential to reduce the negative effects of
employee evaluation in the performance interview are offered. feedback clanfication,
non-evaluative listemng, and achieving an appropriate balance of praise and cnincism.
It should be neted again that the interviewer/supenvisor must assume responsibility to
use such techniques, although employees can also be taught these skills.

Non-evaluative listening 1nvolves recenving communication from an appraisee
without placing any vaiue judgment on the message or the sender, that 1, concentrating
on tasks, roles, and results rather than the personahty of the mterviewee. 2 Ironically,
by temporarily suspending intentions i performance counseling interviews, one may
more likely achieve goals because interviewee resistance 1s decreased by curtailing
judgments.#? Feedback clarification refers to the ability to paraphrase content back to
the speaker and to reflect the feelings of the speaker.’t When an appraiser provides
accurate feedback, the appraisee adds to his/her self-understanding, resulting 1n
improved self-esteem and personal effectiveness. 1t 1, not sufficient 1o simply repeat
back, or mimic, the words cf the appraisee, it 1s necessary to feed back accurate under-
standings of both content and feelings expressed.

Much has been written about the so-called "sandwich” technique where negative
evaluations are sandwiched between praises.  Stano believed that skall in balancing
praise and criticism in performance mnterviews can help circumvent tie debilitating
effects of evaluation, however, he believes that the "sandwich” technique is too obvi-
ons. He recommends dispensing supportive feedback almost eaclusively at the begin-
ning of the interview. thus, establishing an 1mual positive chmate and creating
appraisee receptiveness to more thorough andlysis I areas where improvement 1y
needed.4s

Use of feedback clarification, non evaluative hstening, and balancing praise and
criticism in performance mterviews nunmnze the negative aspects of communicating
evaluative messages 10 one other sigmficant way. by reducing the Likelihood of open
hostility. Skopec’s research findings support that uncertunty in dealing with con-
frontations and other hostile interviewcee reactions and the need 1o maintain satisfactory
interpersonal relationships following appraisal intervicws constituie primary concerns
of performance appraisers  When appraisees are heard accurately and understood, they
are less likely te be hostile and confrontive .16

Laird and Clampitt claimed that the performance appraisal process may be sabo-
taged by multiple use of appraisal documents.  Stano summartized hters ure on this
matter and concluded that it was universally agreed that to combine discussion of
development and salary is deleterious  He belicved that performance mterviews should

ERIC s

Aruitoxt provided by Eic:




ERI

Aruitoxt provided by Eic:

Communication Factors 65

have a narrow focus confined to either the objective of development or to perfor-
mance/salary review.#8 Banks and Murphy suggested that in assessing candidates for
promotion, the interview should focus on behavior required for more advanced jobs,
whereas in salary administration, the focus should be on behavior required in the
appraisee’s own job.49

Wexley discussed the appraisal interview 1n terms of two directions, administrative
and employee development. The purpose of the form is to communicate and support
administrative decisions such as salary increases, promotions, transfers, etc., the pur-
pose of the latter is to enable each employee to get feedback as to how well he/she is
doing and to provide an opportunity to discuss improvement of performance. "Both
(purposes) cannot usually be accomplished during the same session, inasmuch as the
manager is being asked to play the conflicting roles of judge and helper."s0 Mount, in a
study of employee and r..anager satisfaction with the appraisal process mn a large cor-
poration, found that both groups supported the concept of separating salary considera-
tions from employee appraisals.st It is noteworthy that both groups consider the quality
of appraisal discussion one of the most important factors is satisfaction with the
program.

Combining development goals with admunistrative tasks such as salary administra-
tion within the appraisal interview creates an improbable communication problem in
that the appraiser has dual roles. "The superior cannot estabhsh a warm, supportive
climate if he or she is ruling on the employee’s paycheck. The employee will not be
open to a discussion of weakness if he or she feels that such a disclosure will result in
economic sanction."s2

Every organization has a climate in which communication occurs.s3  Climate
factors must be considered at both the orgamzauonal level (macro) and at the perfor-
mance appraisal interview level (micro). Climate factors at the organizational level
refer to processes related to such factors as leadership, communication, decision-
making, goal setting, and processes.s* Wexley drew upon the seminal work of Likert to
illustrate how organizations differ with respect to climate factors.5s At one extreme is
the System 1 organization where there is no perceived evidence of trust between
manager and subordinate, interaction is restricted, decisions are all made at the top, and
cmployee participation is discouraged. In a4 System 1 organization communication
flows downward, tends to be distorted, inaccurate, and viewed with suspicion. At the
other extreme is the System 4 organization which is charactenized by supportive rela-
tionships, group decision-making, open and extensive interaction, and high parucipa-
tion. In a System 4 organization communication flows freely throughout-upward,
downward, and laterally. Information is accurate and undistorted.ss It 1s apparent that
appraisal interviews would take on quite different characteristics within these different
environments ~ What seems clear 15 that communication 1n organizaucns onented
toward System 4 would be quite superior to that in Systemn !.

Climate exists as 2 communication variable at the micro level of the performance
appraisal interview as well. "The climate present n an appraisal interview 1s affected
by a complexity of interlocking and intangible variables."s” Variables include both
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physical and personal factors that surround the performance interview. Where the
interview is held is an important factor. Experts disagree on this. Wexley suggested the
interview take place in either the appraiser’s or appraisee’s office.5 Stano believed the
best place is a neutral territory that 1s relatively isolated from routine distractions.s
What seems important is that a place be selected for the interview that is comfortable
for both parties, that will provide appropriate privacy, isolation, and no interruptions,
and that does not serve to increase mystery, or distance, that already exits. Arrange-
ments within the interview room are important climate factors, those that reduce differ-
ences in status and distance facilitate effective communications. For example, side-to-
side or corner seating is preferred to communicating across the expanse of a desk.
Proxemic variables such as these are examples of non-verbal communication that can
serve to reduce or expand status or hierarchical differences between appraiser and
appraisee.

The impact of climate considerations, whether at the organizational-wide or
personal level, may be observed at the appraisal interview level. If appraiser behavior
is substantially incongruent with organizational characteristics experienced day-to-day
by appraisees, distrust and suspicion will be engendered. If appraiser non-verbal
behavior, that is, facial expression, gestures, posture, lack of eye contact, etc., contra-
dicts what is said verbally, appraisees will get a mixed message. Non-verbal behavior
is perceived as more reliable and accurate than the verbal message when they are in
conflict.0 Communicators are constantly using two channels of communication, i.e.,
verbal and non-verbal.

The importance of climate factors at the individual level are 1llustrated by Stano.
“Overall, communication will be more open and honest and problem-solving will be
facilitated if the manager can genuinely consider the employee as equal and can appear
spontaneous, friendly, supportive, sensitive to and interested in the difficulues of the
worker, understanding, and cooperative, nonjudgmental with regard to feelings
revealed, nonmanipulative, concerned for the digmty and worth of the individual,
trusting, and confident of the employee’s abilities."¢! Figure 5.4 provides a list of
factors which can constitute barriers to effective communicaton.

Summary

Review of the performance appraisal interview and the complex processes which
occur in the act of communication between appraiser and eppraisee leads to a series of
statements which mignt summuarize and give direction to communicative behavior on
the part of appraisers.

1. The appraisal interview is an exceedingly complex commumcation event that
can have negative implications for both appraisee and appraiser  The employee may
become defensive and view the interview as the dewiding factor in his/her ulumate
destiny. The appraiser many times expeniences high levels of anxiety and feels some
sense of futility in evaluating an employee’s performance.
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——— — Status (Hierarchy) |
Climate
B Participation
A
R Proxemics
R
L':_ Channel [Verbal, Non-verbal]
R . .
Listening
S
T Criticism

Multiple Objectives

Fig. 5.4. Bamners to Effective Communication

2 Tohelp overcome these feelings, management should attempt to establish an
environment conducive to effective communication. Spectal attention should be
addressed to the hierarchical nature of this commumcation process.

3. Communication is a two-way process, and both parties communicating
should be using the same points of reference Validation 1 accomplished through both
parties providing feedback so that « common ground of understanding can be achieved.

4 We communicate best with people who have sinular backgrounds to our own
and with people with whom we are neither threatened by nor do we threatea.

5. Expectations should be made explicit and clear.

6 Differences in belicfs cause difficulties m communication, especially i low
or high self-efficacy beliefs.
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7. Differences in attitudes construct & barrier m communications between indi-
viduals.

8. Poor listeners are not good communicators.  The non-evaluative feedback
rule can help open the lines of communication and assume that all the meanmg miended
by the sender is received by the receiver.

9. There is a hierarchical relationship between employee and  appriser/
supervisor, i.e., there are two afferent classes of people, cach with hus/her own customs
and rituals, trying to communicate but possibly not understanding where each 1s conung
from. Thus, both may fall back on societal norms and seripts and may never actually
communicate.

10.  To overcome this. & manager should facilitate participation of subordinates.
This can be done through active histening, fucithtative communication behaviors, and
structuring the organizational and personal environment i ways that are conducive to
effective communication. The purpose of the iterview should be stated clearly.

1. To reduce the negative impact of the performance interview the appraiser
should provide feedback clarification, non-evaluative listening, and attempt to achieve a
balance between pratse and criticism.

12, Multiple use of appraisal documents and interviews can cause problems. The
interview should have precise and clearly defined parameters and not nungle personal
development and administrative objectives.

[3.  All organizations have a climate which consists of two levels, micro and
macro; i.e, personal and organmizational. Both physical and personal factors affect the
climate that surrounds the performance interview. Communication will be of a higher
quality in a climate which encourages participation and dinunishes status differences,

14 Tinally, the sine qua non of effectve performance appraisal communication
is apprarser acceptance of responsibility for the quality of communication which takes
place.  When performance mterviews are characterized by facilitative communication
processes, both personal and organizational development occurs.
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Minimizing Rater Errors in Observing and
Appraising Performance

William 1. Sauser, Jr.

Having a well-designed performance appratsal instrument and process 15 essential
if the resulting evaluations are to be useful. However, even the most carefully con-
structed devices and programs will not assure success m gathering valuable information
if the human beings who use the mstruments are not willing or able to employ them

properly.

The persons who observe and appraise performance are very much a part of the
measurement process. No matter how fine an instrument they are using, of the raters are
unreliable or invalid in their observations and apprassals, then the resulting information
will be unreliable and invalid, and thus, not suntable for any purpose

Unfortunately, human beings tend to be very poor evaluators of behavior, as the
following except from he work of John Bernardin and Richard Beatty attests.

Research in psychology is replete with examples of the potential difficulties
confronting performance appraisers  People apparently do not attend very well
to base-rate information: they eapress excessive and unjustified confidence m
their judgments; they make predictive judgments that are brased in LOmMPArtson
with normative standards: they are subject to hindsight biases, they have self-
serving biases in person perception. they underestimate the role of conteatual
factors affecting behavior, their judgments of covariation are inacourdte. they
resort to erroncous judgmental heuristics. and soon .. .and on. . . There can
be no question that some raters of performance comnut these errors in
Judgment, as well as many others.!

The existence of these and other rater entors have been known for years. it Some
of the more common cirors which have heen dentified and studied m detaii are
described in Exhibit 6.1.5

O
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Since the existence of these errors is 50 pervasive, and their effects are so poten-
tially damaging, it is important to tuke every possible precaution to avoid them. The
following ten suggestions for mummizng rater errors in obsening and appraising
performance are discussed i this chapter:

1. Select appropriate raters.

2. Clarify the purpose of the performance appraisal program.

3. Choose the right format and content.

4. Involve the raters in creating or interpreting the rating scalke.

5. Train the raters.

6.  Provide opportumties for the raters to observe the performance being

appraised.
7. Help the raters keep records of meaningful observations,
8. Standardize the rating context.
9. Motivate the raters to do a good job.

10.  Maintain the quality of the program.

Administrators who follow these steps when implementing their performance
appraisal programs will te rewarded with more meamingful data than will those who
ignore these powerful suggestions for minimizing rater efrors.

1. Select approprate raters.

There i evidence to support the belicf that some persons are better than others at
ratirg performance.  For example, after re iewing numerous research studies on this
topic, Ronald Taft in 1955 concluded:

- that the following characteristics are fairly consistently found to be posi-
tively correlated with the ability to judge the personality characteristics of
others: (i) age (children), (b) hugh intelhigence and acadenue ability (with
analytic judgments espeerally), (¢) specialization n the physical sciences,
(d) esthetic and dramatic interests, (¢) insight mto one’s status with respect to
one’s peers on specific traits, (f) good emotional adjustment and mtegration

.and (g) socual skill. . . .6

More recently, Walter Borman found that personal qualitics related 1o aceuracy of
appraisal include verbal reasoning, freedom from self doubt, high self-control, and an
orientation toward details.?

In most orgamizational setings there are practical constramts which make 1t diffi-
cult to apply the findings of Taft and Borman. Most adiministrators do not have the
lunury to pick and choose accurate raters from a pool of potentidl appraisers. However,
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it would not be wise t0 1gnore these important findings. Ratings turned in by indi-
viduals who are poorly adjusted or are undergoing a persenal or emotional Lrsls--or
who have proven to be grossly mattentive 10 details—-are suspeet and could be very
damaging to the mtegrity of the performance apprasal process.

A more practical approach to the selection of potential ruters is offered by Kenneth
Wexley and Richard Klimoski. They suggest:

The person doing the assessment must. (1) be 1 a position to observe the
behavior and performance cf the individual of intercst, (2) be know ledgeable
about the dimensions or features of performance, (3) have an understanding of
the scale format and the instrument itself, and (4) must be motivated to do a
conscientious job of rating.$

Note that in an academic setung this may all for multiple raters, each attending to
a specific aspect of a professor’s performance. For example, the department head may
be in the best position 10 observe and evaludte adherence to poliy and departmental
service; students may be the best sources of data regarding the professor’s day-to-day
classroom performance, peers may be the best judges of the adequacy of syllabi and
tests; and outside reviewers may be the best sources of unbiased evaluations of writing
and creative work.

The point is that there are some steps the administrator can take to make certain
that persons are fairly evaluated. Individuals who. (1) have no opportuntty to observe
the performance in question, (2) do not understund the rating scale, (3) are obviously
biased toward or agamnst the individual being appraised, 4) are poorly adjusted or
undergoing a personal or emotional crisis, or (5) have proven io be grossly nattenuve to
details should not be selected 1o tuke part in the performance appraisal process.

2. Clarify the purpose of the performance appraisal program.

Performance appraisal ratings can be used for a variety of purpuses. including
providing feedback to the ratee, justfying personnel actions, denufy ing trainng needs
and special talents, placing employees iuto proper jobs, fostering accountability, and
improving organizational effectiveness.” Tie specific purpose for which appraisal
ratings are collected can affect the motivatior --and thus the behavior--of the raters who
are providing the scores, as noted in the fudowing passage from the work of Wallace
Lonergan:

Appraisal programs are doomed 10 failure if employees associate them with
deternnnation of firing and layoffs  Such negative associations not only
engender resentment and distrust on the part of the employees, but also put the
assessing supervisor on the spot  Sinularly, of appraisal programs become
associated with favorable management action. a supenisor, wishing to show
the department in a good light, nught understandably upgrade an employee’s
ratings, thus adding leliberate distortion to . Iready biased human judgment. 0

Q ~
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Bernardin and Beatty are also concerned that the ater have a clear understanding
of the purpose of the appraisal program lest the rater distiust the process.

One factor that affects rater motivation has to do with the trust mdis idual raters
have in the appratsal process. Trust i the appraisal process may be defimed as
the extent 10 which both raters and ratees percenve that the appraisal data will
be (or has been) rated accurately and fairly and the eatent to which they per-
ceive that the apprasal data will be (or has been) used fanly and objectively
for pertinent personnel decisions, !

If the raters are confused about the purpose of the appraisal program, or it the pro-
gram seems to be designed to fulfill two or more confiicting purposes, not only nught
the raters lose trust in the program, they may become frustrated and angry as well.

For example, suppose that one objective of an appraisal program 1s to deter-
mine salary mereases. I this case, assessing supen 1sors frequently emphasize
the strengths of an cmployee if they feel that the employee descrves an
inerease Suppose that at the same time the apprazsal program s being used 1o
improve performance. With this objective m nund, the ASSESSING SUPEryIsor
may feel obiligated to point out an employee’s relative wedknesses in order to
identify areas for improvement. Inevitably. the assessing superyisors will find
themselves i a frustraung, it not untenable, position in attempting to use the
assessments for these differing purposes 12

It was recogmzed at least siaty years ago that knowiedge of the purpose for which
ratings wer2 to be used mught mfluence the scores provided, therefore, the conventional
wisdom was as follows. "To avoud this enor, ratimgs should be secured w o, the raters
in ignorance of their use and 1if possible at 4 time m advance of the situe won demanding

their use."13

Given Bernardin and Beatty s concerns about trust m the appraisal process, it iy
likely that this conyentional wisdom could do with some revision.  Admuinistiators who
desire to construct o performance appraisal system which will be accepted and used
should inform the potential raters of all mtended uses of the resuling data This will at
least reduce any distortion .and variance m ratngs due to speculation regarding their
use.

As a final note, while performance appraisal ratigs can indeed be used for a vari-
ety of purposes, Lonergan suggests that sctting individudl development as the primary
objective of an appraisal prograra has at least four advantages.

P The program is likely to be more aceeptable to employees and to
gam their support rather than arouse their resentment.

2. There 15 less obvious reason for the assessmg supervisors to
mtroduce deliberate distortion nto the assessments o achieve
their own ends.

—~
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3 Feelings of stress and sttain on the part of both the assessmg
supervisors and the emplovees are lessened.

4. Assessments will probably reflect the facts better. !t

3. Choose the nght format and content.

As noted in Chapter Three of this volume. there 1s a4 wide variety of apprasal tech-
niques and formats from which to choose. each with particular strengths and weak-
nesses 1516 It does make a difference which format 1s chosen for use. SINCE some
formats are better swited for one use than another.

Bernardin and Beatty have provided the following summary of what they believe to
be the most important contingencies regarding the efficacy of the various appraisal
methods:

If the purpose of appraisal requires comparisons of people across raters for
important decisions, then Management By Objectives (MBO) . . . 1y) inappro-
priate since (it 1s) typically not based on i common measurement scheme.  If
there 1s low trust among raters. and if ratings are linked to 1mportant personnel
decisions .., then the forced- choice method 1s reconunended since it 1s more
resistant to deliberate rating flaton than other methods. . . . If the Behav-
iorally Anchored Rating Scale (BARS) methed is to be adepted, then diary-
keeping should be incorporated as a formal component of the process. . . .
Such an approach is not oniy more effective at inhubiting halo than other
methods; it also provides documentation for summary ratings and a data source
for vaidating individual raters  If the purpose of appraisal is test validation,
then the relatively high levels of reliability and vartabihity for personnel-com-
parison methods certainly support their usc, providing a behavioral format 1s
adopted for the comparisons and assumptions can be met for comparisons
across raters If the purpose of appraisal 15 to improve performance. then
MBO is the best strategy, providing uncontaminated. quanufiable data are
available. . . .17

These results of Bernardin and Beatty’s comprehensive review of the research
literature point out the importance of clear Iy defiming the purpose of the petformance
appraisal program before choosing and mmplementing any  particular assessment
technique.

Richard Klmoski warns pracunioners also to consider carefully the content of
assessment before selecting a scale for implementation. e descubes three traditional
options of assessment content; (1) personal traits or qualiies of an individual, (2) per-
formance results. and (3) behaviors exinbited on the job.18

As it turns out, each of these approaches to defining (referencing) effectivencss
has strengths and weaknesses. Each is more or less applicable to parucular
jobs, to types of industries, and to differing management philosophies. Each
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one will be more or less appropriate depending on the purpose of the assess-
ment. For example, a results approach nught be more suitable as a basts for
awarding a bonus. A behavior emphasis would be better when assessments are
to be used to determine & manager’s training needs. A person or trait orenta-
tion mahes sense when the assessment is to be used as input to making a pro-
motion decision. In the last case, we need to predict a person’s likely future
success, and knowing his or her personal traits or qualitics helps us to do this. 19

The message of this section is that the format and content of the assessment device
to be implemented should certainly not be deternuned arbitrarily 1f rater errors in obser-
vation and appraisdl are to de avoided. Adminustrators should consider carefully the
organizational content, the prevailing muanagenial philosophy. and the purpose for
carrying out the appraisal program before any decisions about format or content are
made.

4. Involve the raters in creating or interpreting the rating scale.

Douglas McGregor argues that supervisors are very relucant to "play God" in
appraising employees’ performance, and implies that they may intentionally distort
ratings as a result of this reluctance.X® Some of the reasons for managers’ resistance to
performance appraisal cited by McGregor include. (1) a normal dishike of criticizing a
subordirate (and perhaps having to argue about it), (2) lack of mterviewing skills, (3)
dislihe of new procedures v.ith accompanying changes in ways of operating, and (4)
mistrust of the validity of the appraisal instrument.2!

Carl Kujawski and Drew Young suggest, "Too often this resistance 1s justified. If
an appraisal program 1s developed independently by o staff umit and umposed from
above, it has a good chance for failure. However, it doesn’t have to be this way."2?

Kujaw ski and Young point out Peter Drucher's mugjor suggestion for oyercoming
resistance to change. "Workers must be provided with opportunitics for participation
that will give them a managenal view."? They then translate Drucher’s device into a
pragmatic suggestion for administrators who are irying to implement 4 workable

appraisal progiam:

Ore approach is to have the personnel department work with a cross section of
management i developing the apprasal program. Once the outline of the
program has been established, 1t can be circulated to a larger group of
managers for review and comment, and the program modified as needed.

Depending on the particular needs of the organization and the results desired,
ihe number of levels of management mvolved in the design of the program wall
vary. The critical factor 1s that the users of the program be imvolved. By being
50, they will come to "own" the program, and therefore will be more willing to
support it because it is theirs.24
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The motivational effect of participation in the development of performunce rating
scales has been documented in the research literature.2520 Ruters are typically proud of
the rating scales they develop through their own efforts and are motivated o use them
effectively.

Rater participation in scale construction can also have a second major benefit,
particularly when Patricia Snuth and Lorne Kendall's "retranslation techmque”--the
process used to develop Behaviorally Anchored Rating Scales (BARS)--1s employ ed.--
Willian1 Sauser notes:

When employees work together to est.Liish a standardized set of performance
levels and dimensions to evaluate, they typically reach a common understand-
ing of the meaning of each dimenston and anchor pomnt. Thus, the rater
participation process serves to greatly reduce the problem of each rater inter-
preting the scales differently.2s

One problem with Smith and Kendall's retranslation process is that it 15 very
cumbersome and time-consuming.  Fortunately, « shortcut method for constructing
BARS has been devised 223 The psychometric quality of the scales which have been
produced using this shortcut techmque 1s simular to that of scales developed with the
unabridged method.

Participation in scale construction almost alwuays leads to an improvement in rater
motivation. However, the examples described above seem to indicate that the addi-
tional benefit--creating a common understanding of the meaning of sczle dimensions
and anchor points--accrues only when such participation 15 in the form of involvement
in the "retranslation process.” How can this additional bencfit be obtained when work-
ing with scales which are not of the BARS format?

This question has been answered by the development of a type of training program,
called "frame-of reference training,” which involves raters not m the development of
the scale, but rather in the imterpretation of the scule.¥' An example of the practical
application of frame-of-reference training 15 described below. In this particular exam-
ple, the standardized instrument in use was a trait ratung scale:

One possible modification with which I have been experimenting in my rater
training workshops may prove to be valuable.  Workshop participants are
asked to develop, i small tash groups, meamingful defimtions of each
dimension of the standardized scale with which they aie workmg. Each task
group also produces behavioral anchors for each level of a particular
standardized scale. After these definitions and anchors have been devised, the
workshop convenes in full session, and each tash group presents its products.
All workshops participants then sech to agree upon a common set of
performance dimensions and standards.?2
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In summary, two major benefits can result from allowing raters to partictpate n the
scale construction or nterpretation process. (1) the raters will gam a sense of
"ownership” of the scale, their resistance to 1ts wse will be lessened, and the motivation
to mtentonally distort scale scores will be reduced, and (2) the raters are more hkely to
develop « common frame of reference, they will share sinujar interpretations of scale
dimensions and anchor pownts, and unintentional distortion will be reduced.

Admmnistrators wishing to nunimize rater crrors in observing and appraising
performance would thus be well advised to allow raters to participate i the creation of
the scales themsely e, or ai least 1 the nterpretation of standardized scales within the
organizational context.

5. Trainthe 1aters.

In 1954, J. P. Guilford stated, "Vanous expertences with ratings tend to show that
the most effective method for improving ratings m nuany ways iy 0 {rdin raters care-
fully."33  The documented effectiveness of a vanety of types of traimng programs
carried out in & number of different organizational settings n the three decades since
Guiiford made that stutement tesufy to ity truth.** In fact, Kugawshi and Young claim
that "A comprehensive traming program for superyisors who will serve as appraisers is
one of the most valuable aspects of the implementation process.”s

What sheuld be the content of & comprehensive rater traning progrem? Willam
Holley and Kenneth Jennings have supplied the following eacellent answer to this
question:

Training programs for apprassers should focus on mmpioving both obsena-
nonal and evaluative skills,  Apprasers need to be taught what kinds of
behavtors distinguish high from low performers, how to avoud pereeptual and
Judgmental errors, and how to understand apprarsal forniats so as to use them
appiopriately for thewr mtended purposes.  Also, 1t is mportant that raters
know how to select the relevant iformation for making an accurate apprausal.
Trammng programs should actively mvolve the potential apprasers 1 the
traring process, and appraisers should be provided an opportumity to partici
pate m group discussions and practice performance mtersiews.  While the
content of the trarming program should vary according to the vrgamzation’s
needs, traming should also aim to change the arutudes of the appraisers, where
necessary  Frequently performance apprasal programs fail because of the lack
of rater motivation etther due to Lack of understanding or pour mstructions *

Duane Schultz suggests that rater tiaiming should i olve two steps.
1. Creating an awarencss that abilities and skilis are usually distributed

i accordance w.th the normal curve, so that 1t 1s perfectly
aceeptable to find large differences among a group of workers, and

—~~
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2. Developing the ability to define appropriate criteria for the behav-
10rs being evaluated, a standard or average performunce against
which employees may be compared 37

James Buford and Sonya Collins add thai the workshop micthod 1s an excellent way
1o train raters to reduce errors:

Trainees should have the opportunity to observe errors bemg made in 2n
appraisal conference if possible. Videotapes are effective and can be used
repeatedly. Raters should at least review written situational exercises. They
should attempt to identify the errors that are being made and then complete
their own ratings. Through group discussion, trainees have the opportunity to
receive feedback regarding their own rating behavior and practice the correct
techniques.3s

Latham and Wexley have described 1 detarl an excellent worhshop employing the
kind of videotaped exercises recommended by Buford and Collins.®  Admumstrators
would do well to review the Latham and Wealey program when devising their own
training sessions  Another useful traming device 15 the Atlantie Richfield Company's
guide for individual raters 40

Exiubit 6.2 contains a detailed traming outline which was devised 10 facilitate the
implementation of a BARS-type faculty cvaluation mstrument in o university setting. 11

Research with this traming program found 1t to be very effectuve in minmuzing rater
errors. 42

The implications of this section should be very ¢ lear. Train your raters if you want
to mimmize errors in observing and apprasing performance.  Providing a comprehen-
sive rater i:aining program 15 probably the most mportant step i implementing an
effective appraisal system  Time and energy mvested n rater traming will pay huge
dividends in terms of the accuracy of ihe data resulimg from the appraisal process.

6. Provide opportunities for the raters to observe the performance being
appraised.

Inan earlier section of thrs chapter admmistrators were ady ised to select raiers who
are in a position to observe the performance i guestion  However, simply being 1n
positior: to observe 1s not enough. as the followinyg passage 1llustrates.

Supervisors meeting informaily ovcr coffee or lunch freqrently brag about and
share amusing ancedotes regarding therr employees” behavior and work per-
formance  As they do this, the superyvisors are actually informally evaluating
their employees, often on the basis of a few randomly observed events or

remarks. . .. Ttas dunng these informal, loosely structured discussions that
er ployees . .. begin to acquire reputations. . . In the absence of more accu-

rate data regarding employec work performance, . . . decisions nught typreally

o (.
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be made on the basis of the reputational factors resuln. rom the informal
evaluation process mentioned above. However. reputations. since they are
based mostly on hearsay and random comments and observations, often
present inaccurate, distorted, bused pictures of employees’ true abilities and
performance. (I am certain that all of us from ume to ume wonder why our
supervisors are never around to see us when we mahe o particularly brilliant
decision or complete a difficult tash. but always seem to appear just in time to
catch us in a blunder.)®

How can an admuinistrator make certain that a4 rater’s obseryations are objective and
fair rather than biased and distorted? Al of the suggestions i this chapter are directed
toward that end, however. there are three things m particular that should be done to
address this problem.

First, the administrator should muake certan that the raters understand exactly what
it is they are looking for. While they are observing, they should be primed to notice
specific incidents of effective or ineffective behavior.  This 15 why o« comprehensive
rater traning program must contain information on the hinds of behaviors which distin-
guish among levels of performance.  As Christing Banks and Kevin Murphy state,
"“Training nrograms should not trara appratsers merely to observe, rather they should
traun them Low to decide what to observe. " (Note that 1f 1t 1s unclear what behaviors
actually distinguish effective from meffective performance. a job analysis 15 clearly in
order.45)

Second, the administrator should ascertain that all raters take o sy stematic approach
to gathering the informution they need to make accurate apprasals. For exampe, if a
departrnent head 15 to evaluate the quality of each faculty member’s publications on an
annual basis, she should certainly have a process m place to collect copies of all pub-
lished work--not just those papers which the faculty happen to bring o her attention.
Similarly, if a committee of peers is o evaluate a colleague’s Classroom teaching
performance. the commuttee should devise and follow a plan that allows periodic class-
room visits--not just « single visit that may fall on a particularly good or bud day for
their colleague.

Third, the administrator should sec that all raters keep some sort of orderly record
of their observations. By recording these observations over a period of ume, then refer-
ring to the complete record when providing an appraisal, the rater can avoud being
overly influenced by recent events or isolated icidents of nregular behavior, The next
section describes some of the techniques which can be employed to assist raters in
keeping useful records of their observations.

7. Help the raters keep records of meaningful observations.

Many performance appratsal progranms call for ratings to be collected on o periodic
basts, such as annually. Tt 1s assumied that the rater tahes into consideration the ratee’s
typial performance across the entire span of the rating period when filling out the
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performance appraisal form  Unfortunately, 1t 15 very difficult for SUPErvIsors to
remember all of the incidents of perfc-mance which they may have observed over the
year, so this assumption is very difficult to support. In fact. it is probable that many
raters base their scores upon recent obseryations and o few "unforgettable” instances of
behavior they recall from earlier in the year.

Although these recalled instances may be "unforgettable.” they may not be remem-
bered accurately, since most human beings are not blessed with total recall. Instead,
these remenibered samples of behavior may become distorted over ume due to the
frailties of human memory, they may also be colored and reinterpreted in the nund by
incidents which have occurred during the inten ening period of ume.

Furthermore, the "unforgettable” incidents may not be 1y pical of the ratee’s day-to-
day performance. While a spectacular success or failure during the yeur should
certainly be considered when rating an employee’s behayior, one or two "unforgettable"
incidents should not overshadow the hundreds of instances of more typical behavior
which have occurred during the rating period Otherwise, the ratings will be distorted;
they will not be valid as true measures of typical behavior across the period covered by
the performance appraisal.

Since human memory is not infallible, how can raters be helped to recall accurately
typical instances of behavior which occur across span of time? The best approach 1s
to keep records of observations as they occur, and 1o refcr 10 these records when filling
out the performance appraisal instrument. Three record-heeping approaches which
have been devised to help raters are described in this section. These approaches are:
(1) keeping a critical incident file, (2) keeping a diary, and (3) using a checklist.

In 1954, John Flanagan introduced a job analysis method which he called “the
critical incident technique.™* This method was quickly adapted for use in a perfor-
mance appraisal context.*” The method calls for the observer to provide anecdotal
descriptions of effective and ineffective job behaviors which have actually been
observed in the work setting. These anecdotal obseryations, called "critical incidents,”
have been characterized as follows:

The observer reporting the critical incident is typically asked to describe:
(1) what led up to the incident and the conteat in which 1t oceurred. (2) exactly
what the individual did that was effective or meffective, (3) the apparent
consequences of this behavior, and (4) whether or not the consequences were
under the individual’s control.

Two examples of critical incidents, one positive and one negative, are piovided 1n
Exhibit 6.3.

Durmg the year, the rater could jot down notes regarding all critical iadents
observed, and could file these notes in a "critical modent file." Fhis file could then be
consulied when the performance appraisal form was to be completed.  This procedure
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will ensure that behavioral observations from throughout the rating period are consid-
ered when ratings are provided. thus decicasing ¢ rors of distortion due to faulty
memory.

The cniieal ncident file will also be beneficial duning counseling discussions with
the ratee. since 1t will allow the supervisor o illustrate ratings with actual observations
of behavior. This wili provide more objectivity to the performance appraisdl interview,
and will reduce feelings of “arbitraniness” when ratings are discussed with subordinates.

Note that it is not necessary 0 "stochpile” the critical mcident file unul the annual
appraisal season rolls around. Instead. each muident could serve as the basts of & con-
temporaneous codching interview between the supervisor and subordinate.  Positive
incidents could senve as reasons for praise and other reinforcement, negative incidents
as cause for correction. The critical incdent tile. accompanied by records of resulting
commendation or reprimand, would then become d cumulative record of each subordi-
nate’s performance during the year and an objective basts for o valid perfoimance
appraisal rating

It should be further noted that ancecdotes of behavior written some tume after the
incidents have occurred are subject 0 the same errors of distortion as are other
memonies. [t 1s for this reason that cntival incidents should be written at the ume of
their occurrence, not several months later.  Raters who attempt to produce from
memory their critical madent files on the day they are 1o be used for performance
appraisal purposes are negating the value of the procedure.

Flanagan’s critical ncident technigue. combined with Snnth and Kendall's appli-
caton of the Thurstone scaling technique to crincal mcidents, has led to the develop-
ment of several performance apprasal methods. including behaviorally anchored rating
scales, mined standird rating scales, and weighted checklists. ® 50 Ay noted carlier in
this chapter. Bernardin and Beatty suggest that heeping a formal, contemporancous
diary of behavioral observations 15 an important component in the successful imple-
mentation of performance appraisal programs using these methods.”! Based on their
review of research regarding the usefulness of diary -keeping, they mahke the following
recommendation:

We recommend that ¢ formal system of diary-keeping be mplemented after
raier training and that it 15 monttored by the rater’s supenvisor. We also
recommend that the rater be made aware that the obsenvation of the ratee’s
behavior is an mportant supenvisory function and that the most iiportant part
of the apprarsal process takes place during the observation penod, rather than
in the ten minutes when summary ratings are actually done.s?

Since maintaning a entical incidem file and keeping a diary are stmply two differ-
ent rmamfestations of the same coneept, Bernardin and Beatty s suggestions for wnting
descriptions of behavior, presented o Lshibit 6 4, apply cqually to both methods of
record-keeping.s?
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The third technique which is available to help raters heep accurate records of their
observations is the use of a checklist. Exhibit 6.5 displays a checklist devised by
Witliam Ronan for evaluating college classroom teaching effectivencss.

Ronan’s checklist was devised for students to use when evaluating the classroom
teaching performunce of their professors. Sumular chechlists can be devised for use by a
variety of observers from different perspectives. The sedret to devising these checkhists
is to perform a thorough job analysis--using the critical maident technique or a similar
method--to determine the key behaviors which distinguish effective from ineffective
performancc.  Brief descriptions of these hey behaviors are then arranged in checklist
format and provided to observers who are in 4 position o see the occurrence of these
key behaviors.

The checklist thus serves two important purposes. It. (1) focuses the observers’
attention on important behaviors, and (2) provides o record of those behaviors which
were actually observed.

Note that the checklist could be formatted such that the observer would provide the
actual time and place each behavior occurred. or that each incident which occurred
would be described in more detail in anecdotal form. The checklist could even be
formatted such that the observer could rate the frequency of occurrence of each behay-
ior, or that each behavior be weighted 1n terms of its contnbution to effectiveness.
These and other modifications serve as the bases for such modern performance
appraisal systems as Behavioral Observation Scales, Behavior Summary Scales,
Behavioral Discrimination Scales, and Behavioral Assessment Approaches,. 5556

This section has described three tools which are available to Lelp raters keep
records of meaningful observations. the critical incident file, diary-keeping, and the use
of checklists. Which format is employed in any performance appraisal system is a
matter of preference, however, the employment of one or more of these tools--or
another such tool which forces raters to heep contemporaneous records of important
instances of behavior--is essential 1f the system 1s to produce valid measures of perfor-
mance during the period of time represented by the appraisal rating.

8. Standardize the rating context.

Hoiley and Jennings have described the mnportance of standardizing the perfor-
mance appraisal rating process:

Because appraisals are used to mahe judgments for personnel decisions, such
as promotions and compensation, and appraisal data are used to make com-
parisons among employees, appraisal systems must be standardized in form
and administration. Lack of standardization in forms, appraisers. procedures,
and +0 on raises the question of whether differences in performance appraisals
result from the system and its administration rather than from differences n
employee’s performance.s”
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Many of the suggestions presented in previous sections of this chapter are focused
on providing this necessary standardization. For eaample, the proper apprasal instru-
ment must be chosen so that all raters are using the same device.  Rater selection,
training, and involvement are intended to ensure that all raters share @ common view-
point and understanding of the appraisal process. The technigues described in the
previous two sections are designed to make certauin that there 1s standardization 1n the
observation and recording of key instances of actual behavior.

However, there are other factors in the uppraisal setting which also must be consid-
ered. For example, Wilham Sauser, Carlos Arauz, and Randall Chambers found that
the level of background noise present when ratings were produced could have a signifi-
cant effect on those ratings.** Other contextual factors which have been found to influ-
ence ratings include the presence of higher-level supervisors in the room where ratings
are produced, the number of ratees evaluated in one session, the presence of environ-
mental stressors, and the ume available for making the ratings.s?

Admunistrators who are serious about reducing the possibility of error in perfor-
mance appraisals should consider standardizing such conteatual factors as the time and
place in which ratings are done, the number of ratees to be appraised at one time, and
the presence of supervisors, trainers, and other persons when ratings are being
produced. It should be obvious that a rater who 1s trying to evaluate 35 subordinates in
an hour while working in a hot, crowded, noisy room late at night will yuite likely pro-
duce different scores than when evaluating five subordinates 1n an entire moming while
working in quiet, comfortable surroundings.

To maintain fairmness for all ratees, the administrator should ascertain that all ratings
are produced under the same standardized environmental conditions. This may require,
for instance, that a specified time and place be established at which all raters will per-
form their work.

9. Motivate the raters to do a good job.

No matter how sophisticated a performance appraisal sy stem has been established,
no matter how well the raters have been trained, no matter how many observations of
behavior have been recorded, no matter how carefully the context has been standard-
ized, there still remains an essential factor which heavily influences the vahdity of the
ratings obtained. “individual raters and their mwtvation (or lack of motivation) to rate
accurately."60

Richard Klimoski makes the following obseryvation conceming this crucial factor.

(Ultimately) the critical issue of motivation toward accuracy must be
confronted  But, in my opimon, 1t can only be dealt with by creating a climate
or ethic for careful and <onsidered employee assessment. 1 also feel that prime
responsibility for dving this hies with upper management, and especially with
the chief executive officer.6!
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Somc of the ideas Klinioshi provides to create this climate include the following:

1. Top management must establish and support specialists within  the
organization itself who are capable of developing and implementing
appraisal systems.

1]

Top management must personally use and demonstrate careful assessment
of its own staff. Actions speak louder than words.

3. Careful performance assessment should be made an expheit part of each
manager’s job responsibility. It may even be written into a job
descripion.

4. Make use of apprawsal data in corporate decisions affecting staffing. . . .
Decisions with regard to promotions, to reductions 1 force, or to salary
adjustments should be based. at least in part, on assessed perfornance.6:

Commitment from the top has long been recogmzed as the hey to successful
implementation of any orgamzation-wide program. Klimoshi has provided excellent
advice to be followed by administrators who want to demonstradte o real commitment tc
the implementation of a valid performance appraisal system.

10. Maintain the quality of the program.

Any adnunistrator who follows the nine suggestions described above when devel-
oping and implementing a performance appraisal program will most likely construct an
outstanding system which will produce valid, useful results. However, just hke the
finest automobiles, performence appraisal systems must be properly mantaned if they
are to continue to operate at optimal levels.

The administrator who wishes to maintam an excellent sy stem should make certain
that appraisal forms and obsery ational aids are kept relevant and up-to-date. particularly
when job content has changed. New supervisors must be properly trained, and all raters
should be given periodic "refresher courses’ to make certain they are continuing to
interpret and use the scales in the prescribed manner. Statistical analyses should be per-
formed to monitor the rehiability and validity of performance appraisal ratings.®® Ruters
should be periodically renunded of the importance of accurate ratings, and reinforced
for doing a good job of appraising and developing subordinaes.  Finally, the entire
appraisal process should be subjected to o petiodic program evaluation to make certain
that it is snll meeting the objectives origimally ¢stalished for it--and revised if it 1s not,
ol if the objectives have changed.

Within this conteat of program evaluation for periormance appraisal systems, the
administrator should attend te the sage words of Kujawshi and Young

O
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Ensuring that the appraisal forms are being completed 1s only part of the
monitoring procedure  Many orgamzations are proud of the fact that all ot
their appraisai forras are submitted on time with all of the Propes signatures 1n
their proper places and that they have files full of them to prove that this 1s
being done. But how well are the appraisals bemg used? In an effecuve pro-
gram, the emphasis is on the results produced. These can be checked by
asking such questions as:  What is the tumover rate®  Are people being
promoted from within or does the organization have to go outside to get quah-
fied people to fill vacancies? How do the people using the program feel about
it? Do they feel that it is meeting their needs and ¢ needs of the organiza-
tion? Is it being revised to meet changing orgamzational goals?6t

After all, the performance appraisal system 1s a tool designed to enhance organiza-
tional effectiveness. It should be examine penodically to make cerain that it 1s
achieving that purpose,

Conclusion

Due to the frailties of human skills in observation, perception, memory, and evalu-
ation. any performance appraisal system which includes human beings as part of the
process will necessarily inctude some level of error. However. there ate steps which
administrators can take to greatly nunimize this level of error.

This chapter has presented ten techmiques which are designed to reduce rater errors
inobserving and appraising performance. These techmiques are. (1) select appropnate
raters, (2) clarify the purpose of the performance appraisal program, (3) choose the nght
format and content, (4) mvolve raters in creating or mterpreting the rating scale, (5)
train the raters, (6) provide opportumitics for the raters to observe the performance being
appraised, (7) help the raters keep records of meaningful obsery ations, (8) standardize
the rating context, (9) motivate the raters to do goud jJob, and (10) maiatam the quality
of the program.,

Administrators who use these techniques when devising and implementing their
performance appraisal programs will be richly tewarded.  The resuding appraisal
systems should serve as powerfu' wols for enhancing orgamizational eff2ctiveness.
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Exhibit 6.1. Common Rater Errors Which Should Be Avoided

Leniency -- This error occurs when the supervisor rates an employee (and probably other employees)
higher on cvery item of the raung scale than the employee’s truc Ie ¢l of performance actually
deserves.

Severity -- This error, the opposite of lenicncy, occurs when the supervisor rates an employee (and prob-
ably other employces) lower on cvery stem of the rating scale than the employee’s true Ievel of
performance actually deserves.

Central Tendency -- This error occurs when the evaluator uses only the central portion of the scale,
ignoring the high and low cxtremes, cven when the employee’s truc level of performance descerves
an unusually high or low rating.

Extremity -- This error, the opposite of central tendency, occurs when the evaluator uses only the high
and low extremes of the scale, ignoring the central portion, cven when the employcee’s true level of
performance descrves a more moderate rating.

Halo - This error occurs when the evaluator forms a gencral, overall impression of the employee’s
performance, then fills out the rating form to reflect this impression. This practice should be
avoided. [nstead, the rater should constder cach stem on the scale individuatly and should try not to
let his/er rating of the employec on one item influence the rating on another item.

Logical -- This error, similar to the halo error, occurs when the evaluator, in an attempt to appear consis-
tent, bases his/her rating on "logic” rather than on observation, thus allowing his/her response to one
scale item 1o unjustly influence the response to ancther. As stated above, cach 1tem on the scale
should be considered individually. An cmpyee’s level of performance will typically not be
perfectly consistent (from item 1o 1tem), thus there 15 no requirement that the rating of the employec
be somchow logically consistent. What 1s important 1s that the ratings reflect only the employee’s
actual level of performance on each item.

Proximity -- This error, similar to the two above, occurs when the supervisor allows his/her rating on one
item of the scale 1o influence the rating on a sccond item stmply because the two items arc located
close to onc another on the scale. Again, each item should bz considered independently.

Contrast and Comparison -- These errors occur when the supervisor rates his/her employees not accord-
ing to the standards specified on the scale, but in contrast or comparison to some other kind of
standard, such as the performance of the best or worst employee the supervisor has ever known, the
levet of performance the supervisor thinks hefshe could attain 1f he/she were doing the job, etc.
Each employee should be evaluated independently according to the standards specified on the rating
scale, not in comparison with other cmpioyees, 1dcals, etc.

Source  Willam I Sauser. Jr, A Comparanve Evaluation of the Effects of Rater Participaion and Rater Training on
Charactersiics of Employee Performance Apprawal Ruiings and Reluted Meduiing Varables (Doctoral Disscrtation)
(Auanta: Georgia Institute of Technology. 1978). pp 216-217.
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Exhibit 6.2. A Comprehensive Training OQutline for Student Raters of Faculty Classroom
Teaching Performance

I Clanification of the aums and purposes of rating.
A The cvaluation of professors” teaching performance 1s a commonly oweurring event.

I When we think of "faculty evaluation,” we usually visualize a formal process involving
raung forms, computer printouts, eic. Actually, the evaluation of professors’ teaching
performance occurs quile often, usually m an informal manner.

2 Students frequently "compare notes™ and "spread the word” about professors. As they
do this, the students arc informally cvaluating their professors, often on the basis of
reputation and randomly obscrved events.

3

Professors often cvaluate themselves and other professors i informal discussions.
These mformal cvaluations also may be largely based on reputation and randomly
observed cvents, as well as comaents from two or three students.

4 Deans, department heads, and othkers are faced with making decisions regarding
promouon, tenure, salary, conrse assignments, ctc., for their professors. Thesc deci-
stons require some type of evaluaton of the professors in question.  When objective
data arc not available. these decisions are frequently based upon some type of informal
cvaluatton, such as reputaiion, random observations, or the comments of two or three
students or faculty members, even though these are ertainly not the fairest ways (o
cvaluate raculty members.

B There 1s a need for systematic, objective information regarding teaching performance.

1 For lack of morc objectine data, important deusions are often made on the basis of the
"mformal cvaluation” described above. As noted, much of this mformal cvaluation 1s
bascd on hearsay, reputation, randon: comments and obscrvations, ctc. These sources
are often inaccurate and cven unfair - They typically present a distorted, biased picture
of the professor’s true teaching ability and performance. In order to mcrease the possi-
bilites of appropriate, unbiased, fair decisions being made, 1t 15 necessary to gather
more objective, systematic, relevant informaiton about faculty teaching performance.
Teacher rating forms arc one means of making taculty evaluation more objective and
systematic, and less biascd.

to

One major problem with many faculty rating forms s that they can be interpreted dif-
ferently by cach student rwer. Thus, charactenstics of the type of form used can nflu-
cnce the outcome of a teacher evaluation project. Students do not always agree on the
definiron of "good teaching performance,” and what one sces as "exczllent” perfor-
mance may be only "fair” to another.  Since the outcome of the rating process can b as
casily mflucnced by how the raters interpret the form as by the faculty member's actuai
teaching performance, 1t s important to make sure that all of the raters mterpret the
form as similarly as possible  The teaching behaviors to be evaluated and the meaning
of cach point on the scale should be clearly specified to ensurc nearly umiform mter-
pretation  Otherwisc, the raters may alt be ratmg different aspects of behavior, and the
data will not be meaningful.

3 Inorder to be aseful, faculty evaluation data must be rchiable. That 1s, the evaluations
by several independent raters of the same professor s teaching performancc in the same
class should be relatively consistent--there should be relatiy 2ly high agreement among
the ratess. If there 1s a very low rate of agreement among the raters, the mformatior:
wilt obviously be of littlc usc.
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C.
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Some uscs of objective faculty cvaluation data.

1.

o

Feedback--Objective faculty evaluation data scrve as relatively effective feedback from
the students to therr professors. Teacher evaluation forms cnable students to commun:-
cate 1deas to their teachers, o make then teachers aaare of parucular strengths and
weaknesses i their courses and 1n their tcaching methods, and to suggest improvement
when necessary.  Since learning depends on feedback, this inforination 1s essenual 1f
professors arc to wmprove therr courses and tcaching methods m the future. The
primary use of faculty rating forms 1s to provide this mmportant feedback to the indi-
vidual faculty members.

Personnel acions--Objective faculty cvaiuation data, when available, can be used to
influence decisions regarding such 1ssucs as tenure, promotion, and salary adjustment.
Decisions based on objective data are typicalty farer than those based on hearsay,
reputation, and other "informal” data. Student evaluations of teaching performance are
rarely the major cniteria considered when personnel action decisions are made, but they
can certainly have some influcnce.

Development--Objecuve faculty evaluation data can help deans and department heads
'denufy any particular tramming needs or speual tazents i therr professors, thus provid-
ing them with suggestons for faculty develspment. Individual professors can also
identify their own pariicular weaknesses and seek to improve themselves.

Placement--Objccuve faculty cvaluation gata can be used to influcnce decisions
regarding course assignments, class si/¢s, elc.

Responsibility--The faculty evaluation process cften cnhances a professor’s fechings of
responsibility toward hisfher students and duties as a teacher.

Effecuveness--T".wough the above uses, objcuve faculty cvaluation data can help
improve departmental, school, and university effectivencss, as welt as the effectveness
of the individual faculty member.

Additional points regarding faculty cvaluation

1.

to

There are many different dutics involved 1n the job of college professor. While class-
room teaching s not the professor’s only responsibility, 1t s an important part of
hisfher job.  Auburn University hists teaching as its faculty members’ most important
duty.

Students arc not the only persons whose cvaluations of teahing performance should be
sought, but their evaluations should be considercd carcfully.  Students are onc of the
major consumer groups of the university’s experuse and arc certainly affected by the
faculty’s performance. Furthermore, whereas deans, department heads, and other
faculty members rarcly obscrve professors’ teaching performance first-hand, and thus
e not in a strong posiion to provide objective data, studen.s are in an eacellent posi-
tion to obscrve apd report on faculty teaching behavior.

Teachiag 1s multi-dimensional. There arc many facets of teaching performance and 1t
15 probably not possible 1o take ali of them into account in any onc performance
measute or ratmg form. The rating form should, however, cover as many important
teaching behaviors as possible and should certainly provide adequate coverage of the
facets it is intended to measure.

The purposc of faculty valuation 1s to improve profussors’ teaching performance, not
lo damage faculty members in any way The process should only be used construc-
tively, never destructively.
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1. Introduction of the Behaviorally Anchored Rating Scale.

A

C.

D.

Most faculty rating forms are devduped by administrators or faculty commitices with
limited swdent put.  The scale used i this project, howeser, was developed through
student participauon. and is intended to be clear and meaningful to student raters. The scale
dimensions and behavioral examples were provided by Auburn students participattng 1n
carlier phases of this study

(Note At this point ip the traming session the seale 1+ shown to the traimees A tull dusenption uf the sule includes
the following points )

Instrucuon on the meaning of the charactenistics to be evaluated.

Instrucuon on the meaning of cach aachor point used on the scale.

Instrection on how 1o use the scale.

L. Instruction on the avoidance of common pitfalls sn rating

A Lack of objectivity

1

t2

Some student raters evaluate therr profissors on the basis of supposition, gucsswork,
and reputation thus defeating the enuire purpuse of using the rating forms. A student’s
raung of his/her professor should be based only upon first-hand obscrvations of actual
behaviors, not comments made by other students, reputaucnal faciors, cte. A student
who has not observed a teacher first-hand should not w aluate that teachier  Nor should
astudent let his/her rating of a professor be influcneed by what other students think.

Some student raters basc their entire rauing of a professor on one or two nstances of
extremely good or extremely poor tcaching behavior. While these olated extreme
mstances should certainly be considered, it 1s iniportant also to keep in mind the typs-
cal, "day-in, day-out” behavior of the professor.

All students tend to have "first impressions’ of their teachers, but some students never
change these impressions, even 1n the face of behaviors 10 the contrary, and base their
ratings exZlusively on *heir first impressions. The professor’s behavior throughout the
quarter should be considered when hisfher performance 1s being evaluated,

The most common problem involving lack of objectivity 15 allowing some biasing
factor to affcct a professor’s rating. As difficult as it is, student raters should strive not
to let such factors as the professor’s ag., sca, rank, or appearance, the course’s level of
difficulty, or the student’s own performance (i.€., grade in the Lourse) or personal liking
or dishiking of the professor influcnce the perforniance ratings given to the professor.
A student’s rating of histher professor should be influcnced only by the professor’s
actual behavior while teaching the course. ot by any biasing factor. Non-teaching
behavicss, such as consulting and rescarch, should also typically be ignored when the
professor’s teaching performance 1s being evaluated.

B.  Common rauing "crrors” to avoid.
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(Note This presentation is aceompanicd by a visual display of how these crron would appear un the Behav torally
Anchored Raung Scale )

1

Leniency--Thus "error” oceurs whzn the student rates the professor (and probably other
professors) higher on ~very wem of the rating scale than the professor’s true level of
performance actually deserves,
100
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Severuy--This "error," the opposite of lemency, occurs when the student rates the
professor (and probably other professors) Jower on every iem of the ratng scale than
the professor’s true level of performance aciually deserves.

3 Central tendency--This "error” occurs when the student uses only the central portion of
the scale, ignoring the high and Jow extremes, even when the professor’s true level of
performance deserves an unusually hagh or low rating.

4 Extremuty--This "error,” the oppostte of central tendency, oceurs when the student uses
only the high and low extremes of the scale, ignonng the central portion, even when the
professor’s true level of performance deserves a more moderate rating,

5 Halo--This "emror" occurs when the student forms a general, overall impression of the
professor’s performance, then fills out the raung form 1o reflect this impression.  This
pracuice should be avoided. Instead, the student rater should consider cach rtem on the
scale individually, and should try not to let his/her raung of the teacher on one item
influence the rating on another item.

6 Logical--This "error,” simular to the "halo crror,” occurs when the student, n an attempt
lo appear consistent, bases his/her rauing on “"logic” rather than observation, thus
allowing histher response (0 one scale item to unjustly influence the response (o
another. As stated above, cach stem on the scale should be considered mdividually, A
professor’s fevel of performance will typieally not be perfectly consistent (from item to
item), thus there 15 no requirement that the student’s rating of the professor be some-
how logically consistent. What 1s inportant 1s that the ratings reflect only the profes-
sor’s actual Icvel of pertormance on each item.

7. Proxumity--This “error,” similar to the wo above, oceurs when the student allows
his/her rauing on one 1tem of the scale to influence the rating on a second item simply
because the two 1lems are located close to one another on the scale. Agan, cach item
should be considered independently.

8  Contrust and comparison--These "errors” occur when the student rates his professor
not according o the standards specified on the scale, but in contrast or comparison to
some other kind of standard, such as the performance of the best or worst professor the
stuen' has « ven known, the level of performance the student thinks he/she could attain
if he/she were teaching the course, ctc. Each professor should be evaluated indepen-
dently according to the standards specificd on the raung scale, not in comparison with
other teachers, ideals, el

Practice in the use of scales.

(Note During the ume remaining in the framing wcswon, students practive using the Behaviorally Anchored Rating Suales
1o evaluate professers of their usn choosing [N pro fessors arc identificd | Students are envouraged o caamine thesr own
ratings for cxamples of hias and error, and 1o correet thewr ratings when appropnate

William I Sauser, Jr, A Comparatve Lvaluation of the Eyfects of Ruter Parti paiion and Ruier Eranng or Character-
wtics of Lmployec Performance Apprausal Raings and Related Mediating Varables (Docoral Disseitation) (Adanta
Georgia Institute of Technology, 1978), pp 212-218

10
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Exhibit 6.3. Examples of Positive and Negative Incidents of College Classroom
Teaching Behavior

Example A (Positive): On the first day of his class, Professor Jones passed out a
detailed syllabus which included his office location, hours, and telephone number; a
description of the textbook and daily reading assignments, his objectives for the course;
his policies on attendance, testing, calculation of grades, and dishonest behavior; and
descriptions of several required class assignments. He discussed the syllabus in class
and answered all questions asked about it. The syllabus served as “the rules of the
class,” and any questions about grading, attendance, or assignments which came up
during the semester were answered with reference to the written syllabus. The students
reported that they appreciated having the professor’s policies set out clearly at the
beginning of the semester so that they knew exactly what was expected of them. They
reported that the syllabus .reated a sense of faimess and allowed them to concentrate
their attention on learning course content rather than trying to figure out what was
expected of them by Professor Jones.

Example B (Negative) Following a lecture over a very complex theory, Professor
Smith asked his students if they had any questions. One student, obviously confused,
asked a question which revealed his lacl. of understanding of the theory. Professor
Smith "blew up" at the student and called him "a .tupid idiot" for failing to understand
the theory. Professor Smith did not answer the question, nor were any other questions
asked by the students. After class, several of his classmates told the student who had
asked the question that they had not understood the theory either, but had been 10 afraid
to ask a question lest they toc be humbled in class. Several students failed the
subsequent test because their answers indicated a lack of understanding of the theory.
By handling the student’s question differently, Professor Smith might have been abie to
better educate these students.

Q ‘l (4" u
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Exhibit 6.4. Bernardin and Beatty’s Suggestions for Writing Descriptions of Behavior

1. Use specific examples of behavior, not « ondclustons about the "goodness” or "badness” uf behavior.

Use this,  Gwen told her seurctary when the work was 0 be completed, whether it was to be a draft
or a final copy, the amount of spacc 1n which 1t had to be typed. and the kind of paper
necessary.

Not this. Licsa gives good mstructions to her seeretary  Her istructions are clear and concise

)

Avoid using adjectne qualifiers i the stalemenls, use descriptions of behavior,

Usc this.  Amace repeated an cmployee’s communication and ils sntent  the employce. She tathed
wn private, and I have never heard her repeat the conversation 1o others.

Not this:  Kelly does a good job of understanding problems. She 1s kind and friendly.

3. Avoud using statements that make asswmpions about an cmiployee’s Anowledge of the job, use

descriptions of behavior,

Use this.  Sarah performed the disassembly procedure for rebuilding a carburetor by first removing
the cap and then proveeding with the nternat components When she was 1n doubt about
the procedure, she referred to the appropriate manual.

Not this.  Sam knows how 10 disassemble a carburctor in an cfficicnt and effecuve manner
4. Avoud using frequencies m stale.aenis; use desenptions of behavior.

Use this.  Patrol Officer Garuia performed the scarch proceucre by first nforming the arrested of
therr rights, asking them to assumic the scarch positon, and then conducting the scarch by
touching the arrested n the presenibed places. When the scarch was completed, Garaia
informed the arrested. He then proceeded o the neat step in the arrest procedure

Notthis.  Patrol Officer Dz1dzo always does a goud job in perfornung the scarch procedure

5. Avoud wang quanatatve values (numbers). use descriptions of behavior,

Use this.  Nancy submutted her reports on ume. They contained no mismformation or nustakes.
When discrepancies oveuried on reports from the Last peniod, she idenufied the causes by
referring t the changes 1 accountng procedures and the wipact they had on this penod.

Not this:  Mr. Boebel met 90% of deadhines with 95% accuracy.

6. Provide sufficient detail so that an assessnient van be niade of the eatent o which dharacten.ties of
the suuanon beyond the control of the ratee may have affected the behavor,

Use this.  Mr. Dzawdzo™s fariure to hut the "target date” for the shy-hook guota was caused by the
farlure of Mr. Ressler’s department to provide the ordered supply of hnkage gaskets Mr
Dzaudzo submitted four memos in antivipation of and o reference o the gasket shortage.

Not this: It wasn’t Dzaidso’s fault that he didn’t hut the deadhine.

Source 1rom 11 John Bemardin and Richard W Boasty, Performance Appracsl  Assesang Human Bohaviour at Werk
(Boston  Kent Publishing Company, 1981) pp 263 4.©hy Wadsworth, Iuc Repunted by permission of PWS KENT
Pubhishing Company, a division of Wadsworth, Inc
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Exhibit 6.5. Ronan’s Evaluative Questions for Assessing Teaching Performance

Note: Each section would be headed with a question such as "Did the professor m this course . .

I.  Perscnal Relationships with Students

Know or attempt to know students’ names?

Talk with students before and/or after class?

Hold social events for his students?

Give advice or assistance at student request (class ¢r office)

with personal problems?

Discuss (answer questions on) extra class issues?

Compliment students on goad answers?

Encourage (answer) all questions n class?

Treat all students equally (regardless of sex, major, eic )?

Rudicule, "nide,” or otherwise embarrass students (either on questions or
therr performance)”

10.  Encourage or give individual help with course material (class or office)?
1. Lose control of himself n class (shout, curse, show anger, ¢lc.)?

12.  Bother (harass) students during recitation, quiszes, elc.?

13. Make threats concerning classwork or personal behav 17

14, Accept legiimate excuses, explanations (as tor nussing quiz)?

15. Refuse to Iister to or recognize other viewpoints in class?

16.  Say or indicate 1n some way that students are inferior?

17. Provide special "belp” sessions for course material (inan idual and/or class)?

-

© %N o

II. Classroom Administration

1. Meet all scheduled (rescheduted) classes?

2. Arnve on time for atl classes?

3. Inform class if he would be absent?

4. Discuss quiz dates or deadbmes for student convemence?

5. End lectures at end of classtume?

6. Distnbute a course outline or study plan (course objectives)”

7. Follow course outline or study plan?

8. Give examples of quis 1tems?

9. Require and grade homework?

0. Return papers snd quizzes promptly?

1. Permut classroom disturbances (such as students tathing to each other)?

12, Make falsc satements concerning course requirements (number of
cuts, grading, etc.)?

13.  Give excessive work”?

ERIC
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III.  Student Participation

G oB

Ask student preference as to topics covered?

Ask students to criique his teaching?

Schedule quizzes, deadlines, etc., at the convenien the class mayonty”?
Encourage {ask for) discussion. questions, or studeic upinions?

Ask quesuions to determine class (individual) understanding of course
matenal?

IV. Classroom Presence

—_——

—OeRNAIN W

Appear well groomed?

Speak clearly and distinct!y

a. Mumbl»?

b. Talk too softly?

¢. Talk 1n a monotone?

Use dramatic gestures (phrases) to emphasize important points?
Use humor n lecture to illustrate points?
Reud lectures from notes or book?

Appear nervous, ill-at-case during lecture?
Talk or present material too rapidly?

Give rambling, disorganized lecture?
L.ook at students during lecture?

Use language students understand?

Use profanc language excessively?

V. Organization and Presentation of Material

VRN B -
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Begin class with a review of previous work?
Stress, in some way, important pownts m the matenal?
Use current, pettinent. and/or personal examples to tliustrate pomnt?
Show usefulness of material 1n "real world™?
Admit not knowing answer 10 a question”

Usc outside references to supplement course”
Distnibute handouts/notes to supplement course?
Use visual aids to supplement lecture?

Provide for ficld trps?

Have guest lecturers?

Have full command of the subject matter?

Give lectures ditferent from (supplement) text?
Cover all course requirements?

Avoud tnvial detail?

Answer questions; work problems if requested?
Lecture over students’ heads?

Give erroncous information about course material®
Retuse to explain matenal?

Make students learn "on-their-own™?

Follow course schedule?

Prepare for class?

No

|
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VI.  Evaluation of Student Performance

15.
16.
17.
18.
19.
20.
21,
22
23.
24,
25.
26.

Basc tests on relevant (covered) material?

Basc tests on hnowledge o principles rather than memorization”?
Basc tests on emphasized material?

Make tests too casy or difficult?

Schedule quizses at regular intervals?

Allow adequate t:me to complele tests?

Comment on (correct) returned papess, quizzes, ole.”?
Excusc high average students from final?

Permut extra work to improve grade?

Disrcgard lowest test score in grading?

Usc same tests every quarter?

Refuse to explain grading system?*

Tell how students are to be graded?

Curve grades cither:

a To comparc individual performance with class performance?
b. To reduce student grades?

Return all papers and quiszes?

Grade all quiszes and assignments?

Give makeup tests at individual convenience?

Gradc on such things as major, scx, atlete, cte.?*
Gradc on class attendance?*

Give final grades in accord with test scores?*

Gradc on final cxam only?

Pass/fail a predetermined percentage of the class”
Try to have makeup tests excessively difficult?
Change a clearly unfair grade?*

Consider effort, participation, a2pphication n assigming final grade?

Use student to grade work?

VII. Interest in Job of Teaching

Eal ol hia

Make derogatory comments about teaching?

Make derogatory comments about the course?

Indicate he would rather consult and/or do rescarch than teach?
Criticize fellow teachers?

S

10

Z
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*This item would have to be answered afier the student received s final grade. The myjor difficulty
here would be admimstrarnve, that 1s, submuting the Guestion o students after the course s over and
having it returned A sugge-uon might be 1o giv e students the questons during the final eaanination
and ask them to complcte and return the formi afier they have recenvad therr taal grade. Retums and
their representativeness are problematical,

Source  Witham W Ronan, Lvaluating College Classroom §eachunyg Effecuveness (PR1P Report No 38y, (Washingion, DC
US Government Panung Offree, 1972), pp 2325
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A President’s Perspective: A Rationale and Strategy for
8uilding a Performance Appraisal Program

Richard J. Federinko

During the past ten years, communuty college administrators have been forced to
deal witl: a complea array of problems principally associated with a shifung emphasis
from growth to quality. Consequently, the challenges facing college administrators
today have never been greater. Faced with decliming or fluctuating enrollment patterns,
diminishing financial resources, increasing expenditures associated with rapidly
advancing technological changes, and pressing needs to provide a significant leadership
role in econcmic development activities, commumty colleges are being asked to
accomplish more with less with greater efficiency and effectiveness. As a result, insti-
tutions must implement management systems and parameters which provide for greater
accountability through effective planning, managing, and evaluating.!

Accountability is not a fad or "buzz" word that is going to fade away. Elected offi-
cials at all levels, as well as their constituents, are demanding increased focus upon
what is necessary, valuable, and productive. The focus and growing pressure on public
institutions for greater accountability has resulted in an ever-increasing emphasis to
examine mer2 closely the quality of institutional programs and services. However,
institutions cannot be held accountable, only individuals. Thus, growing numbers of
states are requiring some form ut serious performance appraisal strategy for public
education employees.

Since accountabulity is an issue that 1s here to stay, the time has arrived for the
community college leaders of this country to take o serious apprich to developing
effective, pericdic, systematic, and comprehensive appraisal programs. Such programs
must be based on ¢learly articulated criteria and must be legally defensible. Further, the
appraisal process should tahe a positive approach as a professional development aide.
No one employee should be excused, and no one should be treated differently.

The major reason for performance appraisal focuses on its use as an important tool
in building institutional excellence and accountability. This would seem to be reason
enough. It is not, considening the 1deal of self regulation. Do we want to mauntain the
prerogative of managing thus activity or do we want someone to do 1t for us or to us?

ERIC 11y
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As has been well stated by John Kingdon, "If you're not ready to paddle when the big
wave comes along, yci're not going to ride on it."> The objective of this chapter is to
present a strategy tor developing and implementing a performance appraisal program in
a postsecondary institution. The following material draws heavily on the experience of
Southern Union State Junior College to demonstrate how a rather significant endeavor
of this nature can be accomplished.

Assumptions About People

Writing in the late 1950s, Douglas M. McGregor was one of the first writers to
suggest that administrators who hold different assumptions about people 1n their organi-
zations will behave differently toward them as well. This, of course, 15 the basis for
McGregor’s famous set of assumptions known s Theory K and Theory Y.3

Recall that if administrators feel subordinates are lazy, indifferent, and Lincoopera-
tive, they will treat them that way. Conversely, if it is assumed that their subordinates
are hard-working, open-minded, and interested in achieving organizational objectives,
they will treat them quite differently. The 1rony is that consistent with reinforcement
theory, people will tend to live up to expectations. 1n other words, treat people as losers
and they will begin to act like losers. McGregor called this result a self-fulfilling
prophecy.

While McGregor’s work 1s almost 30 years old and has received some criticism,
the real value is that an administrator influences a situation by his/her assumptions
about neople. A number of other researchers have demonstrated the effect that expec-
tations and environmental pressures have on human behavior. In particular, researchers
such as John Roueche and George Baker recommend shifts from ngid, traditional forms
of government to models of governance which are more humanistic and create a work
environment that is caring and nurturing.t Leadership assumptions and governance
styles clearly impact upon employee performance.

In regard to performance appraisal, the administration would do well to provide a
positive governance style which assumes that people want to do a good job and will not
only accept performance appraisal, but will demonstrate a high degree of cooperation in
carrying out a program to which they become committed. Therefore, adopt the Theory
Y assumptions. There is nothing to lose and a great deal to be gained.

Coping With the Literature

As would be the base with any major endeavor, it 1s a good ided to review the pub-
lished research on performance appraisal. Several words of caution are in order. First,
the amount of literature on the subject is overwhelming. Itis stmply impossible to read
and understand ail the valuable articles, books, and monographs that have been
published in the past 5 to 10 years alone. If the sheer volume is not problem ¢nough,
many of the findings are discouraging. In fact, many studies conclude that little

12
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progress has been made in developing an efficient, cost effective, and psychonsetrically
sound technique of performance appraisal.$

Consider, however, a different perspective. There are few, if any, other adminis-
trative functions and processes in which there are proven inethods. In fact, the state-of -
the-art in management is just as much a "jungle" as when Harold Koontz wrote his
classic article.6 But that doesn’t seem to stop us in other activities. For example, the
personnel sclection process has the most far reaching consequences of any activity in
administration. No researcher tas ever devised a "perfect” selection test for any job: the
best predictors of job success are only slightly better than chance. Yet we hire people
like we know what we are doing. In fact, we also pay. promote, and develop people
based on imperfect theories.

This is not to disparage the literature. Review it bui do not be intimidated by it.
There are a numt.r of behavioral and outcome concepts and techniques that have been
shown to work reasonably well. In fact, such authorities as Redfern and Scriven have
developed models for public school «ystems and much of their work 1s useful in post-
secondary education.” There are other methods such as trait rating scales, unstructured
and impressionistic systems, and other non-job-ielated approaches which work poorly,
ifatall. An examination of the different approaches should lead to a program that best
fits the needs of the institution.

Overcoming Fears and Apprehension

All members of the institutional connnunity need to be sold on the performance
appraisal program. Participatory management 1s itself 4 long-term performance strat-
egy; on the other hand, a "top down" view invites failure.

One essential feature is an administrative m=chanism for higher levels of manage-
ment to review perforn..nce ratings, reinfor :d by an appeals procedure. A committee
or group should be established to adjudicate disputed ratings and the group should
include peers. The appeals procedure 1s particularly important in cases of demotion,
suspension, or discharge for poor performance. It is also necessary to hold free and
open discussions with all segments of an institution. It is at forums such as these that
fears ~an be allayed and apprehensions addiessed. These come in the form of the
inevitable "what if?" questions and almost always involve a worst case scenario. It is
usually possible to turn these negatives around. For example, an instructor might ask,
“What if my department chair gives me a low rating because he dishikes me?" It can be
pointed out that the rating criteria represent items that can be observed or measured, and
that the department chair will be rated on how well he/she observes and measures per-
formance. In fact, it can be clearly shown that a good performance appraisal system
makes it difficult to award ratings on likes and dislikes, 1t 1s in the absence of such a
system that biased ratings are likely to occur.

Superiors are often concerned that subordinates will resent being given low ratings
on those aspects of the job where performance is deficient or will be uncooperative and
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resist performance appraisal altogether. The answer 1s that some people we difficult,
but they are probably that way long before performance appraisal was instituted. The
performance appraisal process itself provides a means to address certain aspects of
these problems. Moreover, most administrators will agree that dealing with difficult
people is a fact of organizational life and comes with the job. It 1y also useful to ash
superiors to review their own assumptions about people to avord McGregor's self-ful-
filling prophecy.

Finally, it will probably be necessary to address the concerns of professional asso-
ciations and possibly unions. These organizations may view with suspicion an admin-
istrative activity which might be used 1o threaten job security or undermine well estab-
lished seniority systems. While it may not be possible to gain their wholehearted
endorsement of performance appraisal, it is best not to adopt a confrontational
approach. At a minimum, be willing to "meet and confer" and establish as much
common ground as possible. Keep in mind these organizations also have a stake 1n the
accountability issue and face the same pressures felt by institutional administrators.

For everyone concerned, the best approach is to promote a positive climate of
mutual trust. Most superiors want to be fuir, and most subordinates will accept honest
ratings. The key is a well respected concept of common law known as "good faith and
fair dealing.”

Using Consultants

Most two-year colleges will require some outside assistance to develop an effective
and legally defensible performance appraisal program There are ¢ number of possble
sources. These might include the state department or c.ivision of postsecondary educa-
tion, extension units and/or faculty members of major universities, and private consul-
tants. At Southern Union we contracted with a nearby umversity which assembled a
team of faculty members and graduate students representing several disciplinary areas:
counseling, industrial psychology, foundations of education, educational administration,
and management.

In assembling resources to undertake such a project, the following steps should
prove useful:

* Identify potential internal resources from the faculty and administration.
* Appoint a project coordinator.
¢ Conduct a needs assessment and determine the expertise required.

* In selecting consultants, identify if possible persons with both professional
expertise and successful experience in an educational setting.

Even if all or most of the technical assistance 15 obtained from consultants, it is
neither necessary nor desirable to relinquish control of the project. A "lock and key"
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job by "outside experts” will have litle credibility with the administration and support
staff and practically none with the faculty. It s the institution, not the consultants, who
have to live with the results.

Before the start of the project, hold a round table discussion with the consultants.
Discuss with them the purposes you intend to accomplish, the funds available, services
the institution will provide, documentation to be provided, pilot testing, suggested
methods and techniques for various job families, follow-up activities such as rater
training, validity studies, legal defense (expert witness) evaluation, and similar issues.
Moreover, recognize that an undertaking of this magnitude will not be completed within
a short time-frame. Participatory type involvement requires ume and an abundance of
patience.

Who i1s Covered

The major goal in performance appraisal should be to access individual work
related contributions within the total institution--not just the faculty, nor the admunistra-
tion, nor the support staff. A performance appraisal program should be for everyone,
beginning with the president. There should be, of course, different procedures for dif-
ferent job families. The performance of a dean is measured in terms of outcomes such
as goals achieved and expectations met while the performance a library technician is
expressed in terms of appropriate job-related behaviors. But in the final analysis, each
person’s performance is rated against a standard.

While there is disagreement in the literature on rating formats and rating scales, it
is necessary to develop appropriate instrumentation. At Southern Union there are three
subsystems, however, they each follow the same rules of combination and produce a
rating on a S-point scale. Thus, a department chair, instructor, and custodian who
receive an overall rating of "3.5" are performing at the same level, albeit in vastly
different roles.

Legality

When used as input to decisions such as retention, promotion, and merit increases,
performance appraisal results have umportant legal implications. Even when used only
for developmental purposes, it might be difficult to establish the fact that ratings have
no bearing on adniinistrative decisions. People are protected by federal laws and court
decisions from discrimination based on ruce, color, sex, rehigion, national origin, age,
physical handicap, and Veteran status. Moreover, the common law doctrine of
employment-at-will has been significantly eroded in state courts. Therefore, it is
extremely important that the performance appraisal system be validated in accordance
with appropriate regulations.’

While no performance appraisal system can be made grievance proof or immune to
litigation, a properly designed validity study 1s an essential document when and if per-
forinance ratings are called into question by a regulatory agency or a court. The study
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should address such critical issues as job analysis. criterion deyelopment, instrumenta-
tion, procedures, and purposes  Without evidence of validity, even sy stems designed by
“experts” are likely to be rejected by the courts.

Management Support

When beginning the implementation phase of a performance appraisal program,
often the president or another administrator makes appropriate comments at a convoca-
tion or issues a letter pledging his/her support. All this is tine if preceded by ntimate
involvement in the developmental phase and followed by a demonstrated personal
commitment. If performance appraisal is to be taken seriously, managers and supervi-
sors at all levels of the institution must be conscientiously involved. In fact, how well
they accomplish this task should be reflected in their performance ratings.

Shakedown Administration

No matter how competent and professional the eam that developed the program, or
how high the level of management support, or how deeply involved were the faculty
and staff from its inception, there will be problems in implementation. Behavioral
anchors which were clear and concise when written and reviewed by 15 people in three
levels of the organization will suddenly become vague and ambiguous. Rater errors and
tendencies which were fully covered during rater tramning sessions will proliferate and
several new ones will emerge. Carefully designed weighuing systems and rules of com-
bination will come apart when the same people who signed off on the Job analysis data
point out that the criteria do not match their work assignments. When the dust settles, it
will be discoered that the problems are not that serious and can be corrected without
fundamental changes. The time to make these refinements, however, 15 during a shake-
down administration or "dry run.” It is not when the ratings are to be used for adminis-
trative decisions.

Concluding Remarks

Designing, developing, and implementing an effective performance appraisal
system is not an easy task. In fact, the Southern Union provess at times could have been
described as difficult, confusing, controversial, and time-consuming. But, "difficulty
and confusion” were addressed early from the process by retaining individuals with pro-
fessional expertise in implementing a sophisticated, comprehensive appraisal system.
"Controversy” was mitigated through total institutional ¢ mmutment, involvement,
negotiation, and communication. As far as the "time-consuming” aspect of the process,
this is one factor which simply cannot nor ever will be eliminatec. In fact, maintenance
of the appraisal process at Southern Union continues to be time-consumng. Effective
performance appraisal systems require continuous refinement and modification because
position descriptions will be rearranged, errors will be found, new positions will evolve,
and humans will change for the sake of change. Change, therefore, is a necessary
ingredient in the evolution of an effective system of appraisal.
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At Southern Union, the "high road" to developing and implementing a performance
appraisal system was taken. A genui.ely open and positive environment was created,
disagreement was expected, negotiation was required, and individual partucipation by
ceveryone was necessary. Through total institutionul commitment, a very positive out-
come was achieved. But more important, Southem Union wisely invested in the posi-
tive development of its greatest resource. its individual employees. Its employees are
consequently highly motivated, achievement-oriented, and comnutted to accountability.
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Characteristics of Effective and Legally Defensible
Performance Appraisal Systems for Postsecondary Education

Bettye B. Burkhalter and James A. Buford, Jr.

Performance appraisal continues to be one of the most important responsibilities of
administraiors in postsecondary institutions. It increasingly is becoming a legal prob-
lem; the growth of federal laws and regulations has created specific nights for faculty
and staff in their relationship with their employers. Characteristics of a performance
appraisal system that accurately measures job contributions and is completely
defensible in today’s legal environment continue to be a matter of debate. Such a
system may not exist. However, incorporation of the following will minimize many of
the most common legal problems and lead to a more effective system.

1. Needs Assessment and Planning. An nstitution that 15 considering perfor-
mance appraisal should decide ir advance what the program is intended to accomphsh,
Uses of performance ratings might include input to placement, promoton, compensa-
tion, development, and termination decisions. Only after the purpose is clearly estab-
lished and the specific requirements are decided upon is the organization 1n & position to
develop a performance appraisal program.

2. Participation. Research clearly has shown thut work is a motivator and that
most people want to do a good job.! A well respected philosophy is that the authority in
an organization is delegated upward. Thus, it makes intuitive sense that people at every
level need to participate in the development of a performance appraisal program. If
they do not, it will be very difficult to gain ther understanding and support during
implementation.

3. Job Analysis. The cornerstone of the development of a performance
appraisal system is job analysis.2* When an employment practice 15 to be defended on
the basis of content validity, the job analysis establishes the rational Imk between
factors used in appraisal and the critical work behaviors of the Job# Two comprehen-
sive reviews of characteristics of performance appraisal systems related to court
decisions found that where job analysis way performed, courts ruled in favor of the
defendants 1n approximately 82 percent of the cases. Without Jjob analysis, defendants
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lost every case. Job analysis should be conducted when duties are reasonably stable so
that conditions will be comparable to those which will exist when the performance
appraisal instrument is used.

4. Performance Criteria. While traits such as imtative, enthusiasm, attitude,
and loyalty are important to job performance, most often they are not suitable as
performance criteria.6” It is better to develop criteria which describe observable job
behaviors or outcomes. Even when the possession of a trait can be shown as critical for
effective job performance, it is usually possible 1o design an observable measurement
based on how job duties actually are performed.

5. Appraisal Instruments. The various instruments should facilitate the admin-
istration of performance appraisal under standardized and controlled conditions.8
Instruments should be designed carefully to accommodate both the criteria and method.
If several criteria or scales are to be combined, the instrument should produce a com-
posite rating based on the rules of combination.® Appropriate identification, comments,
and signatory sections should be included.

6.  Reliability and Validity. To achieve the organization’s purpose of accurately
measuring performance and to satisfy legal requirements, the appraisal system must be
valid; it must measure what it purports to measure. First, however, the system must be
reliable. The ratings must yield stable and consistent results from one period to the next
and across all items.19. Reliability and validity studies should be conducted to meet
technical standards of the "Uniform Guidelines on Employee Selection Procedures” and
documented in a written report.1!

7. Testing the System. Prior to implementation of performance appraisal, a
review should be conducted to ensure that the process selected supports overall objec-
tives and will provide the needed information flow to such decision areas as compensa-
tion, placement, and professional development. In many cases 1t may be necessary to
conduct a pilot or "shakedown" test of the system to identify ard address problem areas
and work out procedural matters.12

8. Communication of Policy and Purpose. The purpose and uses of perfor-
mance appraisal should be stated clearly in the organizational policy as well as 1n the
employee or faculty handbook. Procedures should be develeped to cover which
systems will be used for which jobs or job families, how often appraisals are to be con-
ducted, documentation required, recourse, and similar matters. Fully informing all
individuals of policies will minimize uncertainty and resistance and will increase the
probability of positive results, 13

9. Rater Traiung. In many organizations, the task of observing and measuring
job performance is poorly carried out. Research has indicated that rater training is more
important than design considerations in improving accuracy of performance appraisal.
Training programs should focus on improving rater skills in observiug, recording, and
appraising behavior with less emphasis given to such issues as rating distributions and

Q
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steistical measures.!* Extremely good results have been obtained with training pro-
grams designed to build observational skills and reduce such cornmon problems as halo
effect, first impressions, patterns of leniency and strictness, recency, and similar
errors.!S - Raters must fully understand the critical importance of the interpersonal
aspects of performance appraisal. They must develop skills in feedback, praise, con-
structive criticism, and listening. Raters also must be sensitive to the situations and
conditions faced by individuals. Finally, raters must develop skills for identifying,
describing, and negotiating performance expectations.

10.  Administration. The most basic requirement is that the performance
appraisal process should support the system’s goals. conflicting multiple uses should be
avoided. The system could be cost effective. Expenses should be balanced against the
pest appraisal impact on motivation and productivity.16 Performance appraisal admin-
istration must ensure that the people who are being rated understand the mechanics,
including such issues as perforinance expectations, how ratings on various criteria will
be weighted, and who will actally conduct the appraisal. Finally, it is very important
that performance appraisal be conducted by raters who have directed and continually
observed job performance.?

11. Privacy and Due Process. The Federal Privacy Act of 1973 created the
Privacy Protection Study Committee (PPSC), which issued a series of recommendations
in 1977. Among these was the suggestion that employees should have access to all
records relating to their qualifications for employment, promotion, and pay increases
and to records relating to discipline and discharge. Many professional groups have
recommended voluntary compliance with these recommendations. Moreover, indi-
vidual access to records builds confidence in the system’s basic fairness, provides an
additional means of communicating results, and protects the ndividual's rights.1s.
Adverse performance ratings can lead to denial of merit pay and promotions in some
cases, dismissal. Due process refers to a systematic, orderly procedure where an indi-
vidual has the opportunity to object and be heard.”” Employee rights in this area are
still evolving; however, courts increasingly are requiring employers to justify their
actions.20 Legal questions aside, organizations due process is a good management
practice. A formal appeal process should be established to provide an impartial review
of ratings that are disputed.

12. Audits. Performance ratings should be analyzed penodically for evidence of
discrepancies and adverse impact. Statistical tests do not prove that raters are making
errors or showing bias. However, properly designed analyses can highlight cerain
patterns that might not be found merely by reviewing a list of ratings. When such
patterns appear, management should determine the cause and, 1f necessary, correct the
problem--particularly when members of protected groups such as blacks and females
receive significantly lower ratings.

In the final analysis, the effectiveness and legal defensibility of a performance
appraisal system will depend on its legitimary as a tool for making employment deci-
sions. The success of any system depends on its effective administration by all levels of
management. A common failure of performance appraisal systems is the assumption

Q

ERIC 1Zov

Aruitoxt provided by Eic:




114 Performance Appraisal

that forms, handbooks, and policy statements are just another set of procedures. No
appraisal program, regardless of how well it is developed, will be effective or legally
defensible unless administrators have 4 high level of commitment and make a continu-
ous effort to carry out the complete process. A poor system can be made to work when
the administrators make the effort to compensate for inadequacies in design. On the
other hand, if a state-of-the-art system is poorly adminstered, 1t will surely fail.
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Appendix A: Performance Appraisal Forms*

Appendix A contains case examples of performance appraisal forms designed for a
variety of jobs within The Alabun~~ College System. The types of forms vary depend-
ing on the different job category--support, administrative, or faculty. However, the
basis for all appraisal instrumenis in detailed job analysis which categorizes job duties
into major responsibility areas, or job domamns. These domuins are weighted based on
frequency and importance of dut'es. On each performance appraisal form appropriate
job domains are listed along with their assigned weights. A five-point rating scale is
employed throughout, with space designated for explanatory comments. At this point,
the appraisal approach varies, depending on the type of job. Explanations of each
exhibit will follow.

“Lxhibits 1-4 in this appendix werc developed by Anne Smyth Stewart, M.Ed.,,
Counse'., Student Development Services, Auburn University, AL 36849. Exhibit 5
in this appendix was developed by Deborah J. Miller-Wood, M.A., Graduate Research
Associate, Department of Educational Foundations, Leaderskip, and Technclogy,
Auburn University, AL 36849,
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Exhibit 1

The job of Library Technician at Southern Union State Junior College fai., nto the
support category. Jobs in this group are appraised using the weighted responsibility
a=eas as performance criteria. These are identified m Part I of the Performance

Jpraisal Form and are defined using qualifying words that state "how" a set of duties
1s performed. The performance discussion and summary in Part 111 deals with factors
that impact on the overall performance and should be self explanatory.
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Appendix A

PERFORMANCE m
APPRAISAL FORM I —
Southern Union State

PARTI  IDENTIFICATION dunior College
Name ' Rating Scale Key
Posiion _Library Technician E] Fails to Mast Job Requiremaents
Rating Period From To ) Essentially Meets Job Requirements
Rater Name Fully Meets Job Requirements
Ratar Title Maats Job Requirements with
Department Distinction

Date Employed

Exceeds Job Requirements

PARTH RATING SCALES FOR MAJOR RESPONSIBILITIES
A. Physicial Processing pCT 35% RATING a a 4 o &
Crsating and maintaining records, and correctly performing COMMENTS
ralated tasks needed to facilitate locating and obtaining hibrary
materisls,
8. Circulation PCT 20% RATING a & 4 & &
Carrying out prescribed procedures, and accurately maintaining COMMENTS
records regerding the borrowing of books and other materials
by library users.
C. Acquisition PCT 15% RATING a a 4 & &
Ordering and recsiving books, periodicals, snd other materizis., COMMENTS
and sccurately maintaining records
D. Reference PCT 10% RATING a a d 4 &
Assisting hbrary users by providing information services, COMMENTS
answaring quaestions, assisting in locating library matenals, and
integrating information into toging system.
E. Cstaloging snd Classification PCT 10% RATING a 4 4 & &
Accurately complling information and properly entering COMMENTS
classifications of library materials, and integrating information
into cataloging system.
F. General and Administrative PCT 10% RATING a 4 & & &
Carrying out sdministrative support services and activities in COMMENTS
sccordance with Institution policies and procedures.

K PCT % RATING o a d & o

COMMENTS
o 125
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PART Il} PERFORMANCE DISCUSSION AND SUMMARY

Does the employee report for and rer.1ain at work as required? O yes O no if no, please explain

Does the employee follow instructions and observe work rules? O vyes Ono if no, please exptain

Does the employee get along and cooperate with co-workers on the job? Ovyes Ono I1f no, please explain.

Does the employee heve the knowledges, skills, abilities, and other quahfications needed fo1 successful
job performance? yes Ono if no, please explain

Describe any specific actions employee needs to take to improve job performance

Summanze this employee’s overall job performance as determined in your joint discussion

PART IV SiIGNATURES

This report :s vased on my observation and

knowledge of both the employea and the job My signature indicates that | have reviewed
this appraisal It does not mean that

| agree with the results

Supervisor Date

Revicwer Date Employee Date

Q 10 ',
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Exhibit 2

The position of Director, Instructional and Student Development, is a state level
administrative position. The sample Performance Appraisal Form shown is similarto
that used in Exhibit 1, with key expectations included as an added dimension.
Weighted job domains are entered on the form and defined in pc.lormance-related
terms. Key expectations for the rating period will have been entered from the previous
review session when these were developed. Each of these areas is then rated against the
five-point scale. Part 11l addresses factors which impact on the performance of the job
but do not fall under specific duty statements. These are not rated on a scale; rather are
discussed in narrative form. The remaining sections of this form are self-cxplanatory.

P 5y
-%ha,"

ERIC

Aruitoxt provided by Eic:




124 Performance Appraisal

PERFORMANCE
APPRAISAL FORM

Name Identification Number

Ttie Director bwision INStructional and Student Development
Date Employed Date Assigned Present Job

Rater Name Titte

Appraisal Peniod From To

This Appraisal Is Annual Other

INSTRUCTIONS
PART | PERFORMANCE RESPONSIBILICY RATINGS
The poswon responsibilities are taken #Om the job descrption The rater appraises .esuits achieved against responsibihities/

expectations by checking one ol the five following degrees

5- EXCEPTIONAL Performance which clearly exceeds work requirements and indicates an exceptional desire and ability to do
more than 13 reasonably expected in terms of professional quaiity. work output. or both

4 - VERY GOOD Performance which meets work redu rements with distinction and indicates a desie and abilty to do a highly
professional job

3- ACCEPTABLE Performance which fully meets work requiremen's and indicates a deswre and ability t0 do a thorough and
competent job

2- MARGINAL Perfo.mance which essentially meets work requirements and indicates a desire and ability to be at feast adequate
1- UNACCEPTABLE Performance which clearly fads 1o meet work requirements and indicates either a lack of ability or unwillingness
to do what s reasonably expected
Read the detinitions of each performance responsibility including the expectations or objectives which have been established.
then appraise the person by one responsibility at a tme Omit appraisal cn any responsibility for which you beheve your observation
has been insulficient or which did not apply to the person Disregard your general impression of the person and concentrate on
the performance responsibility defintions establishea Rate the person on hissher typical performance on that responsibiity dunng
the entire rating penod
Raters can appraise p2rformance on those criteria which the rater has regularly and directly observed or where there 1s objective
evidence Ratngs must be based on facts Do not te mfiuenced by pievious ratings While it i1s true that several responsibilities
are related when yourate a person on one responsibility, you must disregard the ratings you have given him/her on other responsibilities
For any factor which your appraisal i1s either UNACCEPTABLE or EXCEPTIONAL. justity with appropriate comments In addition.
comments should be made for any rating if they will clanify your rating

PART Il PERFORMANCE FACTORS

Comment oneach of the factors which influencea performance in as_igned responsibiities Use specific examples and. as appropriate,
emphasize both strengihs and areas needing improvement Comments should not tocus on personality traits or personal habits but
rather n how they translate into observed behaviors in getng the job done If a factor was not apphcable duning the rating penod.
feave it blank The performance factors, while not directly rated, are imponant in undorstanding how results were achieved and
tn 1dentilying ways to improve performance in succeeding perods
PART !l SUMMARY PERFORMANCE STATEMENT

The Summary Performance Statement 1s a key pan of the performance appraisal It should summanze the ovcral resulis. the
manner in whith results were achieved, any special conditions which existed, ang thg trend of performance
PART IV STAFF MEMBER'S COMMENTS

Inthis section, the sta¥ member should be encouraged to make speciic comments on any aspect of his/her performance appraisal
PARTV SIGNATURES

Following the performance appraisal discussion, the rater and staft member will sign the appraisal form !t will then te forwarded
through channels to the Chancelior for review and signatures
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PART | PERFORMANCE RESPONSIBILITY RATINGS

Enter performance responsibility areas from job description and include relative importance Enter s andards, objectives, or other
expectations tor the rating penod Make comments on observed job behaviors and resuits achieved Rate performance based on
defimtions provided

A Administration (25%) Effectively analyzing the situation for the Division. seting goais, and developing policies, operahng]
plans, and assignments, submiting accurate, imely reports

KEY EXPECTATIONS FOR RATING PERIOD COMMENTS

1.2 3 4 5
maTNG O O 0O 0O O

B Instructhional Programs (20%) Providing instructional ieadership for the system through cooidination of Division staft and
task forces in curnculum development and design, standardization of courses, competency-based mstructional approaches
and program evafuation

KEY EXPECTATIONS FOR RATING PERIOD COMMENTS

1.2 3 & 5
mrng O O 0 0O O

C Supervisory_Management (20%} Selecting, training, and appiaising staff directing the activities of subordinates toward
the accomplishment of objectives, and promoting ethciency

KEY EXPECTATIONS FOR RATING PERIOD COMMENTS

1.2 3 4 5
RATNG 0O O O O O

D Liaison and Special Services (15%) Effectively representing the Chancetlor and the department in official matters,
performing other related services as assigned

KEY EXPECTATIONS FOR RATING PERIOD COMMENTS

1. 2 3 4 5
RATING O O O O O

E Faculty/Staff Policies and Development (10%) Developing and maintaining policies for facuity. staff at all insttutions,
providing opportunities and a structure thiough which instructors van increase or improve ciedentials, skills and abil.ties

KEY EXPECTATIONS FORRATING PERIOD COMMENTS

12 3 4 5
mmING O OO 0O O

F  Student Services (10%) Providing ieadership for student services thiough the prolessional statf of the Division and
through student services departments at each institution

KEY EXPECTATIONS FOR RATING PERIOD COMMENTS

a-
a»~
Ow
a-»
Qo

RATING
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KEY EXPECTATIONS FOR RATING PERIOD COMMENTS
T2 3 4 s
RatNG T C O O C

KEY EXPECTATIONS FOR RATING PERIOD COMMENTS
T2 3 4 5
RATNG O O O O C

PART Il PERFORMANCE FACTORS

Comment on each of the factors which influenced perormance of assigned responsibiies and how they transiated 1nto observea
behaviors

FACTOR COMMENTS

Self Development and Appraisal - Hcw effectively this person
analyzes own performance, strengths and weaknesses accepts
constructive crucism, parlicipates in relevant education
experiences, reads job-related literature, keeps up-to-date on
new trends and developments ang improves capabilities to meet
changing job requirements

Admimistrative Skills - How effectively this person recognizes
prionties, formulates schedutes, estabhishes work Objectives
understands or dehnes responsibilties, projects work needs
organizes the work to be performed and in general avoids
“cnsis” types of activities

Interpersonal Relations - How eflectively this person interacts
with superiors subordinates peers and external contacts in
both favorable and unfavorable or confirct situations

Oral Communications - How effeCtively tus person verbally
communscates i1aformation inCluding using appropriate
language. listening, overcoming barriers and obtaining
feedback in situations involving erther information transfer or
persuasion

Wntten Communications - How effectively this person produces
waitten matenal which is Clear Concise, expressed in « logical
and direct manner, cofrect in grammar and spelling, and
presented in the appropfiate format and styte
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PART Il SUMMARY PERFORMANCE STATEMENT

Summarize overail results manner in which resuits were achieved spe.ar conditions under whiCr performance occurred developmentat
needs and trend of performance

PART IV STAFF MEMBER S COMMENTS
Please use the space below to comment on any aspect of your performance appraisai

PART V SIGNATURES

Rater

Signature Title Date

Statt Member

' have reviewed and discussed this performance app:disal with my superor | am aware that | have the opportunity to
comment on this performance appi aisal in wnting and that my comments will be.ome part of the record of this pertormance

appraisal
Signature Titte Date
Reviewers
Signature Titie Date
T onaire Titie Date
14:
'
Q & e
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Exhibit 3

There are two forms used for the administrative position, Dean of Instruction. In
the document entitled Performance Standards, each domain is broken down into sub-
criteria for which performance standards are developed. These are written at the "meets
standards” level as an anchor for the performance rating. The degree to which
standards are met, exceeded, or not met will determine the rating assigned on the
document entitled Performance Appraisal Form. For administrative positions at this
level, setting annual objectives and assessing results are key parts of performance
appraisal. Parts III and IV allow for future planning and for assessment of the previous
year’s objectives. The appraisal summary in Part V encourages a developmental,
positive approach in discussing employee strengths and possible areas for improvement.

ERIC e
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PERFORMANCE
STANDARDS I]

Job Title: _Dean of Instruction _-_-m

Southern Union State
Depariment: _Administration dunior College

Job Domain Performance meets standards when

A Planning (20%) Long-Range Plans Analysis i1s made of situation and needs,
measurable objectives are established, and appropnate plans are
developed.

Policies and Procedures Written polictes, directives, handbooks, and
procedures are developed and communicated in all academic and
areas

Academic Calendar and Schedules All day and night programs,
including off-campus centers, are scheduled 1in a cost-effective
manner, with consideration for space utiizaton of students and
qualifications and preferences of faculty members

Budget Deveiopment of academic budget 1s accomplisiied based on
appropriate guidelines and submitted on or before deadline. adequate
budgntary controi procedures are established

Accreditation Action plans are developed to meet or maintain
accredntation standards of the Southern Association of Colleges and
Schools (SACS) and other accrediting agencies

Organizing (10%) Organizational Structure Academic organmizational structure 1S
developed and implemented Organization facilitates accompiishment
of objectives

Commuttees Approp=iate standing and ad hoc committees are
established and charged Commuttees carry out prescnbed functions
and make scheduled reports

Staffing (10%) Planning and Analysis Adequate human resource planning for
academic program is accomphished, all jobs are periodically analyzed,
and comprehensive job descriptions are maintained

Personnel Functions Recruiting, selection, development, appraisal,
and compeiisation functions for academic, administrative, and support
posittons are carried out In accordance with prescribed procedures
Legal Requirements All personnel procedures are validated in
accordance with current EEQ laws and guidelines

Leading and Overall Leadership Policies, procedures, rules. directives, and
Directing (25%) nstructions are clearly communicated to subordinates at all levels,
administrators. chairpersons, and superv'sors at all levels use
interpersonal influence, lead by example. and promote teamwork, a
climate 1s established where academic adrministrative staff and faculty
are motivated In work toward objectives, developing problems are
identified and expeditiously resolved at lowest possible levei in
organizational structure, and progressive discipline is used, employee
nghts to due process are protected, and procedures are followed
n all cases

page 1 of 2
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E Controlling and
Reporting (20%)

F  External
Affairs (10%)

G Professional
Development (59)

N

Concurrent Control Key indicators of performance are established
and activittes are monitored in all academic areas, corrections are
made where necessary

Feedback Control Accomphishments are compared against plans and
standards at end of performance/budget cycle Analysis i1s made of
any failure to accompltsh planned results and appropriate action 1s
taken

Reports All regular and special reports are accurately prepared and
submitted on time Information from reports Is analyzed and used
In planning process

Public Relations Good public relations are maintained with
community, legislative delegations, and other educational institutions
1o encourage maximum contribution by external groups to collegs
objectives

Representation A positive image of the coliege 1s projected

Credentials Incumbent holds appropriate terminal degree
Self-Development Adequate current knowledge of professional
matters 1s maintained through attendance of meetings of professional
associations, journals, workshop attendance, and personal study

Page 2 of 2
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PART |  IDENTIFICATION

Appendix A 131

1]
U

Southern Union State
dunior College

Name

Position __Dean of [nstruction

Rating Period From Te

Rater Name

Rater Titie

Department
Date Employed

Ratiig Scale Key

al

E] Essentizlly Meots Standsrds

Fsils to Meet Standsrds

Fully Meets Standsrds
Meets Standsrds with Distinction
Exceadi Stsnriards

PART I RATING SCALES

Performance Standards For
Planning Pct 204,
Long-Rangc Plans
Policies and Procedures

_Acadermnic Calendar and Schedules

Budget
Accreditation

DB WN - D

5

Rating

Comments

0oooo-

0000ad-
O000ade-

aoooas
O00oode

Performance Standards For

8 Quganizng poa 10%
1 _Qrganjzational Structure
2 _Cominittees

3
4
5

Rating

Comments

Loooo-

000o00as
00004«

aoooas

0o0ooage-

Performance Standards For

Staffing pet _10%

Planning and Analysis
Personnel Functions

Legal Requirements

DD W -0

Rating

Comments

0o0oo0o-

0o00as
00000«

aoooa-

O0acgd-

Performance Standards For

p _Leading and Directing _ Pct 25%
1 _Overall Leadership
_Academic Program

2
3
4
5

Rating

Comments

0oooo-

00o0aas
|0DO0O0«-

caooas

0o0oaode
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Performance Standards For

€ _ControHling and Reportin pat 159

1 _Congurrent Control
2 _Feedback Control
3 _Beports

34
5.

2
E}

Rating

00ooo-

00000a.~
00000«
00oooa-

00000«

Comments

Performance Standards For

F _External Affairs = pey _10%
1 _Eublic Relations
2 _Representation

3
4
5

Rating

00oooo-

00000
00000«
00ooo-

0ooacle

Comments

Performance Standards For

G _Professional Development Pct .5 %
1 _Credentials
2 _Self-Development

3

4
5

Rating

0000c-

0G00as
00000«
0oooad-

0000oge-

Comments

PART Il OBJECTIVES

Key End Result

Measure

Performance Assessment

Key End Resuit

“deasure

Performance Assessment

E

1

O
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Key End Result Measure

Performance Assessment
Key End Result Measure

Performance Assessment

PART IV OBJECTIVES-NEXT REVIEW PERIOD

Key End Result Measure
Key End Result Measure
Key End Result Measure
Key End Result Measure
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PART V DEVELOPMENTAL APPRAISAL SUMMARY

PART Vi SIGNATURES

This report 1s based on
my observation and
knowledge of both the
employee and the job

My signature indicates that

t have reviewed this apprassal
it does not mean that | agree
with the results

Supervisor

Date

Reviewer

Employee Date
Date

Copyught « 1985 by J A Butord )i
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Exhibit 4

An expanded approach is used for the Faculty position at Southern Union State
Junior College, with Observation Scales to be used in conjunction with the Perfor-
mance Appraisal Form. In this case, descriptive statements are written to reflect typical
behaviors at each level on the five-point scale rather than just at the number 3, "meets
standards" level. Therefore, a department head completng this form on a faculty
member will need to read through the scales for each criteria to locate the description
best suited to the observed performance. Parts IV and V of the Performance Appraisal
Form are self-explanatory.
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Observation Scales for
Faculty Appraisal
and

Development

!,

Southern Union State
Junior College
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A. Instructional Planning and Preparation

1. Course Development - Researches literature in subject area, develops and main-
tains course outlines, selects textbooks and other teaching aids.

5 Exceptional  Assumes a leadership role in divisional planning meetings and
other aspects of curriculum development, suggesting additional
course offerings and/or modifications in current offerings. Care-
fully researches literature and attends workshops focusing on
curriculum/course development, learning resources, and subject
area matters. Serves as a resource person in subject area and
offers suggestions to colleagues regarding textbooks and other
learning resources.

4 Very Good  Takes an active role in divisional planning meetings regarding
curriculum or course development. Researches current literature.
Shares information with colleagues. Updates course outlines and
suggests ways to optimize format of course outlines.

3 Acceptable  Shares responsibilities in divisional planning meetings regarding
course development. Prepares each quarter written course out-
lines (syllabi) for courses taught, incorporating recent develop-
ments in subject area and current methods of instruction.
Submits outline on time to Dean’s office. Makes suggestions re-
garding texibooks and other teaching aids.

2 Marginal Attends divisional planning meetings and participates without
taking direct responsibility. Submits course outline to Dean’s
office with minimal or no changes from previous years. Provides

support for others’ suggestions regarding textbooks and other
teaching aids.

I Unacceptable Misses or irregularly attends divisional planning meetings.
Assumes minimal or nc responsibility for completing course out-

lines. Demonstrates limited interest in using textbooks or other
rcsources.

2. Instructional Planning - Makes necessry preparations for classroom lectures,
demonstrations or laboratory presentations.

5 Exceptional  Develops, maintains, and previews additional fesources, such as
films or tapes for reference, timing, and quality. Utilizes a
variety of teaching methods and aids. Promotes sophisticated
inquiry techniques and provides problem solving experiences
emphasizing key concepts. Instructional time is optimally
planned for benefit of students.

ERIC 142
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4 Very Good

3 Acceptable

2 Marginal

1 Acceptable

Develops detailed notes and guides. Presentauons are well
planned emphasizing key concepts. Comprehensively integrates
lecture, etc. with textbook and/or other curricular materials.
Instructional time and variety of material is planned for benefit of
students.

Develops outlines and notes to ensure that key concepts are
emphasized; that textbooks and other materials are integrated.
Instructional time is wisely used. Comes to class prepared with
necessary materials for classroom instruction.

Reviews topic(s) to be covered. Outlines presentation or instruc-
tional activity so that instructional time is not wasted. Usually is
prepared with materials necessary for class instruction.

Reflects minimal or no preparation in instructional performance.
Primarily relies on textbook, outdated notes, and/or student input
for class content. Arrives at class unprepared without instruc-
tional materials necessary for presentation.

Clinical Preparation (Nursing) - Provides for efficient and etfective utilization of
the clinical facility and staff.

S Exceptional

4 Very Good

3 Acceptable

2 Marginal

ERI
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Meets regularly with clinical staff or head nurse to promote a
productive working relationship. Respects all levels of clinical
staff. Exhibits interest and implements strategies to improve and
facilitate optimal clinical experiences for students. Carefully
assesses how each student’s learning needs are being met by
clinical experiences and arranges for modifications as necessary.
Possesses thorough knowledge of facility’s system, routines,
procedures, and regulations.

Maintains frequent contact with facility staff to ensure positive
working relations. Is sensitive to the reciprocal relationship
between the clinical facility and nursing program.  Actively
follows student progress within program. Respects and follows
facility’s routine, procedures, and regulations.

Maintsins adequate communication with facility staff. Monitors
studen: ’ progress within program. Knows and follows facility’s
routine, procedures, and regulations.

Communications are limited with facility staff. Follows through
with experiences planned by course coordinator. Seeks assis-
tance or information from staff on occasion regarding facility’s
routine, procedures, and regulations.
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1 Unacceptable Communications are rare with facility staff. Lacks a working
knowledge about facility’s routine, procedures, and regulations.
Fails to seek or consider feedback from students on effectiveness
of clinical experiences.

4. Clinical Planning (Emergency Medical Technician-EMT) - Plans experiences
and assignments within clinical facility.

3 Excepuonal  Acts as a facilitator to clinical staff to update plans for clinical
experiences. Researches to discover innovative ways to improve
and further facilitate positive clinical experiences for students.
Carefully assesses how each student’s needs are met through the
experiences and assignments completed in the facility. Modifies
experiences or assignments of students as deemed necessary.

4 Very Good Maintains frequent contact with clinical supervisor to ensure
productive working relationship. Is sensitive to the reciprocal
relationship between the facility and the program. Monitors
student progress throughout the quarter by encouraging feedback
from supervisor on student performance and experiences.
Encourages input from students on possible improvements in
clinical experiences.

3 Acceprable  Holds necessary meetings with supervisor in chnical facility to
plan assignments, experiences, and schedules in order to promote
students’ development and attainment of course objectives.
Monitors student progress throughout the quarter.

2 Marginal Maintains minimal communications with supervisors in clinical
facilines. Plans for students’ clinical experiences, but relies
predominantly on the facility staff to dictate experiences.
Usually schedules appropriate assignments. Accepts student
feedback on occasion.

1 Unacceptable Communicates rarely with supervisors in chnical facilities. Fails
to plan appropriate clinical experiences or relevant assignments.
Discourages student feedback in clinical activities.

B. iInstruction

1. Schedule and Attendance - Teaches classes as scheduled or requested, and
encourages and records class attendance.

5 Exceptional  Rarely fails to meet class. Begins and ends class promptly to
ensure for maximum instruction ime. Conducts class for entire

o 145
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4 Very Good

3 Acceptable

2 Marginal

1 Unaccep:able

scheduled time. Adheres strictly to college’s policy on atten-
dance and records absences daily. Willingly accepts teaching
assignments and responsibilities as scheduled.

Almost always meets class for full time period. Arrives early to
class to ensure that instruction can begin on time. Encourages
attendance throughout the quarter and records daily attendance.
Willingly accepts teaching assignments as scheduled.

Usually meets classes. Reminds students of attendance policy.
Records daily attendance.  Accepts teaching assignments as
scheduled.

Occasionally fails to meet class. Dismisses students early from
class. Explains attendance requirements at beginning of quarter.
Fails to keep daily attendance, but has a general idea of who
misses class. Usually accepts teaching assignments.

Occasionally fails to meet class without notifying students. Fails
to begin and end classes promptly. Does not encourage or record
daily attendance. Accepts teaching assignments after a con-
frontation.

2. Methods of Instruction/Content Knowledge - Presents lectures, demonstrations,
or provides laboratory supervision using appropriate methods of instruction and
resources. Provides out-of-class assistance when necessary.

S Exceptional

4 Very Good

3 Acceptable

ERIC

Aruitoxt provided by Eic:

Uses a variety of methods, aids, and resource people as part of
presentations. Identifies objectives clearly and teaches to fulfill
the objectives.  Demonstrates mastery and comprehensive
knowledge in subject area. Encourages student involvement.
Stimulates and maintains student interest. Solicits students to
investigate coursework outside of class.

Uses a variety of methods and aids to increase students’ interest.
Teaches to specific objectives thereby wisely using class time.
Exhibits conceptual knowledge in subject area. Presents mate-
nals which enhance instruction and student learning. Involves
students in presentations. Assists students outside of class when
needed.

Varies method of presentation to increase student interest.
Establishes class objectives. Demonstrates knowledge of subject.
Encourages student participation. Encourages students to seek
additional help outside of class.




2 Marginal

1 Unacceptable
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Generally uses same method of presentation. Occasionally loses
sight of objectives during class time. Demonstrates knowledge in
subject area. Presents essential information. Answers student
questions, but fails to involve students 1n presentations. Is avail-
able for outside help when needed.

Strays from subject matter during classes. Exhibits minimal
knowledge of subject matter. Discourages student participauon.
Unavailable to students seeking help outside of class.

3. Presentation of Instruction - Provides formalized verbal instruction to students.

5 Exceptional

4 Very Good

3 Acceptable

2 Marginal

1 Unacceptable

Demonstrates exceptional verbal communications with students.
Gains students’ attention quickly. Usually presentations are both
captivating and highly informative. Instructional style is praised
by students and is conducive to student learning.

Demonstrates excellent classroom presence.  Communicates
using a wide range of verbal skills which greatly enhance the
learning environment. Students look forward to his/her classes.
Students respond to instructional style gaining conceptual knowl-
edge of material.

Presents information with adequate verbal skills. Maintains
students’ attention. Students gain essential information.

Communicates information but fails to regularly maintain
students’ attention. Students gain essential information. Slow to
adjust instructional style to needs of students.

Presentations are less than adequate due to lack of preparation,
confusion, poorly modulated voice, monotony, grammatical
errors, distracting mannerisms, etc. Learning is an ordeal for
students. Fails to monitor and adjust teaching style to encourage
student attentiveness.

4. Student Evaluation - Provides opportunity for student evaluation of course and
instructor, reviews evaluations, and utilizes results.

5 Exceptional

ERIC
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Serves as a resource person or exhibits leadership in developing
or refining evaluation procedures. Attends workshops and con-
ducts research related to student evaluations of instructors. In
addition to the administration’s quarterly evaluations, administers
alternative forms of evaluations for more personal and specific
feedback. Thoroughly reviews strengths and weaknesses as
viewed by students.
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4 Very Good

3 Acceptable

2 Marginal

1 Unacceptable

Assists administration in developing adequate evaluation proce-
dures. Administers evaluations according to established proce-
dures. Reviews results and takes steps to incorporate recommen-
datiens in future instructional endeavors so to minimize any
weaknesses and capitalize op the strengths.

Administers student evaiustions according to established proce-
dures. Reviews results and uses feedback to improve teaching.

Generally follows established procedures in process of evalu-
ation. Fails to utilize the results of students” responses.

Fails to follow established procedures for students to evaluate
course or instructor.

5. Pre and Post Clinical Conferences (Nursing) - Conducts pre and post
conferences to prepare students for clinical experiences and to evaluate the day’s

activities.

S Exceptional

4 Very Good

3 Acceprable

2 Marginal
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Assumes the role of a group leader in conducting pre and post
conferences. Uses creative strategies for gaining students’ atten-
tion. Promotes an understanding of important concepts. Demon-
strates excentional ability to inspire creative thinking among
students. Expectations include a sophisticated level of active
student participation. Facilitates students to integrate subject
matter knowledge and theory into practical application. Students
look forward to conferences ana eagerly participate.

Implements objective of the day by encouraging students’
suggestions as to how the objective could be achieved. Makes an
effort to involve all students. Uses post conference to follow
through with the objective in practice. Maintains flexible format
to include unforeseen situations that may occur.

Conducts pre and post conferences in a non-threatening, student-
oriented atmosphere. Uses objective of the day to relate theory to
practice and suggests possibilites of application to students.
Elicits student input. Uses post conference to follow up on con-
cepts introduced during the pre conference.

Conducts pre conferences using a lecture format. Gives assign-
ments and objective for the day. Elicits minimal student input
and offers little discussion of how to meet the objective. Post
conferences recount activities rather than tie experiences to
objective.

e
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I Unacceptable Conducts brief and/or incomplete pre and post conferences.
Makes assignments for the day with no discussion of how objec-
tive might be met. Atmosphere is teacher-directed with no
student input or direction of how to meet the objective.

6. Clinical Instruction (Nursing) - Supervises and instructs students in clinical
facility.

5 Exceptional  Demonstrates substantial expertise in clinical area. Demonstrates
an up-to-date comprehensive knowledge base of clients’ medical
regimens. Manages own time wisely by organizing the environ-
ment and situations for the benefit of both students and clients.
Skillfully challenges students’ higher order thinking skills and
promotes an atmosphere of inquiry. Meticulously monitors
students’ activities with clients by clarifying, verifying, and
amplifying students’ assessment of the situation.

4 Very Good ~ Demonstrat s expertise n clinical area. Is up-to-date on clients”
conditions at ail times and knows clients’ medical care plans.
Efficiently organizes self and students to meet clients’ needs and
students’ objectives. Maintains careful balance between eliciting ‘
responses from students and giving direct answers when neces-
sary. Carefully monitors students’ activities with clients. Veri- ‘
fies students’ assessments of clients and assists students in clari-
fying and refining their skills.

3 Acceptable  Demonstrates overall competence in clinical area. Knows
clients’ diagnoses and treatment regimens. Organizes self and
students to mect the needs of clients within the clinical facility.
Encourages students’ to discover answers on own, but provides
answers if necessary. Supervises students’ activities with clients.
Observes all invasive procedures and medications.

2 Marginal Exhibits basic knowledge in clinical area. Is aware of clients’
diagnoses and treatment regimens. Ineffectively organizes
students in meeting clients’ needs. Directly instructs students

rather than elicitin, “heir ideas. Casually supervises students’
activities with clients.
I Unacceptable Exhibits deficiencies in clinical knowledge. Is minimally aware
of clients’ diagnoses and treatment regimens. Is very disorga-
nized, finding it difficult to supervise students and meet clients’

|
needs. Inhibits students’ thinking for themselves. Provides little
supervision of students’ activitics with clients.
O ‘ 1 /.2: .
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C. Testing/Evaluation

1. Evaluation Development and Administration - Develops and administers tests or
other methods for measuring student achievement, and informs students of evalu-
ation procedures and criteria.

5 Exceptional

4 Very Good

3 Acceptable

2 Marginal

1 Unacceptable

Develops tests or other procedures that utilize different item
forms or data collection efforts which not only are congruent
with the instructions being evaluated but which also tap students’
strengths.  Attends workshops aimed at improving evaluation
methods. Elicits and considers students’ input regarding evalua-
tion format. Conducts reliability and validity studies of evalu-
ation procedures.

Carefully weighs different measures to ensure that evaluation
data gathered is congruent with course objectives. Provides
comfortable conditions for evaluations. Allows adequate time for
test completion or assignments. Ensures that evaluation proce-
dures are reliable and valid.

Uses a variety of methods besides tests for assessing student
achievement/performance. Uses statistical methods of analysis
when appropriate.  Discusses methods of evaluation with
students.

Develops and uses tests to measure students’ achieve-
ment/performance. Informs students of procedures to be used.

Utilizes subjective methods insufficient to assess students’
achievement/performance. Fails to inform students about evalu-
ation procedures.

2. Feedback to Students - Provides results and critiques tests and other evaluations,
records scores and corrections,

5 Exceptional

4 Very Good

ERIC
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Provides immediate feedback to students by reviewing tests or
performance during class following administration. Grades and
returns evaluations the next class day. Provides explanatory
comments (on evaluation) to clarify answer. Critiques test in
class, adjusts scores when appropriate. Allows students opportu-
nities to defend their answers or opinions if appropriate.
Provides information from test analysis to students.

Usually returns evaluations/assignments by the next class
session. Explains scoring procedure. Reviews all items, adjust-
ing for errors in scoring. Informs students of the range of scores
and the appropriate descriptive statistics.

140




3 Acceptable

2 Marginal

1 Unacceptable
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Usually returns tests/assignments within one week. Answers any
student questions. Does not review every item. Clarifies areas of
confusion and reteaches if necessary.

Returns evaluation results before next evaluation with little
explanation of scores and no critique. Allows students with
questions to come by office or stay after class. Records scores.

Feedback from evaluations is delayed. Fails to provide evalu-
ation results before next evaluation. Neglects to regularly inform
students of their progress during the course.

3. Final Exams ance Grades - Files copies of examinations with Dean. Following
exam schedule, computes final course grades and submits grades to Registrar.

5 Exceptional

4 Very Good

3 Acceprable

2 Marginal

1 Unacceptable

Always administers final exams according to schedule. Consis-
tently files copy of all exams with Dean of Instruction before
designated time. Computes final course grades and files these
with the Registrar before designated time. Submits grade sheets
and attendance reports for classes.

Administers final exams according to schedule. Files on time
copies of all exams with Dean of Instruction. After grading
exams, computes final course grades and submits appropriate
documents to Registrar before designated time.

Administers final exams usually adhering to schedule. Files
copies of all exams with the Dean of Instruction. Submits course
grades to Registrar by designated time.

Administers final exams, other than during exam schedule. Fails
to file copies of exams on time with the Dean of Instruction.
Usually submits course grades to Registrar on time.

Administers little, if any, final evaluation procedure. Usually
submits final course grades to Registrar late.

4. Pre and Post Clinical Conferences (Emergency Medical Technician-EMT) -
Conducts pre and post clinical conferences to determine value of clinical experi-
ences to students and assesses student progress.

5 Exceptional
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Effecuvely uses clinical conferences as a way to know each
student personally. Provides an atmosphere of professionalism.
Is available for discussing clinical issues at times other than
regular conference hours. Encourages students’ self-appraisal of
their clinical performance. Uses clinical evaluations as a medium

Pt
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4 Very Good

3 Acceprable

2 Marginal

1 Unaccepiable

to build on students’ strengths and concentrate on reducing any
deficiencies.

Makes an effort to hold pre and post coaferences in an
atmosphere of supportive learning rather than evaluation. Main-
tains a flexible format in conferences in order to accommodate
for any unforeseen situations that may occur. Actively assists
students in discovering how to improve their decision-making
skills.

Conducts necessary pre and post conferences. Encourages
student input, offers support, gives advice, and redemonstrates
skills when necessary. Thoroughly explains and follows through
on clinical objectives. Demonstrates an acute interest in
stuaents’ perceptions of clinicai experiences. Accepts sugges-
tions for improvernent.

Conducts pre and post conferences as necessary to evaluate
previous clinical experiences. Uses conferences to make assign-
ments. Allows student feedback regarding their experiences.

Uses pre and post conferences chiefly for assignment purposes.
Meets with students infrequently. Limits student input. Fails to
critically evaluate feedback or consider alternate action.

D. Student Affairs

1. Advising - Assists students in cours= selection and career planning. Refers
students to proper resources for personal counseling.

S Exceptional

4 Very Good

? Acceptable

ERIC
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Guides students to discover their own career goals and directions.
Refers students to knowledgeable persons in area of career
interest. Exhibits concern for students with personal problems
and refers them for personal counseling. Contacts advisees who
fail to attend sessions with faculty advisor.

Maintains communication with counselors rey 'rding possible
programs to meet students’ career or personal necds Zxhibits
genuine professiona! interest in individual students and their
mental health.  Maintains confidentiality in all counseling
matters.  Keeps advisees informed of all commitments to
program.

Uses planned student program of study provided by the counselor
to help advisee plan quarterly and/or yearly schedules. Exhibits
knowledge of college and community resources for personal
counseling and refers students appropriately.

10y




2 Marginal

1 Unacceptable
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Agrees 1o serve as student adviscr when requested.  Assists
students in course selections. Is difficult for students to locate
faculty meniber.

Fails to work with students on course selections. Recommends
that studemis seek help elsewhere. Is generally unavailable to
students for career planning.

2. Extracurricular Activities - Serves as a club sponsor for student organizations
and participates in special campus activities.

5 Exceptional

4 Very Good

3 Acceprak’:

2 Marginal

I Unacceptable

Surveys student population to determine interests or needs not
being met. Initiates and/or sponsors new school-wide activities
and events. Organizes new student groups, publicizing and
encouraging participation. Actively participates in extracurricu-
lar activities or events.

Sponsors or takes leadership role in a student club or organiza-
tion. Engages in extracurricular activities or events as club spon-
sor. Encovrages faculty and student participation in campus-
wide events.

Sponsors events that involve student. and faculty. Participates in
campus-wide extracurricular activities or events.

Attends special campus-wide events occasionally.  Assists with
club or organization; if recessary, provides minimal leadership.

Exhibits little interest in or information about student activities.

Rarely attends special events. Fails to assist studgent organiza-
tions.

3. Job Placement - Writes letters of recommendation and ctherwise assisting in job
placement as requested.

S Exceptional

4 Very Good

ERIC
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Promptly writes letters of rccommendation matching students’
knowledge, skills, and abilities against requirements of particular
Jobs. Uses a wide variety of possible sources of career informa-
tion. Calls and makes periodic visits to piospective employers to
locate job opportunities.

Writes letters of recomimendation, taking to account students’
abilities. Uses various sources of career information. Contimi-
ously updates job announcements. Relays pertinent information
to appropriate personnel.

-
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3 Acceptable

2 Marginal

1 Unacceptable

Writes letters of recommendation upon request.  Posts job
announcements and makes oral announcements to groups of
students in related fields where applicable.

Writes requested letters of recommendation after some delay.
Posts job announcements where applicable.

Refuses to write letters of recommendation for students. Lacks
knowledge about area job opportunities.

E. Administration

1. Personal Office Schedule - Maintains office hours and posts and adheres to
personal schedule.

5 Excepiional

4 Very Good

3 Acceptable

2 Marginal

! Unacceprable

™)

Develops and posts a meticulous schedule. Adheres to time and
duties specified on schedule. Posts whereabouts if not able to
meet schedule. Always is prompt for classes and appointments.
Routinely works on campus more than the 35 hours per week
minimum.

Develops and posts a detailed schedule. Usually follows sched-
ule as posted. Meets classes and appointments on time. Works
35 hours or more per week on campus.

Posts schedule as required. Usually follows schedule and can be
located when needed. Meets classes on time. Maintains 35 hours
on campus per week minimum.

Post schedule which denotes general rather than specific duties in
blocks of time. Generally adheres to schedule. Is sometimes late
for class. Usually maintains a minimum of 35 hours on campus
per week.

Fails to post hours and/or schedule. Difficult to locate during
office hours. Arrives for class late. Works less than the 35 hours
on campus per week minimum.

Administrative Kesponsibilities - Performs adnunistrative support tasks and

carries out official policies.

5 Exceptional

ERIC
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Handles administrative responsibilities in an exemplary manner.
Exceeds required or expected administrative performance stan-
dards. Analyzes data from reports and makes recommendations.
Assists in the development of policies. Contributes to the devel-
« "ment of reports, forms, records, and other materials.




4 Very Good

LN

Acceptable

N

Marginal

! Unacceptable
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Consistently performs admimistrative responsibilities in a profes-
sional manner. Makes special effort always to comply with offi-
cial polices.  Carefully checks reports and other requested
materials for accuracy and usually submits them early.

Performs adnunistrative responsibilities.  Complies with official
policies. Prepares accurate reports and other requested materials
and submits them on time.

Usually performs requested admunistrative responsibilities.
Generally complies with official policies. Submuts reports and
other requested materials occasionally late or improperly
prepared.

Neglects to perform required administrative  responsibilities.
Acts contrary to official policies. Subnuts late or poorly prepared
reports and other requested materals.

3. Supply Economy - Conserves expendable supplies and accounts for and takes care

of equipment.

S Exceptional

4 Very Good

3 Acceptable

2 Marginal

! Unacceptable

ERIC
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Continuously practices supply economy.  Maintains accurate
inventory control records of assigned equipment. Reads techni-
cal/operator manuals and arranges for preventive maintenance.
Immediately auends to requests and follows up on needed
repairs. Considers needs of others in using item of equipment.
Always follows proper checkout and return procedures for
equipment.

Makes special etfort to economize on supplies. Maintains
inventory control records of assigned equipment. Prompily
arranges for repairs and maintenance.  Ensures that proper
checkout and return procedures are followed.

Conserves supplies. Accounts for items of equipment. Reports
needed repairs and maintenance.  Follows proper checkout and
return procedures.

Generally conserves supplies.  Can usually locate items of
equipment.  Fails to be knowiedgeable about necessary repairs
and maintenance schedules. Normally {ollows proper checkout
and return procedures.

Wastes supplies.  Is undccountable for loses or damages in
equipment. Neglects o follow proper checkout and return pro-
cedures.

o
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4. Interpersonal Communications - Communicates and interfaces with colleagues
and administration both on a one-on-one basis, in faculty committees, and in other

group settings.

5 Exceptional

4 Very Good

3 Acceptable

2 Marginal

I Unacceprable

Assumes proactive leadership role in all types of situations by
providing innovative solutions and inspiration to others. Carries
out and follows up on assignments. Resolves conflicts even in
stressful situations. Is highly regarded and influential among
colleagues.

Assumes leadership role with individuals and groups. Attempts
to resolve problems amicably. Carries out assignments promptly.
Establishes effective and productive relationships ~ with
colleagues.

Works effectively with individuals and groups. Attends neces-
sary meetings.  Offers suggestions 1o problems.  Willingly
accepts and carries out special assignments.  Assumes collegial
role.

Usually works with individuals and attends meetings. Accepts
and carries out special assignments when required.  Conflicts
with colleagues are rare.

Refuses to work with individuals. Absent from required meet-
ings. Refuses assignments. Is occasionally indifferent, antago-
nistic, or disruptive. Conflict with colleagues occur.

F. Professional Development

1. Independent Self-Improvement - Keeps informed of new information relating to
subject area, including better teaching methods and techniques.

5 Exceptional

4 Very Good

ERIC
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Maintains professional membership(s) and may hold a leadership
position within a professional organization.  Reads and
researches information from professional journals. Initiates
research projects in area of specialty. Holds appropriate terminal
degree. Pursues academic work beyond the terminal degree.

Maintains membership(s) 1n a piofessions! orgamazation. Secks
new sources of information and uses resources of organization to
enrich knowledge of subject matter or techniques of instruction.
Confers with faculty members in other schools, universities, or
research institutions. Progresses toward attaining appropriate
terminal degree.

- »
IR

-
-
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3 Acceptable  Seeks information in subject areas and keeps updated on latest
developments in subject area or in related field. Holds appropri-
ate master’s degree in current subject area. Makes progress
toward one year of advanced study in subject arca. 3

2 Marginal Reads material available through college in subject areas and in
field of education. Holds appropriate master’s degree in subject
area of instruction.

I Unacceptable Does little or no independent reac.ng in subject area or teaching
methods. Makes little or no progress toward eliminating noted
deficiencies in subject area or in teaching methods and tech-
niques.

2. Classes and Workshops - Participates in programs, workshops, and classes to
maintain credentials and competencies in subject area.

5 Exceptional ~ Orgamzes and/or leads special in-service programs or workshops
in subject area. Stimulates interest in new area for possible study
which addresses an identified need.

4 Very Good  F.epares and/or presents a segment of a workshop or program in
subject area. Maintains professional credentals.

3 Acceprable  Auends and actively participates in programs, workshops, and
classes designed for maintaining credentials and competencies.

2 Marginal Participates in only those classes or programs mandatory for
maintaining credentials.

I Unacceptable Refrains from participating in in-service programs, worhshops, or
advanced study to maintain credentials and competencies in
subject area.

G. Community Service

1. Extension - Serves as a resource person in area of expertise for community organi-
zations, businesses, or special events.

5 Exceptional  Provides major leadership for public service activities, commu-
nity businesses, and organization upon request. Advises area
businesses of possible services. Actively serves on organiza-
tional boards for special events or programs. Takes responsibil-
1ty for special events in area of expertise. Analyzes area needs
for possible new programs or events. Submits informative and

O 15}‘:}
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|
timely news releases regarding relevant educational information ‘
and opportunities. |

\

4 Very Good ~ Promotes and carries out public service activities. Serves on
orgamzational boards for special events or programs. Submits
informative and timely new releases regarding relevant educa-
tional information and opportunities. Provides education to the
public by writing newspaper articles on subjects of general
interest and submitting them for approval.

3 Acceptable  Carries out public service activities. Makes formal presentation
in area of expertise to lccal clubs and organizations when
requested. Provides information to media when appropriate to
publicize programs or special events.

2 Marginal Will usually attend community programs and share information
in mea of expertise. Submits necessary information to media
when requested.

I Unacceptable Avoids participation 1n public service or eatension programs.
Neglects to provide information to media when appropriate.

2. Community Relations - Represents the institution and contributes to the welfare

of the community through participation in civic affairs.

5 Exceptional  Projects an eatreni=ly positive image of the nstitution. Serves in
a leadership capacity in several different areas of community life.
May serve as chairperson for special events. Acts as stimulus for
new ideas for improving quaiity of community hfe.

4 Very Good Is an asset to the institution.  Maintains interest in several aspects
of community life, taking a leadership role in at least one.

3 Acceptable Positively represents the institution.  Attends some community
events, providing a supportive role in special area of interest.
Carries out responsibilities when asked.

2 Marginal Is not particularly idenufied with the mstitution.  Attends some
community events.

I Unacceptable: Projects ¢ negative image of the institution. Exhibits Inttle or no
interest or involvement 1n community activities.

O
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3. Continuing Education Instruction - Teaches contnuing education classes, keeps
special groups updated on Emergency Medical Technician (EMT) standards, and
teaches skills and competencies to health professionals.

S Exceptivnal

4 Very Good

3 Aceeptable

2 Marginal

I Unacceptable

ERIC
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Works with area health professionals to develop new courses or
revise old ones. Works on regional, state, or national committees
to evaluate current teaching requirements and maintenance of
credentials. Develops and teaches innovative and state-of-the-art
material in classes. Communicates latest EMT standards.

Writes letters, sends out brochures, or otherwise communicates
with former students, clinical units, and college administration to
keep them apprised of current EMT standards. Develops and
teaches up-to-date information in classes.

Plans and teaches classes for health professionals to keep them
proficient in EMT skills and competencies, in addition to teach-
ing the required classes.

Teaches the required min:mum hours of continuing education
classes in order to maintain EMT credentials.

Teaches less than the minimum number of hours of continuing
education classes to maintain EMT credentials.
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PERFORMANCE
APPRAISAL FORM

T

I— |

Southern Union State
PART!  IDENTIFICATION dunior College |
Name Rating Scale Key
Posy n _Library Techmcian E] Fails to Meet Job Requirements

Rating Period From To

Rater Name

Rater Title

@ Fully Meets Job Requirements
E] Moets Job Requirements with

Department

Oisuncuon

Date Employed

Exceeds Job Requirements

Essenuaily Meots Job Requirements

PART Il RATING SCALES FOR MAJOR RESPONSIBILITIES
A Physicial Processing PCT 35% RATING o a a a a
Creating and maintaining revords, and correctly performing COMMENTS
related tasks needed to facilitate locating and obtaining library
materials.
8 Ciiculation pCT 20% RATING o a a o a
Carry ng out prescribed procedures, and accurately maintaining COMMENTS
recceds regarding the borrowing of books and other materials
by library users.
C  Acquisition PCT 15% RATING a o & & a
Ordering and receiving books, periodicals, and other materals, COMMENTS
and accurately maintaining records
D Reference PCT 10% RATING a a a a a
Assisting library users by providing information services, COMMENTS
answering questions, assisting 1n locating hibrary materials, and
integrating informetion into cataloging system,
E Cataloging and Clessification PCT 10% | RATING 0o 0 a4 & o
Aewnm?' compiling informaticn and properly entering COMMENTS
classifications of library materials, and integrating information
into cataloging system,
F. Genera! and Administrative PCT 10% RATING A a a 4 &
Carrying out administrative support services and aCtivities 1n COMMENTS
accordance with institution policies and procedures
0 7 3 4 s
G A,’Ej % _JTT'NG I8 ‘_- AQ 0 0 a
COMMENTS
Q ~o-
ERIC 150
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PART Il RATING SCALES FOR MAJOR RESPONSIBILITIES

155

A INSTRUCTIONAL PLANNING AND PREPARATION (10%) Rating

1 2 3 4 5
1. Course Development B | B |
2. Instructional Preparation D
3. Clinical Preparation {Nursing) D D
4. Chimcal Planning (EMT) D D H ﬂ

Comments

B INSTRUCTION

(50%) Rating

Schedule and Attendance

Method of Instruction

Presentation of Instruction

Student Evaluation

Pre and Post Clinical Conferences (Nursing)
. Chnical Instruction {Nursing)

DO d WN =

PO0O0o00 |-

[OC00O0 |-

i

Comments

C TESTING/EVALUATION (10%) Rating
1 2 3 4 5
1. Evaluation Development and Administration D Q
2. Feedback to Students
3. Final Exams and Grades |
4 Pre and Post Clinical Conferences (EMT) [_] [’]
Comments
D. STUDENT AFFAIRS (10%) Rating
1 2 3 4 5
1. Advising 0 O
2 Extracurricular Activities ] O
3 Job Placement [ ]
Comments
o E\n |
L

ERIC
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E ADMINISTRATION (10%) Rating
1 2 3 4 5
1 Personal Office Schedule
2, Administrative Responsibiliies
3 Supply Economy E]
4 Interpersonal Communications ﬂ |
Comments
F PROFESSIONAL DEVELOPMENT (5%) Rating
1 2 3 4 5
1 Independant Self-Improvement O 034d
2 Classes and Workshops ﬂ D D
Comments
G COMMUNITY SERVICE (5%) Rating
1 Extension

2 Community Relations
3 Contmuing Education Instruction (EMT)

Comments

PART IV OBJECTIVES
ACHIEVEMENT OF PERSONAL AND PROFESSIONAL (INCLUDING DIVISIONAL) OBJECTIVES

OBJECTIVES NEXT REVIEW PERIOD

ERIC 16y
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PARTV  PERFORMANCE DISCUSSION AND SUMMARY
DESCRIBE THE FACULTY MEMBER'S STRONG POINTS

DESCRIBE ANY AREAS OF WEAKNESS

DESCRIBE ANY SPECIFIC ACTIONS NEEDED 7O IMPROVE PERFORMANCE

SUMMARIZE OVERALL PERFORMANCE AS DETERMINED IN YOUR JOINT DISCUSSION

PART Vi SIGNATURES

This report 1s based on my observation and
knowledge of both the faculty member and the

job.
My signature inriicates that | have reviewed this
appraisal. It doe s not mean that | agree with the
Division Charr Date results
Dean of Instruction Date Facuity Member Date

El{llC 6.
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Exhibit 5

Exhibit 5 is a set of behavioral observation scales for the same faculty position. In
this case the individual is observed and rated on a five-point Lihkert-type scale as to the
frequency of the observed behavior. In completing the appraisal, the department head
circles 1 if the individual has engaged in the behavior 0-64 percent of the ume, 2 if 65-
74 percent, 3 if 75-84 percent. 4 if 85-94 percent, and 5 1f 95-100 percent. A total score
is determined by summing the responses to all behavioral items.
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Behavioral Observation Scale (BOS) for Appraising Facully
A. Performance Dimension of [nstructio wal Planning and Preparation

Assumes a leadership role 1n divisional planming meetings and other aspects of
curriculum development.

Almost Never 1 2 3 4 5 Almost Always
Shares responsibilities 1n divisional planning meetings regarding course develop-
ment.

Almost Never 1 2 3 4 5 Almost Always
Makes valid suggestions regarding course offerings and/or modifications of current
offerings.

Almost Never ] 2 3 4 5 Almost Always

Serve; as a resource person in specialty area to colleagues.

Almost Never 1 2 3 4 5 Almost Always
Updates and submits course ontlines (syllabr) on time to Dean’s office.

Almost Never ] 2 3 4 5 Almost Always
Suggests way to improve current course/program offerings.

Almost Never 1 2 3 4 5 Almost Always

Selects and uses textbooks that currently reflect the latest technology and practices
in the field.

Almost Never 1 2 3 4 5 Almost Always

Develops, maintains, and previews additional resources, such as films or tapes for
reference, timing, and quality.

Alinost Never 1 2 3 4 5 Almost Always
Utilizes a variety of teaching methods and aids.

Almost Never ] 2 3 4 5 Almost Always
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Develops outlines and notes which cover the key concepts of the course objectives.
Almost Never 1 2 3 4 5 Almost Always
Presentations are implemented emphasizing key concepts.
Almost Never 1 2 3 4 5 Almost Always

Comprehensively integrates lecture, etc. with textbook and/or other relevant
curricular materials.

Almost Never 1 2 3 4 5 Almost Always

Lectures are planned to promote inquiry ana aecision-making skills among students
in order to solve problems.

Almost Never 1 2 3 4 5 Almost Always
Instructional times is opumally planned for benefit of students.

Almost Never ] 2 3 4 5 Almost Alwavs

Arrives for class prepared with necessary materials for classroom instruction.

Almost Never 1 2 3 4 5 Almost Always

Meets regularly with clinical staff or head nurse.
Almost Never 1 2 3 4 5 Almost Always

Interactions with facility staff reflects a mutual respect and appreciation of the
clinical facility and nursing program.

Almost Never ] 2 3 4 5 Almost Always

:mplements strategies to improve and facilitate optimal clnical experiences for
students.

Almost Never ] 2 3 4 5 Almost Always
Critically assesses students’ progress with the clinical program.

Almost Never ] 2 3 4 5 Almost Always

Arranges and modifies clinical experiences in order to ensure that students’ needs
are being met.

Almost Never 1 2 3 4 5 Almost Always
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Possesses indepth knowledge of the facility's system.

Almost Never 1 2 3 4 5 Alimost Always
Follows facility’s routine, procedures, and regi...* ons 1 clinical programs.

Almost Never 1 2 3 4 5 Almost Always
Acts as a facilitator to clinical staff in updaung plans for clinical expenences.

Almost Never 1 2 3 4 5 Almost Always
Corducts meetings with SUPETVIS0rs in clinical facility to plan assignments,
exp riences, and schedules in order to promote students’ overall development and
at.ainment of course objectives.

Almost Never ] 2 3 4 S Almost Always

Monitors student progress throughout the quarter by encouraging feedback from
supervisors on students’ performances and eaperiences.

Almost Never 1 2 3 4 5 Almost Always
Modifies experiences or assignments of students as deemed necessary.
Almost Never ] 2 3 4 5 Almost Always

Promotes and actively works toward mamntaining 4 program that ensures students
of positive clinical experiences.

Almost Never 1 2 3 4 5 Almost Always
Assesses how clinical experiences and assignments are meeting students’ needs.
Almost Never 1 2 3 4 5 Almost Always

Acknowledges input from students as o possible way to mmprove chnical
experinees.

Almost Never |

[}
)
o
wn

Almost Always

Total _

Q 16;}
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Performance Dimension of Instr uction
Meeis class as scheduled.

Almost Never ] 2 3 4 5 Almost Always
Conducts class for full time period as scheduled.

Almost Never ] 2 3 4 5 Almost Always
Encourages attendance throughout the quarter.

Almost Never ] 2 3 4 5 Almost Always
Records daily attendance,

Almost Never 1 2 3 4 5 Almost Always
Accepts teaching assigniments willingly as scheduled.

Almost Never 1 2 3 4 5 Almost Always
Notifies students in advance if class will be cancelled.

Almost Never ] 2 3 4 5 Almost Always
Makes alternate arrangements 1f class is not to meet.

Almost Never ] 2 3 4 5 Almost Always
Uses a variety of methods, aids. and resource people as part of presentations,

Almost Never ] 2 3 4 5 Almost Always
Establishes and teaches to clearly 1dentified ubjectives.

Almost Never ] 2 3 4 5 Almost Always
Demonstrates mastery and comprehensive knowledge in subject area.

Almost Never ] 2 3 4 5 Almost Always
Encourages student involverment and participation.

Almost Never

] 2 3 4 5 Almost Always
Stimulates and maintains student interest.

Almost Never |

2 3 4 5 Almost Always

N
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Involves students 1n presentations.

Almost Never 1 2 3 4 5 Almost Always
Assists students outside of class

Almost Never 1 2 3 4 5 Almost Always
Lectures are presented at an appropriate volume, tone, and rate of speech.

Almost Never 1 2 3 4 5 Almost Always
Demonstrates exceptrional verbal communications/rapport with students.

Almost Never 1 2 3 4 5 Almost Always
Gains students’ attention within the fir:t five nunutes of ¢lass.

Almost Never 1 2 3 4 5 Almost Always
Instructional style is praised by students.

Almost Never 1 2 3 4 5 Almost Always
Wher needed, modifies instructional style in order to maintain students” attention.

Almost Never ] 2 3 4 5 Almost Always
Students gain essential information.

Almost Never 1 2 3 4 ) Almost Always
Assists administration in developing adequate student evaluation procedures.

Almost Never 1 2 3 4 5 Almost Always

Serves wo a resource person or eahibits lcadership i develeping or refining student
evaluation procedures.

Almost Never ] 2 3 4 5 Almost Always

Attends workshops and conducts research in the area of student evaluations of
faculty.

Almost Never ] 2 3 4 R Almost Always
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Administers student evaluations according to established procedures.

Almost Never ] 2 3 4 5 Almost Always
Reviews results and uses student feedback to improve teaching.

Almost Never ] 2 3 4 5 Almost Always
Administers alternative forms of student evaluations, in addition to the administra-
tion’s quarterly evaluations in order to achieye more personal and specific feedback
from students regarding course and faculty performance.

Almost Never ] 2 3 4 5 Almost Always

Conducts pre and post conferences m a non-threatening  student-oriented
atmosphere.

Almost Never 1 2 3 4 5 Almost Always
Uses objective of the day to relate theory to pracuce.
Almost Never ] 2 3 4 5 Almost Always

Facilitates students’ learning by integrating subject matier knowledge and theo y in
practical application.

Almost Never ] 2 3 4 5 Almost Always

Elicits student input regarding clinical experiences and analysis of the day’s
activities.

Almost Never ] 2 3 4 5 Almost Always
When necessary, suggests possible clinical applications to students.
Almost Never ] 2 3 4 5 Almost Always

Uses post conferences to follow up on concepts inttoduced during the pre
conference.

Almost Never ] 2 3 4 5 Almost Always
Assumes the role of a group leader in conducting pre ¢nd post conferences.

Almost Never ] 2 3 4 ) Almost Always
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Maintains a flexible format in conferences 1n order to address unforeseen situations
that may occur.

Almost Never 1 2 3 4 5 Almost Always
Expectations inciude a sophisticated level of active student participation.

Almost Never 1 2 3 4 5 Almost Always
Demonstrates expertise in clinical a:ea.

Almost Never 1 2 3 4 5 Almost Always

Uses constructive time management techniques.

Almost Never 1 2 3 4 5 Almost Always
Demonstrates an up-to-date comprehensive hnowledge base of clients’ medical
regimens.

Almost Never 1 2 3 4 S Almost Always

Organizes the clinical environment to maxinuze efficient/effective service delivery.
Almost Never 1 2 3 4 5 Almost Always
Establishes an atmosphere of higher-order inquiry among students.
Almost Never 1 2 3 4 ) Almost Always

Monitors/supervises students’ activities with clients by clanfying, verifying, and
amplifying students’ assessments of the clinical situation.

Almost Never 1 2 3 4 5 Almost Always
Encourages students’ to discover answers on own, but provides answers if
necessary.

Almost Never 1 2 3 4 5 Almost Always

Observes all invasive procedures and medications.
Almost Never 1 2 3 4 5 Almost Always

Total _____
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C. Performance Dimension of Testing/Evaluation

Uses a variety of methods besides tests for assessing  student achievement/
performance.

Almost Never ] 2 3 4 5 Almost Always
Attends workshops to learn state-of-the-art in test and measurement techniques.

Almost Never ] 2 3 4 5 Almost Always
Elicits and considers students” input regarding evaluation format.

Almost Never 1 2 3 4 ) Almost Always
Assigns weights to assessment measures congruent with course objectives.

Almost Never ] 2 3 4 S Almost Always
Allows adequate time for test completion or assignments.

Almost Never ] 2 3 4 5 Almost Always
Provides appropriate physical environment/conditions for evaluations.

Almost Never ] 2 3 4 5 Almost Always
Conducts reliability and validity studies of evaluation procedures.

Almost Never ] 2 3 4 5 Almost Always
Uses statisuical methods of analysis in evaluations.

Almost Never 1 2 3 4 5 Almost Always
Discusses methods of evaluation with students.

Almost Never ] 2 3 4 5 Almost Always
Returns students’ tests/assignments within one week.

Almost Never ] 2 3 4 5 Almost Always
Provides explanatory comments (on ey aluation) to clarify appropriate response.

Almost Never ] 2 3 4 5 Almost Always

El{lC l‘;'J
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Critiques tests in class.

Almost Never 1 2 3 4 3 Almost Always
Answers student questions regarding evaluations.

Almost Never 1 2 3 4 5 Almost Always
Adjusts test scores to reflect actual credit earned when appropriate .

Almost Never 1 2 3 4 5 Almost Always
Allows students opportunities to defend their answers or opinions.

Almost Never 1 2 3 4 5 Almost Always
Explains scoring procedures for evaluations.

Almost Never 1 2 3 4 5 Almost Always

Informs students of the range of scores and the appropriate descnptive analysis.

Almost Never 1 2 3 4 5 Almost Always
Provides clarification of test items which students questior:.

Almost Never 1 2 3 4 5 Almost Always
Administers final exams according to schedule.

Almost Never 1 2 3 4 ) Almost Always
Files copies of all exams with the Dean of Instruction

Almost Never 1 2 3 4 5 Almost Always
Submits course grades to Registrar by designated time

Almost Never 1 2 3 4 5 Almost Always

Conducts pre and post conferences 1 a professional atmosphere.

167

Almost Never ] 2 3 4 5 Almost Always
Is available 0 discuss <hinseal issues at times other than at regular conference
hours.

Almost Never 1 2 3 4 5 Almost Always
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Encourages students’ self-appraisal of their clinical performance.
Almost Never 1 2 3 4 5 Almost Always

Uses clinical evaluations as a medium to build on students’ strengths while
concentrating on reducing any deficiencies.

Almost Never 1 2 3 4 5 Almost Always
Assists studens in learning techniques to improve their clinical decision-making
skills.

Almost Never 1 2 3 4 5 Almost Always

Encourages student input, offers support, gives advice, and redemonstrates skills
when necessary to promote students’ progress.

Almost Never 1 2 3 4 5 Almost Always
Explains and follows through on clinical experiences.

Almost Never 1 2 3 4 5 Almost Always
Accepts suggestions for improving clinical experiences.

Almost Never 1 2 3 4 5 Almost Always
Provides an atmosphere of supportive learning rather than evaluation.

Almost Never 1 2 3 4 5 Almost Always

Accommodates for any unforeseen situations by ccnducting conferences within a
flexible format.

Almost Never 1 2 3 4 5 Almost Always
Conducts clinical conferences to promote personal student-faculty relationships.

Almost Never 1 2 3 4 ) Almost Always

Total
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D. Performance Dimension of Student Affairs

Guides/counsels students to discover their own career goals and directions.
Almost Never 1 2 3 4 5 Almost Always

Maintains communications with counselors regatding possible programs to meet
students’ career or personal needs.

Almost Never 1 2 3 4 S Almost Always

Uses planned student program of study provided by the counselor to help advise
plan quarterly or yearly schedules.

Almost Never ] 2 3 4 5 Almost Always
Agre s to serve as student advisor as requested.

Almost Never ] 2 3 4 5 Almost Always
Refers students to knowledgeable persons in area of career interest.

Almost Never ] 2 3 4 5 Almost Always
Demonstrates a professional interest in students’” mental health.

Almost Never 1 2 3 4 S Almost Always
Refers students for personal counseling when counseling 1s warranted.

Almost Never ] 2 3 4 5 Almost Always
Maintains confidentiality in all counseling matters.

Almost Never ] 2 3 4 5 Almost Always
Exhibits knowledge of college and community resources for personal counseling.

Almost Never ] 2 3 4 S Almost Always
Continuously informs advisees of responsibilitics and commitments to program.

Almost Never 1 2 3 4 S Almost Always
Assumes a leadership role 1n a student club or organization.

Almost Never ] 2 3 4 5 Almost Always
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Sponsors extracurricular events that involve students and faculty.

Almost Never 1 2 3 4 5 Almost Always
Participates in campus-wide extracurricular activities or events.

Almoest Never ] 2 3 4 5 Almost Always

Actively encourages faculty and student participation ir: camipus-wide events.

Almost Never ] 2 3 4 5 Almost Always
Identifies student interesis and needs not currently addressed in extracummicular
activities.

Almost Never ] 2 3 4 5 Almost Always

Initiates new school-wide programs or organizes new student groups that further
meet the interests and needs of the student population.

Almost Never ] 2 3 4 5 Almost Always

Writes letter of recommendation matching students’ knowledge, skills, and abilities
against requirements of a particular job.

Almost Never ] 2 3 4 5 Almost Always
Uses various sources of career information to locate Job opportunities.

Almost Never ] 2 3 4 5 Almost Always
Calls and visits prospective cmployers to identify potential new job opportunities.

Almost Never 1 2 3 4 5 Almost Always
Routinely updates and immediately posts job announcements.

Almost Never ] 2 3 4 ) Almost Always
Informs students of job opportunities in their field of cndeavor.

Almost Never ] 2 3 4 N Almost Always

Total
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E. Performance Dimension of Adminstration

Develops and posts detailed schedute.

Almost Never 1 2 3 4 5 Aimost Always
Adheres to schedules as posted.

Almost Never ] 2 3 4 5 Almost Always
Posts whereabouts 1f not 1n office during scheduled office hours.

Almost Never 1 2 3 4 ) Almost Always
Meets classes and schedules at designated time.

Almost Never ] 2 3 4 5 Almost Always
Routinely works on campus more than the 35 hours por weeh minimum.

Almost Never ] 2 3 4 ) Almost Always
Con.istently performs administrative responsibilities in a professional manner.

Almost Never 1 2 3 4 S Almost Always
Exceeds required or expected administrative performance stancards.

Almost Never 1 2 3 4 5 Almost Always

Prepares accurate reports ar.d other requested materials as requested.

Almost Never 1 2 3 4 5 Almost Always
Submits reports on time and completes other adnanmstrative support tashs as
scheduled.

Almost Never ] 2 3 4 5 Almost Always
Complies with official policies.

Almost Never ] 2 3 4 5 Almost Always
Analyzes data from reports and makes recommendations.

Almost Never ] 2 3 4 5 Almost Always
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Assists in the development of official policies, reports, forms, etc.

Almost Never ] 2 3 4 5 Almost Always
Coniinually practices supply economy.

Almost Never 1 2 3 4 5 Almost Always
Notifies appropriate authority when certain expendable supplies are low.

Almost Never 1 2 3 4 5 Almost Always
Maintains accurate inventory control records of assigned equipment.

Almost Never 1 2 3 4 5 Almost Always
Follows proper checkout and return procedures for equipment.

Almost Never ] 2 3 4 5 Almost Always
Follows preventative maintenance schedules for equipment.

Almost Never ] 2 3 4 S Almost Always

Reports ond immediately arranges for repairs and maintenance.

Almost Never ] 2 3 4 5 Almost Always

Assumes a proactive leadership role in situations by providing innovative solutions
to problems.

Almost Never ] 2 3 4 5 Almost Always

Is viewed as a facilitator by colleagues and other admunistrators.

Almost Never ] 2 3 4 ) Almost Always

Maintains a professional and productive zclationship with colleagues.

Almost Never ] 2 3 4 5 Almost Always

Attempts to resolve conflicts amicably aimong individuals and groups.

Almost Never ] 2 3 4 5 Almost Always

Promptly performs and follows up on assignments and commutments.

Almost Never 1 2 3 4 5 Almost Always
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Attends necessary meetings.
Almost Never 1 2 3 4 5 Almost Always

Total

F. Performance Dimension of Professional Development

Maintains membership(s) in a professional organization 1n area of specialization.

Almost Never 1 2 3 4 5 Almost Always
Holds a leadership position within a professional organization in area of
specialization.

Almost Never I 2 3 4 5 Almost Always

Reads and incorporates research from professional journals in academic work.
Almost Never i 2 3 4 5 Almost Always
Initiates research projects in specialty area.
Almost Never 1 2 3 4 5 Almost Always

Usec resources of organization to enrich personal knowledge of subjeci matter or
related techniques.

Almost Never 1 2 3 4 5 Almost Always
Pursues advanced academic coursework beyond current academic degree.
Almost Never 1 2 3 4 5 Almost Always

Maintains notarity in their field among colleagues on campus, at other institutions,
and within the state.

Almost Never | 2 3 4 5 Almost Always
Organizes and leads special in-service programs or workshops in subject area.

Almost Never I 2 3 4 5 Almost Always
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Assumes a leadership role in preparing/presenting a segment of a worhshop or in-
service program.,
Almost Never ] 2 3 4 5 Almost Always
Maintains professional credentials.
Almost Never ] 2 3 4 5 Almost Always

Attends and actually participates in programs, worhshops, uand classes designed for
maintaining credentials and competencies.

Almost Never ] 2 3 4 5 Almost Always

Total __

G. Performance Dimension of Community Service

Provides major leadership for public service activities, commumty businesses, and
organizations upon request.

Almost Never ] 2 3 4 5 Almost Always

Performs public service activitics through formal presentations to local clubs and
organizations in area of expertise.

Almost Never ] 2 3 4 5 Almost Always
Actively serves on orgamizational boards for special events or programs.

Almost Never ] 2 3 4 5 Almost Always
Analyzes community needs for possible new programs or events.

Almost Never ] 2 3 4 5 Almost Alwavs

Submits informative and timely news releases publicizing educational information,
activities, and opportunities.

Almost Never ] 2 3 4 5 Almost Always

Projects an extremely positive image of the institution within the community.

Almost Never ] 2 3 4 5 Almost Always
Q
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Contributes 10 the aelfare of the community by participating i civic affaurs.
Almost Never ] 2 3 4 5 Almost Always
Takes a leadership role in at least one civic organmization.
Almost Never 1 2 3 4 5 Almost Always
Acts as a stimulus for new 1deas to promote the welfare of the community.
Almost Never ] 2 3 4 5 Almost Always

Works with area health professionals to develop new courses or revise old ones in
the area of continuing education.

Almost Never ] 2 3 4 5 Almost Aiways

Works on regional, state, or national committees to evaluate current teaching
requirements and maintenance of credentials.

Almost Never ] 2 3 4 5 Almost Always
Teaches innovative, state-of-the-art information in continuing educaton classes
Almost Never 1 2 3 4 S Almost Always

Communicates the latest Emergency Medical Technician (EMT) standards to
various health professional groups, former students, clinical units, and college

ardministrators.
Almost Never ] 2 3 4 5 Almost Always
Total
Performance Dimensions for Appraising Faculty Totals

A. Instructional Planning and Preparation -

Professional Development

B. Instruction

C. Tesung/Evaluation

D. Student Affairs

E. Administration -
F.

G.

Community Service -

Overall Faculty Performance Total
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Appendix B: Checklist for Legal Requirements*

This appendix addresses the major considerations involved in validaung a perfor-
mance appraisal system using a content validity strategy It is 1n the form of a checklist
for meeting minimum legal requirements. It 15 not a comprehensive guide to conduct-

ing in-depth or quantitative studies.

*The Checklist for Legal Requirements was developed by James A. Buford, Jr. and

Bettye B. Burkhalter, Auburn University, AL 36849.
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Checklist for Legal Requiremants

Requirements

Authority

How Addressed

Determine 1f content validity strategy 1s
appropriated

"Umitorm Guidelines,” Sec 14 (C) (1)

A content validity strategy is appropriate for
procedures designed to measure observable
work behavior(s) or work product(s)

Avoid procedures based on traits or contstructs
such as "intelligence, apttude, personality,
common sense, judgement, leadership and
spatial abihty.”

Uniform Guidelines, Sec 14 (C) (1) Wade v
Mississippr Cooperative Extension Service, 372
F Supp. 126 (1974), TEPD 9186

No direct measurement of traits or constructs
should be built into the system A trait may.
however, be inherent in a job related behavior
or outcome

“There should be a job analysis which includes
an analysis of important work behavior(s)
required for successful job performance and
their relative importance and if the behavior
results tn a work product analysis of the work
product(s)”

"Uniform Guidelines,” Sec 14 (C)(2)Greenspan
v Automobile Club of Michigan, 22 FEP 195
(1980) Albermarle FPaper Co v Moody, US
Supreme CourtNos 74-389 and 74-128, 10 FEP
Cases 1181, 1975

Job analysis should be conducted tur each job
Relative importance of job domains, or task
areas, should be established during jub analysis
Frequency and cnticality of tasks should be
established during job analysis

"A (performance appraisal) procedure designed
to measure work behavior may be developed
specihically from ihe joo or joo anaiysis in
question "

"Unmiform Guidelines " Sec 14 (C) (3)

Domains indentified :n job analysis can be
defined in terms of acceptable level of job
pertormance

or

Tasks or duties which are similar can be
grouped together to form criterion areas

8L1
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Checklist for Legal Requirements (continued)

Requirements

Authority

How Addressed

“To demonstrate content validity, a user should
show that the behaviors demonstrated in the
(performance appraisal) procedures are repse-
sentative of behavior(s) work product(s) of the
job™”

"Uniform Guidelines,” Sec 14 (C) (4)

Performance crniteria shouid developed for
critical and important duties in each domain and
weighted 1n accordance with the overall
importance of the domain

“The manrer and seting of the (performance
appraisal) procedure should closely approxi-
mated the work situation.”

“Uniform Guidelires,” Sec 14 (C) (4)

Performance cntena shouid be described in
terms of actual job conditions

The performance appraisal process should be
administered under controlled and standardized
conditions

Bnto v Zia Company, 478 F 2d 1200 (1973}

A performance appraisal instrument should be
developed The instrument should facihitate the
rating process and be keyed to both the critena
and method Provisions should be made for
weighting the ratings according to the rules of
combination Indentification, comments. and
signatory sections should be included

A report or memorandum of how the system was
developed should be prepared

Vulcan Pioneers, Inc v New Jersey Department
of Civi Service. 588 F Supp 732 (D CNJ 1984)
"Uniform Guidehines,” Sec 15 (C)(1-9)

A content validity report should be prepared
Thisreportshould inciude as a mimimum user(s),
location(s}), and date(s), job analysis - content
of the job. performance appraisal procedure and
its content, relationship between performance
appraisal procedure and the job, alteraative
procedures investigated, uses and applications,
contact person, accuracy and compieteness

Developed by James A Buford, Jr and Bettye B. Burkhalter (1988), Auburn, University, Alabama 36849
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