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ABSTRACT
Employees from two major companies in British Columbia responded

to a questionnaire on the fairness of performance appraisals. On the basis
of performance abpraisal research and justice research, five dimensions were
predicted to be important to the perception of a fair performance appraisal:
1) Employee Participation in the Appraisal Process; 2) Goal-setting for the
Employee's Job; 3) Apﬁraiser's Knowledge of Employee's Job and Performance
Level; 4) Job Relevance of Appraisal Areas; and 5) Frequency and Follow-up
of Appraisals, It was also predicted that employee appraisal outcomes would
be positively related to employee perceptions of appraisal fairness.

Questionnaires were distributed to 300 management and professional
employees from each of the two companies, resulting in 183 responses from
Company One (a financial institution) and 214 from Company Two (a company in
the public service industry). The questionnaire was composed of questions
on demographic background, appraisal procedures in the Ideal Situation in a
company, appraisal procedures in the Real Situation in the employee's
company, and the results of the employee's most recent appraisal.

The Ideal and Real Situations were factor analysed for each company.
The following three factors were confirmed for both the Ideal and Real
- Situations: 1) Employee Participation in the Appraisal Process; 2) Goal-
setting for the Employee's Job; and 3) Apbraiser's Knowledge of Employee's
Job and Performance Level. It was concluded that these three dimensions may
be basic to employee perceptions of fairness in the performance appraisal
process and therefore, may be important in the design of performance
appraisal systems to increase employee acceptance of the system and the
appraisal results. The three basic factors were the only ones produced by
the analysis of responses to the Real Situation. In contrast, analysis of

the Ideal Situations resulted in additional factors to the three basic ones.
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The differences between the Real and Ideal Situation results are accounted
for in terms of the differences in the nature of the two types of ratings.
Highly significant positive correlations were found between the results
of the employees' appraisal, the overall fairness of the appraisal system,
and the Real variables for both companies, suggesting that favorable
ratings are positively related to perceptions of fair appraisal procedures
in an employee's company. Three demographic variables - age, number of
years with the company, and number of years in position - were highly
correlated with both the Real and Ideal variables for Company Two, but not
for Company One. Several possible explanations for these relationsﬁips are
discussed. Because both companies used a modified Management By Objectives

appraisal system, the findings are limited to systems of this type.
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I. INTRODUCTION

Most research in the area of performance appraisal systems has
concentrated on the psychometric aspects (validity and reliability) of
performance measures (Landy & Farr, 1980). Although it has been suggested
that employee opinions of the appraisal system may be equally important to
the system's long-term effectiveness, this is a much less researched area
(Lawler, 1967). The present study examines one aspect of employee opinions
of performance appraisal - perception of fairness. The major purpose of
-this study is to empirically examine the dimensions of perceived fairness in
the appraisal process.

The term "performance appraisal" has not always been used in a
consistent way. The basic goal of performance appraisals is to focus on
job-related performance (Baron, 1983). Therefore, the clearest and simplest
definition of performance appraisal is a rating of "how well an employee
performs the job currently assigned" (Sibson, 1983, p. 23). Sibson states
that the following activities may also be included in the performance
appraisal process: performance evaluation (actions to improve performance of
currently assigned duties), potential rating (the potential of each person
to assume higher level responsibilities), and potential evaluation
(activities to develop employees for future identifiable responsibilities),

The above activities may all form part of the appraisal process but care

must be taken to keep them separate since each has a different purpose. By
Sibson's definition the performance appraisal system consists of all the
interrelated methods by which a company reviews its employees' performance.
When an organization constructs a performance appraisal system, two
main decisions must be made: what to measure and how to measure it., The

purposes of the appraisal (administrative decision making and/or employee



feedback) and the organizational structure of a company will greatly
influence the final criteria selected. In spite of differences between
appraisal systems, some researchers have proposed general standards for
selection of performance appraisal criteria. Baron (1983) proposes that all
performance appraisal criteria should be: 1) reliable, 2) realistic, 3)
representative of the job as a whole, 4) acceptable to employees, and 5)
measurable, The present study is concerned with criterion number four -
employee acceptance of performance appraisal criteria. In relation to it,
Baron (1983) asserts ''we expect evaluations to be fair - to be based on job-
related performance, not upon the way we look or upon a manager's selective
memory" (p. 239). Thus, perceived fairness of performance appraisal
criteria was selected as an essential component of employee acceptance of
performance appraisal, and singled out for investigation.

The following sections review the literature relevant to perceived
fairness of performance appraisal systems. This review includes both

justice research and organizational research.

Review of Justice Research

Support for perceived fairness.as an important aspect of the the
appraisal process can also be found in research on justice. Justice research
has mainly focused on courtroom settings. The parallels between the outcome
in a court of law and a performance appraisal decision are quite clear: both
involve a review of evidence or information on a person; both involve a
formalized decision making system; and both involve a decision or judgement
by an authority figure involving an area deeply important to the person
being judged or rated. There are of course differences between the two as
well., For instance, a court case tends to be resolved in an all or nothing

fashion (e.g. guilty or innocent of a specific criminal charge) whereas the



result of a performance appraisal involves much finer ratings. However,
the similarities merit an examination of justice research.

Two general types of justice or fairness have been distinguished in the
literature: distributive justice and procedural justice. Distributive
justice refers to an individual's perception that the outcome of a judgement
is fair (Walker, Lind and Thibaut, 1979). Some authors use the term
distributive justice to refer only to outcomes involving the distribution of
resources, usually money. In the present study distributive justice is used
in the general sense to refer to the consideration of any judgement outcome.
Procedural justice refers to an individual's perception that the procedures
-used to reach an outcome are fair (Thibaut & Walker, 1975). Outcome
satisfaction refers to an individual's satisfaction with the outcome
resulting from a judgement.

It has been proposed that perceptions of procedural justice have a
direct influence on perceived fairness of outcome. Specifically, the
research of Thibaut and Walker (1975) on simulated courtroom procedures
found that court rulings following from the adversarial approach are
perceived as fairer than the nonadversary procedures, even when the verdict
is identical. Recent simulated court studies by Walker, Lind, and Thibaut
(1979) and Lind, Walker, Kurtz, Musante, and Thibaut (1980) lend further
support to the above finding. In contrast, Tyler (in press) in a field
study on courtroom procedures found that only distributive justice ratings
were significantly related to outcome fairness perceptions, and that
procedural justice ratings were related only to approval of courts in
general. It should be noted that the latter study involved fairness ratings
of court rulings on traffic violations by the individuals who had actually

made the violations. Therefore, the difference between the field study and



the simulated courtroom studies could be the result of whether the outcomes
directly affect the individual making the fairness judgement -- that is,
whether the individual is a participant in or merely an observer of the
situation being judged.

Support for the above interpretation is found in attributional
interpretations of perceived justice (Cohen, 1982). According to this
perspective "potential injustices become "actual" injustices to the person
only if and when the discrepancy between actual and deserved outcomes is
attributed to something other than the actor's own behavior" (Cohen, 1982,
p. 125). It has generally been found that actors (participants) tend to
attribute the causes of their own outcomes to environmental influences,
whereas observers attribute the causes of the same outcomes to the actor's
own behavior (Arkin & Duval, 1975; Nisbett, Caputo, Legant, & Maracek,
1973). Therefore, the same outcome for an actor could be viewed as fair by
an observer (attributed to the actor's own behavior) and viewed as unfair by
the actor himself (attributed to external causes such as the judgement
system). Thus, according to this perspective actors (participants) would be
expected to focus on the outcome and its favorableness to themselves in
making fairness judgements and observers would be expected to be more
influenced by other factors such as the pfocedures used to reach the
outcome.

There has been a considerable amount of justice research concerned with
the relationship between personal outcomes (those directly affecting the
individual) and perceived fairness. The results of these studies have been
inconsistent. The majority of research in this area has concerned cases
where individuals are the allocators of outcomes (generally involving money)
between themselves and some other(s). Some findings from these allocation

studies have supported the hypothesis that fairness judgements are



independént of personal outcomes (Kahn, Nelson, Gaeddert, and Hearn, 1982;
Leventhal and Lane, 1970; Reis and Gruzen, 1976), and others have supported
the hypothesis that fairness judgements are directly linked to how favorable
the personal outcome resulting from it is to the individual making the
judgement (Greenberg, 1978; Greenberg 1981). These studies involved
requesting the allocators to make a decision on how to allocate the reward
fairly between themselves and other(s) after the performance of some
specified task.

The studies which found that decisions on fair allocations were
uninfluenced by personal outcomes all involved publicly made decisions.
Kahn et al. (1982) have argued that studies on such publicly made decisions
must consider another type of personal outcome - that concerned with social
rewards (increases in esteem, status and liking from others in the group).
According to the above perspective the subjects were still making fairness
decisions which maximized their own personal outcomes in terms of social
rewards. Kahn et al., (1982) further assert that economic and social
rewards are not independent but are often negatively related., Since in most .
laboratory situations the economic rewards are quite low, it would be
expected that social rewards would predominate over economic ones. When
fairness decisions were privately made, allocators made decisions which
maximized their own economic rewards.

To summarize, based on a review of the justice literature two main
points regarding fairness perceptions can be made, First, that perceived
fairness of process (procedural justice) appears to be a major determinant
of satisfaction with the fairness of the system (e.g. court system,
appraisal system) and possibly with the judgement outcome. Secondly, the

favorableness of personal outcomes (those directly affecting the individual)



may determine the individual's perception that the judgement outcome is

fair, especially if they are made in private.

Dimensions of Fairness

Some indication of specific dimensions important to the perceptions of
a fair performance appraisal can be drawn from both organizational research
on appraisal systems and justice research. Two organizational studies on
the appraisal process (Dipboye & de Pontbriand, 1981; Landy et al., 1978);
are considered especially relevant to the present study and are detailed in
the following paragraphs.

In a study involving 474 professional employees working in a research
and development organization (50% of the sample surveyed), Dipboye and de
Pontbriand (1981) found that perceived favorability of the appraisal was
positively correlated with employees' opinions of their most recent
appraisal and the appraisal system. The above finding matches the justice
research findings that fairness opinions are directly linked to personal
profit or loss outcomes. This study also found that three perceived process
attributes (employee participation, discussion of job plans and objectives,
and job relevance of appraisal areas) were positively correlated with
employees' acceptance of their most recent appraisal and the appraisal
system. The above finding parallels the justice research finding that
perceived fairness of process is related to satisfaction with the judgement
outcome and the system., The three aforementioned process attributes are
“included in the current study as possible dimensions of a fair performance
appraisal. The authors concluded that actions on the part of the supervisor
to enhance the perception of these three process attributes may increase
employee acceptance of the appraisal result and the appraisal system.

Unfortunately, the researchers do not mention what specific measure of



empioyee acceptance (e.g. fairness, satisfaction) was utilized in the study.
The authors also report that the systems of appraisal varied between the
different departments involved in the study, but do not report whether any
differences in-employee perceptions were found for the different appraisal
systems.

The results of the Landy et al. (1978) study are of particular interest
to the present study because the researchers utilized perceived fairness as
the sole measure of employee opinion. The subjects were 711 managerial and
professional employees in the production division of a large manufacturing
organization (75% of the sample surveyed). The performance appraisal system
utilized was a Management by Objectives type. The following four process
variables were found to be significant positive correlates of perceptions of
fairness and accuracy of appraisal: 1) performance is frequently appraised;
2) supervisor is familiar with the subordinate's level of performance and
job duties; 3) supervisor identifies goals to elimimate performance
weaknesses; and 4) subordinate receives the opportunity to express opinions
during appraisal. The authors concluded.that "the results indicate that
perceptiohs of fairness and accuracy of performance evaluation are
significantly related to process variables." They also observe that the
causal implications of the above relationship cannot be inferred.

To summarize, the Landy et al. (1978) study and the Dipboye and de
Pontbriand (1981) study suggest five process dimensions which may be
important to the employee perceptions of fairness in performance appraisal.
Two dimensions, Employee Participation in the Appraisal Process and Goal-
setting for the Employee's Job, are supported by both the above studies. A
number of organizational studies have indicated the importance of Employee

Participation in determining perceived fairness or satisfaction with the

*



appraisal process (Greller, 1975; Hillery and Wexley, 1974; Wexley et al.,
1973). Additional support for this dimension comes from procedural justice
research which indicates the importance of participation on perceived
fairness of procedures (Folger, 1977; Greenberg and Folger, 1983; Houlden,
LaTour, Walker and Thibaut, 1978; Musante, Gilbert and Thibaut, 1983).
Support for Goal-setting as a fairness dimension derives from numerous
organizational studies which have found that goal-setting is associated with
increased work satisfaction and/or productivity (Burke, Weitzel and Weir,
1978; Locke, Cartledge and Knerr, 1970; Ronan and Latham, 1973; Wexley and
Nemeroff, 1975). The remaining three dimensions of fairness in the
performance appraisal process are supported by either the Landy et al.
(1978) or the Dipboye and de Pontbriand (1981) studies. The Appraiser's
Knowledge of the Employee's Job and Performance Level, and the Frequency and
Follow-up of Appraisals dimensions are supported by the former study; and
the Job Relevance of Appraisal Areas dimension is supported by the latter

study.

The Present Study

The present study sought to examine the impact of the five dimensions
of fairness outlined above on the perceived fairness of performance
appraisal by assessing the attitudes of employees from two different
companies, A different approach from that of Dipboye and de Pontbriand
(1981) and Landy et al. (1978) was employed. Whereas, the above studies
arbitrarily assumed what the dimensions of fairness were, and then used
single item measures of these dimensions to discover which ones correlated
highly with perceived fairness in performance appraisal, the objective of
the current study was to empirically examine what dimensions compose

perceived fairness. This method involved the creation of a questionnaire,



and the use of factor analysis. The present study appears to be the first
to examine employee fairness perceptions of the appraisal process in this
manner,

In the present study, employees' perceptions of both "Ideal" and "Real"
performance appraisals were examined. In addition, the study examined
employees' opinions regarding their most recent appraisal outcome and the
overall appraisal fairness of the appraisal system. The Ideal Situation was
considered the most important one for discovering the perceived fairness
dimensions of the appraisal process, because if there were common
perceptions of fairness they would be expected to show up in the
hypothetical situation. In contrast, it was expected that variation between
companies in appraisal systems would cause employee perceptions of their own
company (Real Situation) to differ more across companies. A positive
relationship between personal outcomes and perceived fairness of process
also was expected (see Greenberg, 1978; Greenberg, 1981; Cohen, 1982 and
Dipboye and de Pontbriand (1981). This relationship was predicted to be
strongest for the Real Situations, because of evidence of a direct link
between personal outcomes and fairness perceptioﬁs of the system utilized in
determining those outcomes,

The specific hypotheses concerning employee perceptions of fairness in
the performance appraisal process were as follows. Five basic dimensions
were predicted to be important to the perceptions of a fair performance
appraisal:

1. Employee Participation in the Appraisal Process.

2. Goal-setting for the Employee's Job.

3. Appraiser's Knowledge of Employee's Job and Performance Level.

4, Job Relevance of Appraisal Areas.



5. Frequency and Follow-up of Appraisals,
A positive relationship between personal outcomes and perceived fairness of
process was also predicted, and this relationship was expected to be
stronger for fairness perceptions in the Real Situation than in the Ideal

Situation,
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ITI. METHODS

Subjects

The original subject sample consisted of 300 management and
professional employees from each of two major companies in British Columbia,
comprising a total of 600 subjects. The final subject sample consisted of
183 employees from Company One and 214 employees from Company Two who chose
to participate in the study. The composition of the final sample by sex was
100 males and 76 females for Company One, and 128 males and 79 females for
Company Two. Seven subjects from each of the two companies did not specify
their sex. Other demographic characteristics of the final sample are

summarized in Table 1.

Questionnaire

A self-report questionnaire was designed to elicit employee perceptions
of fairness in performance appraisal. Some of the questionnaire items were
adapted from similar studies (Burke et al, 1978; Landy et al, 1978; Dipboye
& de Pontbriand, 1981), but most were composed by the researcher in )
consultation with an expert in the field of performance review. Twenty
questions out of a total of 86 were negatively worded (e.g., "An employee's
appraiser does not need to have a good knowledge of that employee's duties™)
to control for the possibility of an acquiescent response set bias. A
discrete Likert scale of seven points with descriptive anchors was utilized
for the question responses. The questionnaire is reproduced in Appendix A.

There were four sections to the questionnaire. The first section
covered the following demographic characteristics: length of time in present

position, length of time with company, age, and sex. The second and third

sections each contained 39 questions on the procedures and format of
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Table 1

Demographic Composition of the Sample in the Two Companies

Company One Company Two
Characteristic X S.D. Low/High X S.D. Low/High
Value Value
Age * 3.32 1.17 1.00/7.00 4,32 1.63 1.00/9.00

No. years with company 5.97 3.21 0.83/14.00 11.77 7.63 0.75/39.00

No. years in position 2.50 1.98 0.17/10.00 3.78 3.49 0.08/22.00

* Age was coded in nine groups ranging from under 25 yrs. (group 1)
to over 60 yrs. (group 9) in intervals of 5 years. The mean age
for Company One is closest to group 3 (30 - 34 yrs.), and for

Company Two is closest to group 4 (35 - 39 yrs.)
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performance appraisals. The questions in these sections are identical
except that the second section was worded in the third person and applied to
a hypothetical Ideal situation, while the third section was worded in the
first person and applied to the Real situation in the employee's company.
The order of the questions in these two sections was randomized., The Ideal
section was placed before the Real section in the questionnaire since the
Ideal situation was considered the main focus for eliciting fairness
dimensions. The 39 questions sampled the five hypothesized fairness
dimensions of: 1) Employee Participation in the Appraisal Process (nine
items); 2) Goal-setting for the Employee's Job (eleven items); 3)
Appraiser's Knowledge of Employee's Job and Performance Level (eight items);
4) Job Relevance of Appraisal (seven items); and 5) Frequency and Follow-up
of Appraisals (three items). An additional question on whether salary
increases should be dependent on appraisal results was also included in
sections two and three since this was considered a basic issue in
performance appraisals. The fourth section contained three questions on the
employee's experiences with his/her most recent appraisal results, and a

question on the overall fairness of the company's appraisal system.
Procedure

Two companies in British Columbia were approached and agreed to
participate in the study. The two companies involved were a financial
institution and a company in the public service industry. Both companies
utilize a modified Management By Objectives system of performance appraisal.
In this system standard job responsibilities as well as individual
objectives for the position are appraised. Employee development plans (for

performing job responsibilities or meeting objectives) are covered in a
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separate section of the appraisal form. Both systems had been in place for
approximately one year,

The participants were randomly selected from the management and
professional sector of the two companies. Company One utilized a table of
random numbers to select a sample of 300 employees from a total of
approximately 850 management and professional employees. Company Two used a
random selection of employee Social Insurance Numbers to obtain a sample of
300 employees from a total of approximately 2500 management and professional
employees. |

Questionnaires were distributed through the inter-office mail system of
the companies. Each subject received a questionnaire with a covering letter
giving directions and explaining the particulars of the study, along with a
preaddressed envelope. Copies of the covering letters used are given in
Appendix B. 1In addition, the participants received a company memo
explaining that their organization had agreed to cooperate with the study.
Employees completed the questionnaire anonymously and mailed their responses

directly to the experimenter.

Scoring

The seven categories of responses on the Likert scale were converted to
numerical ratings from one to seven. All questionnaire items were scored so

that a high score (close to seven) reflected a positive response and a low

score (close to one) reflected a negative response to an item considered
important to a fair performance appraisal. In keeping with this scoring

strategy, answers to negatively worded questions were transformed.

14



Missing Data

A total of 184 questionnaires were completed by Company One and 215
questionnaires were completed by Company Two. One questionnaire from each
company was too incomplete to include in the sample, thereby leaving a final
sample of 183 from Company One (61%Z of the total sampled) and 214 from
Company Two (71% of the total sampled). No single questionnaire item in the
final sample had more than 14 missing responses. This was not considered
substantial for a sample of 397. The frequency of responses for each
duestionnaire item are given in Appendix C. Estimates of the missing data
were calculated by a two step regression procedure in which the highest two
predictors of each questionnaire item were utilized to estimate missing

responses (Dixon, 1981).
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IT1I. RESULTS

Summary Statistics

Appendix C lists the means and other descriptive statistics for each
questionnaire item, Appendix D lists the correlation matrices for the

questionnaire items on the Real and Ideal Situations for each company.

Factor Analyses

A least squares factor analysis with orthogonal varimax rotation was
performed separately on the Ideal and Real variables for the two companies.
Nonorthogonal oblique rotations were also performed on the factor solutions.
However, the patterns of factor loadings were not clarified by this
procedure and therefore, oblique rotations were not utilized in the final
analyses. Common factor analysis was utilized because the major focus of
this study was to account for the correlations between the questionnaire
items. Seven factor analyses (yielding factor solutions for one through
seven factors) were performed on the Ideal and Real variables for the two
companies. The final number of factors chosen was based on the
interpretability of the factors and an examination of plots of the decrease
in the root mean square residual correlation for the different factor
solutions., This resulted in a selection of four factor analytic solutions -
one for the Ideal and Real Situations for each of the two companies.

The factor loadings of these four factor analytic solutions are listed
in Tables 2, 3, 4 and 5. The variables (questionnaire items) in these
tables are grouped according to the five hypothesized dimensions or factors
of fairness. Factor loadings over .30 were considered interpretable. The
highest loading on a factor is highlighted with an asterisk (*) and

secondary loadings are highlighted with an apostrophe ('). The decimals in
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the loadings were removed for ease of interpretation. Figures 1, 2, 3 and 4
give the Inside-out plots (variable loadings on the rotated factors) for the
four factor analytic solutions. The Inside-out plots should demonstrate
simple structure because varimax rotation is designed to yield simple

structure (i.e. maximize the high and low factor loadings) in the factors.

Real Situation: Company One

A three factor solution was chosen for the Real Situation in Company
One. Table 2 lists the variable loadings on each of the three factors and
Figure 1 gives the Inside-out plot for the factor solution. All three
factors closely approximated the predicted factors. Based on the pattern of
factor loadings, the factors were given the following labels and

descriptions.

Factor I - Employee participation in the appraisal process

The variables loading highest on this factor concerned the presence of

opportunities to discuss all aspects of the employee's job and the

encouragement of the employee to express his/her opinions on the issues

being discussed during the appraisal.

Factor II - Appraiser's knowledge of employee's job and performance
level

The variables loading highest on this factor concerned the appraiser's

knowledge of the employee's job and the skills required to perform the

job, as well as the appraiser's knowledge of the employee's performance

level,

Factor III - Goal setting for the employee's job

The variables loading highest on this factor concerned the review of

17



Table 2

Factor Loadings for Company One: Real Situation

Goal Setting for the Employee's Job

2. Goals for my job are not discussed during my appraisal.

3. Progress on any previously set goals for my job are
reviewed during my appraisal.....ccecsevecvscsesscccncncocs

26. All plans for self-impovement established during my
performance appraisal, are directed towards developing
my skills and abilities to meet the requirements of my
current PosSitioN...ccecesecvsvecnsrsesrencrosencacssonannans

15. The development of a personal plan to help me accom-
plish specified goals for my job is part of my performance
BPPraisal..esceecccsioecrcetrsacetsscancncressasasosovocasns

16. When personal plans (referred to in the above question)
are made, they aren't necessarily related to my perform-
ance weaknesses....... cesesensescsecttttatenraesocsarsoonas

28. My personal development needs are discussed during
my performance BpPraisal....ccceseeiecicecscccescacsonsanen

9. Possible means of self-improvement which I could take
in my current position are not discussed during my
performance appraisal....cecececcseserecssacssscsscssssnses

33. Any plans or objectives for my job are established and
mutually agreed upon by my appraiser and myself.......c....

36. My appraiser and I agree on my duties............. cenve

17. Possible actions which I could take to improve per-
formance in my present position are discussed during my
performance appraisal............. teesesessseenrsretrsrsers

11. Possible ways in which my opportunity for promotion
could be improved are not discussed during my performance

= ) T

Job Relevance of Appraisal Areas

22. How well I get along with fellow workers and subor-
dinates is not a part of my appraisal..eceesseccenccacncacs

34. My performance appraisal is based on specified
performance standards for mY POSition..c.cceesessvesnssesnans

38. My performance is appraised according to previously
established responsibilities, standards and goals......eses

10. I am not asked about my homelife and other aspects of
my life outside of the work setting during my performance

BPPraisal.e..seeceeeescnncssscscssanscnssrscassassnnnssannse

21. I am not appraised on personal characteristics and
behaviors which do not affect my level of performance......

24. The skills and abilities on which I am appraised are
relevant to my job

DR R R R R R R R I N PP i IS

8. My current job performance is appraised separately
from my potential PerformanCe......ceveeecenssvncscscoccnsse

18

Factor

1
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32"

40*

28

27
41%

49%

18
14

23
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44*
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Factor
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42%

33"

23

24
20

35

13

34 %

-12
25

29

Factor
111

41%*

59 %

29

50%

-11

51%

59 *
32"

24

58 *

51 *

-19
20

29

28

-11



Table 2 continued

Frequency and Follow-up of Appraisals Factor Factor Factor
I 11 111

23, My formal appraisals are connected to informal
meetings between my appraiser and I which take place '
through-out the entire year......cceveciinccconcecesncsnnse 40 8 48*

13. Discussion and review of my performance is a contin-

uous process, not one which occurs only during my formal
performance appraisal.....ccceeenann

32. My performance is formally appraised at least once per

20 4 -3

YEBT.eveovanans oMt ea sttt et aeeetaaeaatarasnnacnsonnens
Unclassified
31. My salary increases are tied to the results of my 25 9 1

performance appraisalsS.c.icesicsccsescstscatcssctcnaccnscnne

Employee Participation in the Appraisal Process

37. There is ample opportunity to discuss all aspects of *«

my job during my appraisal....... 71 23 29
29, Overall company goals are not discussed during my T .
performance appraisal..s..ecceecscessessessonsoasansnessancs 10 21 Lbx
12. The goals of my department are discussed during my t oS
performance appraisal.eccsieecieceeceeerencssscecseracsrsanan 2 39 45
30. I am encouraged to express my opinions on how my 68 s 8 28

duties could be more efficiently performed.....c.cveesccvan

19. T am given the opportunity to state my side of all the 68 % 13 14
issues discussed during my performance appraisal...........

20. The results of my performance appraisal are not sk
discussed with me afterwards........cccce.. csesevensrsnacen T 44 10 19
6. I am given the opportunity to express my feelings -
during my performance appraisal......... cesersecesasresneee 54 = 24 11
4. My appraiser does not ask for my opinions about

problems With mY Jobuseeeeessseeesceesssesescocosasstsonanse T 53 * 28 24
18. i i

8. I have a clear understanding of the reasons behind 55 % 27 22

the appraisals I receive....ciessesssscescssssosencsssosncs

19



Table 2 continued

Appraiser's Knowledge of Employee's Job Fa;tor

and Performance Level

S. More than a single appralser is involved in determin-—
ing the outcome of my performance appraisal

P R P

7. My appraiser has excellent personal knowledge of my
performance level in my current position...icveeeececesaces

i. My appraiser is familiar with all phases of my work....

27. My performance appraisal takes into consideration
contributions I've made beyond my formal job duties........

25. My appraiser has a good understanding of the skills
required to perform my job

L R R R RN

35. My appraiser has observed my performance under both
routine and pressure conditions..........

14. My appraiser is not my direct (next level) supervisor.. T

39. My appraiser does not have a good knowledge of my T

position's duties.........ceu...

sssesessecessnavsesssccrasn

27
23

50 *

18

32"

35"

T = questions that were transformed when scored

20

Factor
I1

74 *

33"

86 *

47 %

22
57%

Factor
I11

16

24
18

27

13

-1
16
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previously set job goals, the discussion of actions to improve
performance, and the development of a personal plan for accomplishing

specific job goals,

Real Situation: Company Two

A three factor solution was also selected for the Real Situation in
Company Two. Table 3 lists the variable loadings on each of the three
factors and Figure 2 gives the Inside-out plot for the factor solution.
These three factors are very close to the aforementioned factors for
Company One, with the highest factor loadings being identical except for two
cases which are discussed below. Based on the pattern of factor loadings

the factors were given the following labels and descriptions.

Factor I - Appraiser's knowledge of employee's job and performance level
The highest variable loadings on this factor did not differ from

Company One.

Factor II - Goal setting for the employee's job
This factor differed from Company One in that review of progress on
previously set job goals was not one of the highest variable loadings

on this factor.

Factor III - Employee participation in the appraisal process

This factor differed from Company One in that the variable concerned
with soliciting the employee's opinion about problems with his/her job

did not load highly on this factor.

22



Table 3

Factor Loadings for Company Two:

Goal Setting for the Employee's Job

2. Goals for my job are not discussed during my appraiaal.

3. Progress on any previously set goals for my job are
revieved during my appraisal.....cceececerecnncencocsnresne

26. All plans for self-impovement established during my
performance appraisal, are directed towards developing
my skills and abilities to meet the requirements of my
current PoSition....cceserecencscessaseseccassssnsscscnssne

15. The development of a personal plan to help me accom-
plish specified goals for my job is part of my performance
ApPraisal...eeccecciiactiiatttiiiestrtitctsetettcaentnanens

16. When personal plans (referred to in the above question)
are made, they aren't necessarily related to my perform-
ANCE WEAKNESSES.eeureconnonveassassssnssacsasrsacsassssssesos

28. My personal development needs are discussed during
my performance appraisal.....ceeceveiveiinnnn. ceeesseranns

9. Possible means of self-improvement which I could take
in my current position are not discussed during my
performance appraisal....ecececcsrccccscisrocasnscccssssane

33. Any plans or objectives for my job are established and
mutually agreed upon by my appraiser and myself...... renves

36. My appraiser and I agree on my dutieS......eeeeeecneses

17. Possible actions which I could take to improve per~
formance in my present position are discussed during my
performance pPPraisal.....cceecececceecererneaenncesnsnsanos
11, Possible ways in which my opportunity for promotion
could be improved are not discussed during my performance
BPPraisal. . eeercncrecnctesctncsssansosesnsnansssssaccnnces

Job Relevance of Appraisal Areas
22. How well I get along with fellow workers and subor-
dinates is not a part of my appraisal......cecoeeescsccanns

34, My performance appraisal is based on specified
performance standards for my position..... cssevesererssnens

38. My performance is appraised according to previously
established responsibilities, standards and goals..........

10. I am not asked about my homelife and other aspects of
my life outside of the work setting during my performance

BPPraisal..c.ieeeecaceccescssanscssasscsassssnsscossssstassae

21. I am not appraised on personal characteristics and )
behaviors which do not affect my level of performance......

24, The skills and abilities on which I am appraised are
relevant to My jobeseeececevscocianncanss creraens cescesecne

8. My current job performance is appraised separately
from my potential performance......cessseessecssssesnnssrss

23
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25

33
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66 *
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13

Factor
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48%

35°

25

58 %

44 *

36"

60 *

57 *

10

40"
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Factor
I1I
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Table 3 continued

Frequency and Follow-up of Appraisals Factor Factor
I 11

23. My formsal appraisals are connected to informal
meetings between my appraiser and I which take place 9 62 %
through-out the entire year...ceeeceiecececcccesnecenscennss

13. Discussion and review of my performance is a contin-
uous process, not one which occurs only during my formal

performance appraisal.....cceeeccecceciiencntcccsscncnannns 16 48*

32. My performance is formally appraised at least once per

YeBT . esersnvanaanrsas S sene e eseseetesnttecetsarttartasennen 15 - 2
Unclassified

31. My salary increases are tied to the results of my
performance appraisalsS...ceceseccccncacecsccssncsscccsnnccas 6 5

Employee Participation in the Appraisal Process

37. There is ample opportunity to discuss all aspects of

my job during my appraisal..c..cccieiccecicncscarcocccacanese 50' ‘ 38'
29. Overall company goals are not discussed during my T
Performance B8PPraisal....ceeeieiecccecsscacecnsenscesnenans 9 4L8%

12. The goals of my department are discussed during my

performance appraisal.....ceceeeeccreccenssscevnnsconcsaneas 23 46%
30. I am encouraged to express my opinions on how my ' '
duties could be more efficiently performed.....evevevanesns 32 42
19. I am given the opportunity to state my side of all the '
issues discussed during my performance appraisal........... 33 26
20. The results of my performance appraisal are not T .
discussed with me afterwards..ceecceccsosescscvoccoancsones 11 30%
6. I am given the opportunity to express my feelings 34! 24

during my performance appraisal..ceeecceeeccceeccnancnsnnss

4. My appraiser does not ask for my opinions about T

problems with my job..seeseeseesaceaccssacccnscecsscsrarans 28 51 *
18. I have a clear understanding of the reasons behind
the appraisals I receive..ecescseececsssccsoscosescsssasesas 47 * 32!

24

Factor
II1

16

14

26

23

573

17
45%
66%
23
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13
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Table 3 continued

Appraiser's Knowledge of Employee's Job Factor

and Performance Level

5. More than a single appraiser is involved in determin-
ing the outcome of my performance appraisal.......ceeeses..

7. My appraiser has excellent personal Rnovledge of my
performance level in my current poSitioN....sseveecssossoese

1. My appraiser is familiar with all phases of my work....

27. My performance appraisal takes into consideration
contributions I've made beyond my formal job duties........

25. My appraiser has a good understanding of the skills
required to perform my job

®tesrsrersssstsssesencensnresnnan

35. My appraiser has observed my performance under both
routine and pressure ConditionS......ceeeececsscocscsancnes

14, My appraiser is not my direct (next level) supervisor..

39. My appraiser does not have a good knowledge of my
POSition's dULieS...ceeeeeoncsccscsccersssraascsssassscnnns

I

75%
77 %

39!

T = questions that were transformed when scored

25

Factor

11

17

32!
25

47 *

27

37!

27

Factor
IIT

23

25

12

24
24



Variable Loading

R = Real Situation Variables
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Inside-out Plot for Company Two:

Variable Loadings on the Rotated Factors
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Ideal Situation: Company One

A four factor solution was chosen for the Ideal Situation in Company
One. Table 4 lists the variable loadings on each of the four factors and
Figure 3 gives the Inside-out plot for the factor solution. The factors
were not as close a match to the predicted factors as in the Real Situation.
However, the highest factor loadings still basically followed the predicted
factors. Exceptions to this finding are specifically mentioned in the
following factor descriptions.

Factor 1 - Appraiser's knowledge of employee's job and performance

level
The variables loading highest on this factor were the same as those

found for the Company One Real Situation.

Factor II - Employee participation in the appraisal process

The highest variable loadings were similar to those found for the
Company One Real Situation. The main difference is that two variables
concerned with discussion of job duties did not load highly on this
factor. Also, two variables from the predicted goal-setting factor
(i.e. discussion of self-improvement methods and agreement on job

plans) did load highly on this factor.

Factor IIl - The discussion of and setting of job goals

Again, the highest variable loadings were similar to those found for
the Company One Real Situation. Also, two variables from the predicted
employee participation factor (involving discussion of job duties)

loaded highly on this factor.
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Table

Factor Loadings for Company

Goal Setting for the Employee's Job

1. It is not important to discuss an employee's goals
for his/her job during the performance appraisal...........

2. Progress on any previously set goals for an employee's
job should be reviewed during the performance appraisal....

6. All self improvement plans established during perfor-
mance appraisal should be directed towards developing an
employee's skills and abilities to meet current job
requUirementS, . cvscerersessransonsesvssnrsercsensanas cerasans

16. The development of a personal plan to help each
employee accomplish specified goals for his/her job is an
important aspect of performance appraisal.......c.ceeeveenes

17. The personal plan (referred to in the above question)
doesn't need to be related to an employee's weaknesses
in performance......

L R I

19, The personal development needs of employees should be
discussed during performance appraisals...eeeececesccessess

21, It is not necessary to discuss possible means of self-
improvement which the employee could take in his/her
current position during performance appraisal.......c.se...

23. Plans or objectives for an employee's job must be
established and mutually agreed upon by an employee and
hisS/her BpPPraisSer.....c.eesseesccsaccsescoscescessoncnnssnns

32. An employee and his/her appraiser should agree on the
duties of the employee...

34, Possible actions which an employee could take to
improve performance in his/her present position should be
discussed during the performance appraisal.......eeoeeeeses

36. It is not important to discuss possible ways in which
an employee's opportunity for promotion might be improved
during the performance appraisal.

D I I

Job Relevance of Appraisal Areas

8. How well an employee gets along with fellow workers
and subordinates should not be part of his/her appraisal...

13. Employees' performance appraisals should be based on
specified performance standards for their positions........

22. Employees' performances should be appraised according
to previously established responsibilities, standards and

B0BlS..inaersnsvesecssncccsserosssancscasssessscrsosannses

26. Employees should not be asked about their homelife
and other aspects of their life outside of the work
setting during performance appraisal....eveeeecsaccancsnens

29. Employees should not be appraised on personal charac~
teristics and behaviors which do not affect their level
Of PerfOrmANCE. cevaseescscasososcsoasssassassssscnoosacsns

30. The skills and abilities on which an employee is
appraised should be relevant to the employee's job.........

33. An employee's current job performance should be
appraised separately from his/her potential performance....

28
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Table 4 continued

Frequency and Follow-up of Appraisals Factor Factor Factor Factor
I 11 III Iv

9. Formal appraisals should be connected to informal
meetings between the employee and his/her appraiser, 7 -3 19 -2
which take place through-out the entire year.......ecevev.. N

10. Discussion and review of an employee's performance
should be a continuous process, not one which occurs 30* 0 23 -14
only during formal performance appraisals......eeeeveescese

35. All employees' performance should be formally 8 18 30 * 5
appraised at leaSt ONCE PEr YeAr....e.evivseneeonserosanons’

Unclassified
12. Salary increases should be tied to the results of 21 4 26 3
employee performance 8ppraisalS......eeccesscecsssoncas N

Employee Participation in the Appraisal Process

3. There should be ample opportunity to discuss all

e
aspects of an employee's job during his/her appraisal...... 2 12 40 * 11
4. The discussion of overall company goals during an “~
employee's performance evaluation is not NECESSArY.sseessas T 3 -3 38 % -28

11. The goals of the employee's department should be -
discussed during an employee's performance appraisal....... 14 ~14 49 = - 8

15. Employees should be encouraged to express their

opinions on how their duties could be more efficiently 0 4 46 * 1
performed during performance appraisalS.......ececesecccases 1

20. Employees should be given the opportunity to state

their side of all the issues discussed during performance

=120 -5 €T 1 S 16 75 % 2 -3
24. It is not important that the results of an employee's
appraisal be discussed with him/her afterwards......ceceeee T - 4 33 * 2 -10

25. Employees should be given the opportunity to express 23 G4 * ] -5
their feelings during their performance appraisals.........

31. It is not necessary for an employee's apprai&:ﬁe; to T

ask for the employee's opinions about problems wit _
BiS/NET JOD.seuueernrssennnsenaaseanarsossossnssonnnsennsss 11 56 * 12 5
39. Employees should have a clear understanding of, the 19 21 31 % 0

reasons behind the appraisals they receive.......cieeveee.s
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Table 4 continued

Appraiser's Knowledge of Employee's Factor Factor Factor Factor
Job and Performance Level I 11 111 Iv
5. More than a single appraiser should be involved in
determining the outcome of an employee's performance
appraisal....c.ccce.. tesesssencasaecasscsrsscnne cassesasenns 4 0 5 26

7. An employee's appraiser should have excellent personal
knowledge of the employee's level of performance in his/ 45 * 17 18 -1
her current posSition......ceceveencccscssnsesccnns

14. An employee's appraiser should be familiar with all
phases of that employee's WOrk....ueueeveoeeesasssncecannee 69* 12 ].lb 5

18. Performance appraisals should take into consideration
contributions made by an employee beyond his/her formal 21 23 31 %

dutieS..ceesereocavcnces secscncne heecsesassessecacasvoraioe

23

?7. An employee's appraiser should have a good understand-
ing of the skills required to perform that employee's job.. 74 * 20 2 11

28. An employee's appraiser should observe his/her perfor-
mance under both routine and pressure conditionS........... 50 * 43 15 23

37. An employee's appraiser need not be his/her direct
(next level) SUPErViSOT....veeeessseenceoosossoaronassaasss T 28 23 - 3 =12

38. An employee's appraiser does not need to have a good
knowledge of ‘that employee's dULieS..eueeeresecsosoessonnss T 84 * 16 13 0

T = questions that were transformed when scored
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Variable Loading

I = Ideal Situation Variables
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Factor IV - Job relevance of appraisal areas

The variables loading highest on this factor concerned whether the
areas on which one is appraised are job relevant. The variables
loading highest on this factor were primarily those predicted (that is
four out of the seven predicted variables).

Ideal Situation: Company Two

A five factor solution was selected for the Ideal Situation in Company
Two. Table 5 lists the variable loadings on each of the five factors and
Figure 4 gives the Inside-out plot for the factor solution. As in the
Company One Ideal Situation, the factors were not as close an approximation
to the predicted factors as in the Real Situation. Also, a totally
unpredicted fifth factor emerged. Based on the pattern of factor loadings
the factors were given the following labels and descriptions.

Factor I - Appraiser's knowledge of and follow-up of employee's
performance

The variables loading highly on this factor were from the three
predicted factors: frequency and follow-up of appraisals, the
appraiser's knowledge of employee's job and performance level, and
goal-setting for the employee's job. The highest loading variables on
this factor were two variables concerned with follow-up of appraisals,
and one variable on personal knowledge of employee performance level.
Moderately high loading variables concerned with the actual setting of

job goals were also present.

Factor IT - Appraiser's knowledge of the employee's job

The variables loading highest on this factor were those concerned with
the appraiser's knowledge of the employee's job. These were variables
expected to load on the predicted factor appraiser's knowledge of

employee's job and performance level.
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Table S

Factor andings for Company Two: Ideal Siuation

Factor Factor Factor Factor Factor

Goal Setting for the Employee's Job

1. It is not important to discuss an employee's goals

for his/her job during the performance appraisal...........

2. Progress on any previously set goals for an employee's

job should be reviewed during the performance appraisal....

6. All self improvement plans established during perfor-
mance appraisal should be directed towards developing an
employee's skills and abilities to meet current job

requirements

16. The development of a personal plan to help each
employee accomplish specified goals for his/her job is an

important aspect of performance appraisal

17. The personal plan (referred to in the above question)
doesn’t need to be related to an employee's weaknesses

in performance........ev....

19. The personal development needs of employees should be

discussed during performance appraisals........

21. It is not necessary to discuss possible means of self-
improvement which the employee could take in his/her
current position during performance appraisal.....ceesseees

23. Plans or objectives for an employee's job must be
established and mutually agreed upon by an employee and

his/her appraiser.......eeeeeeees

32. An employee and his/her appraiser should agree on the

duties of the employee

tasesnee

“sescessecas

' 34. Possible actions which an employee could take to
improve performance in his/her present position should be
discussed during the performance appraisal

R R X EE]

36. It is not important to discuss possible ways in which
an employee's opportunity for promotion might be improved

during the performance appraisal

Job Relevance of Appraisal Areas

8. How well an employee gets along with fellow workers
and subordinates should not be part of his/her appraisal...

13. Employees' performance appraisals should be based on
specified performance standards for their positions........

22. Employees' performances should be appraised according
to previously established responsibilities, standards and

Y- - L LR R A

26, Employees should not be asked about their homelife
and other aspects of their life outside of the work
setting during performance appraisal.....cceescecacencnaccee

29. Employees should not be appraised on personal charac-
teristics and behaviors which do not affect their level

of performance...

@ssscscsesestessssssssssactenntsesane

30. The skills and abilities on which an employee is
appraised should be relevant to the employee's job.........

33. An employee's current job performance should be
appraised separately from his/her potential performance....

33

T

T

T

T

T

I

39*

-7
31'

27

12

43%

I

11

16

w

-11

16

14

28

34

I

36 *

40 *

-20

26

21
35%

42%

20

3%

-14

10

-33

v \

11 0.

-6 10

15 70%

16 64%

22 5

20 -2

14 19

st

-15 527

-12 16

13 20

15



Table 5 continued

Frequency and Follow-up of Appraisals

9, Formsl appraisals should be connected to informal
meetings between the employee and his/her appraiser,
which take place through-out the entire year.........coc....

10. Discussion and review of an employee's performance
should be a continuous process, not one which occurs
only during formal performance appraisals.............eevnn

35. All employees' performance should be formslly
appraised at least ONCE DPET YEAr...ceveessoscsssansosceasnss

Unclassified

12, Salary increases should be tied to the results of
employee performance appraisals..........

Employee Participation in the Appraisal Process

3. There should be ample opportunity to discuss all
aspects of an employee's job during his/her appraisal......

4, The discussion of overall company goals during an
employee's performance evaluation is not necessary.........

11. The goals of the employee's department should be
discussed during an employee's performance appraisal.......

15, Employees should be encouraged to express their
opinions on how their duties could be more efficiently
performed during performance appraisalS......ceceeeesccscsee

20. Employees should be given the opportunity to state
their side of all the issues discussed during performance
appraisal...c.ceeecess teeecsencsasesessssssssssansessennsons

24, Tt is not important that the results of an employee's
appraisal be discussed with him/her afterwards......... seee

25. Employees should be given the opportunity to express
their feelings during their performance appraisals.........

31. It is not necessary for an employee's appraiser to

ask for the employee's opinions about problems with
hiS/her JObuuuuieevaesoseessnsssasecssoossoccasassansassanne

39. Employees should have a clear understanding of the
reasons behind the appraisals they receive....cccasescccsss

34

Factor
I

65*

76 *

13

-4

10

25

32%

Factor
I

-11

14

32!

-10

21

11

3¢

31

Factor
III v Y

12 11 -10

9 44 * 6

5 27 2

Factor Factor



Table 5 continued' .

Appraiser's Knowledge of Employee's Job Factor Factor Factor Factor Factor

I II I11
and Performance Level v v
5. More than a single appraiser should be involved in

determining the outcome of an employee's performance

APPraiBal.c.cesieereescrcnssesorncsansscansenrncosnnscnnses -1 7 3 15 -1
7. An employee's appraiser should have excellent personal

knowledge of the employee's level of performance in his/ ’ 50% 25 -2 6 3
her current POSitiON..sceisececianenns cetescesesstesarrsanarne

14. An employee's appraiser should be familiar with all
phases of that employee's WOTK.eioosuonoasasoannnnsasanases 2 61* - 4 16 0
18. Performance appraisals should take into consideration

contributions made by an employee beyond his/her formal 37% 23 5 - 3 - 2
QUEIES . uieerecenrneeacsosuanesssasosencssasveassssssssssnnas

27. An employee's appraiser should have a good understand- * -

ing of the skills required to perform that employee's job.. 24 67 12 13 3
28. An employee's appraiser should observe his/her perfor-

mance under both routine and pressure conditions........... 30% 31= 5 11 -2
37. An employee's appraiser need not be his/her direct T 9 0 -6 -18 -2
(next level) SUPEIVISOr.ee.veseecsocesasnnes ecesssesasssne

38. An employee's appraiser does not need to have a good *®

knowledge of that employee's dutieS.ec.ceseeeessssscscsnas T 13 61 16 -3 9

T = questions that were transformed when scored
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Factor III - Discussion of job goals and personal development needs
The variables loading highest on this factor were those items from the
predicted goal-setting factor concerned with the discussion and review
of goals for the employee's job. Those variables concerned with the

actual setting of goals were not found to load highly on this factor.

Factor IV - Employee participation in the appraisal process
The variables loading highest on this factor were all from the

predicted employee participation factor.

Factor V - Mutual agreement on job standards, duﬁies and goals

The variables loading highest on this factor were concerned with
agreement between appraiser and employee on job standards, duties and
goals. These were variables predicted to load on the goal-setting
factor. Also included was a variable dealing with following the job
standards established during the appraisal. The latter variable was

expected to load on the predicted job relevance factor.

Mutiple Regressions

Each of the four Outcome variables (section four of the questionnaire)
was regressed on the 39 Ideal variables and the 39 Real variables. This
resulted in four multiple regression analyses for the Outcome variables on
the Real and Ideal variables for each company, for a total of sixteen
analyses. The results of each of the regression analyses are summarized in
Table 6. The correlation matrix for the four Outcome variables is given in
Table 7. For both companies, highly significant multiple correlations
between each of the Outcome variables and the Real variables were found. No
significant relationships between any of the Outcome variables and the Ideal

variables was found.
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Table 6

Multiple Correlations for the Outcome Variables

Regression M.C. S.M.C. Adjusted Sign. Level of
S.M.C. Adjusted S.M.C.
01 on Company One: Real 674 455 .306 .00005
02 on Company One: Real .610 .372 .201 .0005
03 on Company One: Real .620 .384 .216 .0005
04 on Company One: Real .611 .373 .202 .0005
01 on Company One: Ideal .509 .260 .058 . 1467
02 on Company One: Ideal .533 .188 -.034 .7209
03 on Company One: Ideal 545 .297 .106 .0337
04 on Company One: Ideal 410 .168 -.059 .0617
01 on Company Two: Real .788 .621 .536 .00005
02 on Company Two: Real .654 428 .300 .00005
03 on Company Two: Real 646  .418 287 .00005
04 on Company Two: Real .731 .535 431 .00005
01 on Company Two: Ideal .401 .161 -.027 .7089
02 on Company Two: Ideal 443 .196 .016 .3454
03 on Company Two: Ideal 436 .190 .008 .4058
04 on Company Two: Ideal 422 .178 -.006 .5331
M.C. = Multiple Correlation 01 = fairness of most recent appraisal
S.M.C. = Squared Multiple 02 = favorableness of most recent appraisal

Correlation

03 = fairness of company's appraisal system

04 = satisfaction with most recent appraisal
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Table 7

Correlation Matrix for the QOutcome Variables

COMPANY ONE

01
01 1.000
02 422
03 413
04 .675
Legend:

02 03 04 01
01 1.000
1.000 02 .706
.376  1.000 03 .568
674 .421  1.000 04 847
01 = fairness of most recent appraisal
02 = favorableness of most recent appraisal
03 = fairness of company's appraisal system
04 = satisfaction with most recent appraisal

39

COMPANY TWO
02 03
1.000
.363 1.000
. 702 .561

04

1.000



Three of the demographic variables (age, number of years with company,
number of years in position) were each regressed on the 39 Ideal variables
and the 39 Real variables. This resulted in three multiple regression
analyses on the Ideal and Real variables for each company - for a total of
twelve multiple regressions. The results of each of the regression analyses
are summarized in Table 8., Significant multiple correlations between age
and both the Ideal and Real variables, years in company and both the Ideal
and Real variables, and years in position and the Ideal variables were found
for Company Two. No significant multiple correlations between any of the
three demographic variables and the Ideal or Real variables were found for
Company One. This difference in regression results for the two companies is
best understood by examining demographic differences between the two
companies., Three t tests were performed to examine for differences between
the two companies on age, years in company and years in position. A highly
significant difference (p < .0005) on age, years in position and years in
company was found for the two companies.

Finally, discriminant analysis was utilized to investigate possible sex
differences in questionnaire responses (regression analysis is inappropriate
for dichotomous variables). No sex differences were found in responses for

either company.
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Table 8

Multiple Correlations for the Demographic Variable

Regression M.C. S.M.C. Adjusted Sign. Level of
S.M.C. Adjusted S.M.C,

Age on Company One: Ideal 504 .254 .050 L1776
Yrs. in Co. on Company One: Ideal . 506 +256 .053 1654
Yrs. in Position on Co., One: Ideal 472 .223 .011 L4015
Age on Company One: Real .450 .202 -.015 .5921
Yrs. in Co. on Company One: Real 471 .222 .010 L4117
Years in Position on Co. One: Real ,439 .193 -.027 .6788
Age on Company Two: Ideal 546 .299 141 .005
Yrs. in Co. on Company Two: Ideal .622 .387 . 249 .00005
Yrs. in Position on Co. Two: Ideal .554 .307 .151 .005
Age on Company Two: Real .557 .310 .155 .005
Yrs. in Co. on Company Two: Real .625 .391 «254 .00005
Yrs. in Position on Co. Two: Real b2 .196 .015 .3519
M.C. = Multiple Correlation

S.M.C. = Squared Multiple Correlation
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IV. DISCUSSION

Perception of Fairness in the Real Situation

In general, the predicted fairness dimensions or factors were more
clearly confirmed for the employees' perceptions of the Real situation in
their company than for the employees' perceptions of the Ideal Situation.
The following three predicted factors were confirmed for the Real Situation
in both companies: 1) Employee Participation in the Appraisal Process; 2)
Goal-setting for the Employee's Job; and 3) Appraiser's Knowledge of
Employee's Job and Performance Level. The majority of the variables that
loaded highly on these three factors were as predicted.

There were only two major discrepancies between the variable loadings
for the two companies. These were the review of previously set job goals
for the Goal-setting factor, and requesting the employee's opinion about
work problems for the Employee Participation factor. Both the above
variables loaded higher on the factors for Company One than on the factors
for Company Two. Considering the number of variables involved, these
differences were considered to be minor.

The Goal-setting factor for the two companies had two high loading
variables that were expected to load on the Employee Participation factor.
These variables were discussion of overall company goals and discussion of
department goals. It is apparent that these variables were incorrectly
classified and actually formed part of the Goal-setting factor.

Several of the variables from unconfirmed factors loaded on the three
confirméd factors. Two variables out of the three that were predicted for
the unconfirmed Frequency and Follow-up of Appraisals factor actually loaded
highly on the Goal-setting factor for both companies. These variables were

presence of follow-up meetings and continuous review of performance. This
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finding indicates that follow-up of appraisals was viewed as an aspect of
successful goal-setting for the employee's job. Finally, several of the
variables predicted for the unconfirmed Job Relevance factor loaded highly
on the Appraiser's Knowledge and Employee Participation factors. Most
notably, the two predicted Job Relevance variables concerned with basing
appraisals on previously established performance standards loaded highly on
the Appraiser's Knowledge factor for both companies. This finding indicates
that employees viewed these two variables as aspects of the Appraiser's
Knowledge of Employee's Job and Performance Level factor.

There were a few variables that did not load highly on any of the Real
Situation factors found for the two companies. These were as follows:

1) The Frequency and Follow-up variable that formal appraisals should
occur at least annually.

2) The unclassified variable that appraisal results should be related
to salary increases.,

3) The Goal-setting variable that personal job plans should be
related to performance weaknesses.

4) The Job Relevance variable that current job performance be
appraised separately from potential performance.

5) The two Appraiser's Knowledge variables: a) that more than a
single appraiser be involved in the appraisal and b) that the
appraiser be the employee's direct supervisor.

The aforementioned variables are good candidates for elimination in future
studies on fairness in performance appraisals.

The finding that the three Real Situation factors were very similar for
the two different companies makes a strong case for these factors comprising
basic dimensions upon which employees' experiences with the performancé
process are organized. However, replication on companies utilizing
different performance appraisal systems would be required before these

conclusions could be extended beyond companies using Management By
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Objectives type appraisal systems.

Perceptions of Fairness in the Ideal Situation

The factors found for the Ideal Situation differed more between the two
companies than those factors found for the Real Situation. This is an
especially interesting finding considering the similarities between the two
companies on the Real Situation factors and the performance appraisal
systems utilized. The Ideal Situation factors found for Company One more
closely resembled the predicted factors than did those factors found for
Company Two.

The Ideal Situation factors found for Company One were: 1) Appraiser's
Knowledge of Employee's Job and Performance Level; 2) Employee Participation
in the Appraisal Process; 3) Discussion of and Setting of Job Goals; and 4)
Job Relevance of Appraisal Areas. These factors matched the predicted
factors fairly closely. The exception was the Goal-setting factor, which
included two variables from the predicted Employee Participation factor
involving discussion of job duties. As in the Real Situation, discussion of
company goals and discussion of department goals loaded highly on the Goal-
setting factor.

The first three factors found for Company One were basically the same as
those found for the Real Situation, with the Appraiser's Knowledge factor

being the best match to a predicted factor. The fourth factor (Job
Relevance of Appraisal Areas) was also a good match to the predicted factor
with four out of seven variables loading highly on it. It should be noted
that the predicted variable for Goal-setting, which states that the
employee's personal job plan should be related to performance weaknesses,

had a high negative loading on the Job Relevance factor., The predicted
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factor of Frequency and Follow-up of Appraisals was not confirmed. Two of
the three variables predicted for this factor — performance review as a
continuous process and that formal appraisal occur at least once a year--
loaded on the Goal-setting factor. As in the Real Situation, variables
concerned with the timing aspect of appraisals (the Frequency and Follow-up
factor) loaded on the Goal-setting factor.

The Ideal Situation factors found for Company Two were: 1) Appraiser's
Knowledge of and Follow-up of the Employee's Performance 2) Appraiser's
Knowledge of the Employee's Job; 3) Discussion of Job Goals and Personal
Development Needs; 4) Employee Participation in the Appraisal Process; and
5) Mutual Agreement on Job Standards, Duties and Goals.

The three basic factors found for the Real Situation were present for
the Company Two: Ideal Situation but sometimes separated into multiple
factors. The predicted Goal-setting factor consisted of two components.
The first component (discussion of goals) formed a separate factor and the
second component (actual setting of goals) formed part of the Appraiser's
Knowledge and Follow-up factor. The above finding is similar to a finding
reported by Dipboye and de Pontbriand (1981), which suggested that
discussion of plans and objectives and actual goal-setting measure separate
dimensions of goal orientation. The predicted factor of Appraiser's
Knowledge of Employee's Job and Performance Level also formed two factors:
with the variables concerned with the appraiser's knowledge of the
employee's job forming a separate factor, and the variables concerned with
the appraiser's knowledge of employee performance level becoming an aspect
of the first factor. The fourth factor was a fairly good approximation of
the predicted factor of Employee Participation. The fifth factor was an
unpredicted factor involving mutual agreement between employee and appraiser

on job standards and the following of job standards established during
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appraisal.

The Frequency and Follow-up of Appraisals and the Job Relevance of
Appraisal Areas factors were not confirmed. All three of the variables
predicted for the Frequency and Follow-up factor loaded on other factors.
The two variables concerned with follow-up of appraisals formed a major part
of the Appraiser's Knowledge and Follow-up factor. The variable stating
that formal appraisal should occur at least once per year loaded highly on
the Discussion of Goals factor. The latter finding was also found for the
Ideal Situation in Company One. Except for the finding that the variable
concerned with following previously established job standards loaded highly
on the Mutual Agreement factor, the variables for the Job Relevance factor
did not load highly on any of the factors. It is interesting to note that
one Job Relevance variable (appraising an employee's current job performance
separately from his/her potential performance) loaded negatively on the
Discussion of Goals factor. This finding makes intuitive sense because
discussing future job goals necessarily involves considering potential
performance.

As found for the Real Situation, there were some variables that did not
load highly on any of the Ideal Situation factors for either company. These
were as follows:

1) The two Goal-setting variables: a) that all self-improvement plans
should be directed towards meeting current job requirements and b)
that personal job plans should be related to performance
weaknesses.

2) The unclassified variable that appraisal results should be
related to salary increases.

3) The two Appraiser's Knowledge variables: a) that more than a
single appraiser be involved in the appraisal and b) that the
appraiser be the employee's direct supervisor.

Four out of five of the above variables are idential to the low loading
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variables found for the Real Situation (see page 43).

Summary of Fairness Perception Findings

In summary, the same three factors found for the Real Situations were
again present for the Ideal Situations. These three factors were: 1)
Employee Participation in the Appraisal Process; 2) Goal-setting for the
Employee's Job; and 3) Appraiser's Knowledge of Employee's Job and
Performance Level. The prevalence of these three factors indicates that
they may be basic to employee perceptions of fairness in the performance
appraisal process and therefore, may be important in the design of
performance appraisal systems to increase employee acceptance of the system
and the appraisal results (Baron, 1983; Lawler, 1967).

The Ideal Situation was not as clear as the Real Situation, with two of
the three basic factors forming multiple factors for the Company Two: Ideal
Situation. Two of the above basic factors found were the predicted factors
with the most support in the organizational and justice literature reviewed
(see Introduction, pages 7 and'8). These factors were the Employee
Participation factor (Dipboye and de Pontbri;nd, 1981; Folger, 1977;
Greenberg and Folger, 1983; Greller, 1975; Hillery and Wexley, 1974; Houlden
et al,, 1983; Landy et al., 1978; LaTour et al., 1978; Musante et al., 1983;
Wexley et al., 1973) and the Goal-setting factor (Burke et al., 1978;
Dipboye and de Pontbriand, 1981; Landy et al., 1978; Locke et al., 1970;
Ronan and Latham, 1973; Wexley and Nemeroff, 1975). The finding that the
Appraiser's Knowledge of the Employee's Job and Performance Level was a
basic factor was less predictable since support for this factor came from a
single study (Landy et al, 1978).

Four variables did not load highly on any of the factors found for the

Ideal or Real Situations. These variables were: 1) the Goal-setting
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variable that personal job plans should be related to performance
weaknesses; 2) the unclassified variable that appraisal results should be
related to salary increases; and the two Appraiser's Knowledge variables: 3)
that more than a single appraiser should be involved in the appraisal and 4)
that the appraiser be the employee's direct supervisor. These four
variables are apparently not perceived as an aspect of a fair performance
appraisal and should not be utilized in future studies in this area.

Some aspect of timing in all situations was found to form part of a
Goal-setting factor. This makes intuitive sense because one would expect
successful goal-setting to be connected to the frequency and follow-up of
appraisals. The frequency variable, that appraisals occur at least once a
year, did not load highly on any Real Situation factors because in the two
companies surveyed the appraisals actually do occur once a year.

The fact that the predicted factors were not completely confirmed is
not of undue concern because the factors which emerged were interpretable
and added new information on employee perceptions of fairness dimensions in

performance appraisal.

Perceived Appraisal Outcomes and Fairness Perceptions

Highly significant multiple correlations between all four Outcome

variables (perceived favorableness of, fairness of, and satisfaction with

appraisal results, and perceived fairness of overall appraisal system) and
the Real Situation in both companies were found. No relationship between
the Outcome variables and the Ideal Situations for either company was found.
Although causation cannot be inferred, this finding is consistent with the
possibility that the perceived favorability of the appraisal is one of

the most important determinants of acceptance of the appraisal process
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(Ilgen, Fisher, & Taylor, 1979; Dipboye & de Pontbriand, 1981). The finding
that there was no relationship between these outcome variables and the Ideal
Situation variables indicates that if employee opinions are influenced by
personal outcomes on the appraisal, they do not influence what an employee
perceives would ideally be important to a fair performance appraisal.

The above finding of a relationship between fairness ratings in the Real
Situation and favorability of appraisal outcomes is consistent with
attributional interpretations of perceived justice (Cohen, 1982).

According to this perspective injustice is perceived when the discrepancy
between "actual" and "deserved" outcomes to an actor is attributed to causes
external to that actor's own behavior. Furthermore, actors (participants)
tend to attribute the causes of their own outcomes to environmental
influences, whereas observers tend to attribute the outcomes to the actor's
own behavior (Arkin and Duval, 1975; Nisbett et al., 1973). Thus, in the
present study the employees (actors) who did not receive their "deserved"
appraisal outcomes attributed the cause to the lack of fairness in their
company's appraisal system>and not to their own actions. The above
interpretation also explains why the relationship between outcomes and
fairness ratings was found only for the Real Situation, since the employees
were in the role of actors (participants) for that situation.

Another attributional interpretation of the relationship between
favorability of outcomes and fairness rétings involves self-serving
attributional biases (Fiske and Taylor, 1984). Self-serving biases are
observed biases which allow people to take credit for success (self-
enhancing bias) and deny responsibility for failure (self-protective bias).
In the present study the self-protective bias would explain why an
unfavorable appraisal outcome would correspond with the perception of

unfairness in the company's appraisal system: Employees attribute
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responsibility for the unfavorable outcome to the appraisal system.
Conversely, the self-enhancing bias would explain why a favorable appraisal
outcome would correspond with the perception of fairness in the company's
appraisal system: Employees attribute responsibility for the favorable
outcome to themselves. The expression of self-serving biases are also
influenced by contextual variables such as public scrutiny of the outcome or
the actor's behavior, ambiguity of the outcome or competing motives such as
the desire to appear modest. The anonymous rating situation of the present
study should result in a fairly full expression of self-serving biases. The
study results were consistent with this expectation.

A major difference between the samples from the two companies was found
for the number of years employees spent with the company. Highly
significant multiple correlations between number of years with the company
and both the Real and Ideal Situation variables were found for Company Two
only. Significant correlations for Company Two were also found between
number of years in position and the Ideal variables, and between age and
both the Ideal and Real variables. The above relationships are best
understood in terms of the demographic differences between the two
companies, Number of years with the company, number of years in the
position, and age were all significantly higher for Company Two. All three

variables would obviously be highly overlapping. There are several possible

explanations for these relationships. Perceptions of fairness may differ
with age or amount of work experience. Alternately, a cohort effect due to
the different social values and attitudes of the era(s) in which older
workers were raised may be responsible for the differences. Perhaps the
best explanation derives from research which indicates that older employees

as well as those with higher seniority may have more positive attitudes
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towards their company (Real Situation) because of increased company
commitment (Salancik, 1977). The greater positive responses to the Ideal
Situation questions may indicate that with experience employees tend to view

most aspects of appraisal as very important to a fair performance appraisal.
Conclusions

Three dimensions predicted to be important to employee perceptions of
fairness in the performance appraisal process were confirmed in the present
study. These dimensions or factors were: 1) Employee Participation in the
Appraisal Process; 2) Goal-setting for the Employee's Job; and 3)
Appraiser's Knowledge of Employee's Job and Performance Level, These
findings were interpreted as evidence that these three dimensions are basic
to employee perceptions of fairness in performance appraisal. These basic
factors were clearly found for the Real Situation in both companies. The
Ideal Situation was more complex, with two of the three basic factors (Goal-
setting and Appraiser's Knowledge) breaking down into multiple factors for
Company Two. |

Additional factors were found for the Ideal Situation in the two
companies. For Company One (Ideal) a fourth factor approximated the
predicted factor Job Relevance of Appraisal Areas. For Company Two (Ideal)
four factors covered most aspects of the three basic factors and in
addition, an unpredicted fifth factor was found: Mutual Agreement (between
appraiser and employee) on Job Standards, Duties and Goals.

Some aspect of timing in all four situation; was found to form part of
a factor concerned with Goal-setting. The variables concerned with timing
were part of the predicted Frequency and Follow-up of Appraisals factor. It
makes sense that successful goal-setting would be connected to the frequency

and follow-up of appraisals,
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The expectation that the Ideal dimensions of fairness would be similar
across companies and that the Real dimensions would be less similar was not
confirmed. In fact the opposite was found. Perhaps the best explanation
for the lack of confirmation of the above predictions is in terms of the
different cognitive nature of the two types of ratings. In the Real
Situation the employees were requested to engage in a task that was
objective and observational. They were requested to report their
perceptions of their company's performance appraisal system by responding to
statements concerning their company's appraisal process. Their responses
were based on their own experiences with their company's performance
appraisal process. In contrast, in the Ideal Situation the employees were
requested to engage in an abstract exercise involving a hypothetical
situation. The employees were requested to respond to the statements on
performance appraisal in terms of how they felt appraisals should ideally be
conducted. Their responses were thus based largely on their own personal
value systems. It is therefore possible that the personal value systems of
the employeces in the two companies differed more than their perceptions of
the current appraisal systems used by the two companies.

Another related explanation for the lack of similarity in employee
perceptions of the Ideal Situation between the two companies is in terms of

demographic differences in the two samples. The employees from Company Two

were significantly higher than Company One on age, number of years in
company, and number of years in position. It is thus possible that older
employees with higher seniority have different perceptions of what
constitutes an ideal performance appraisal, and different personal values.
The prediction that the perceived appraisal outcomes (results) would be

positively related to employee perceptions of fairness in the appraisal
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process was confirmed. As expected, this relationship was stronger for
fairness perceptions in the Real Situation than in the Ideal Situation. The
causal implications of this relationship cannot be specified. However,

this finding fits well with the possibility that perceived favorability of
the appraisal may be one of the most important determinants of employee
perceptions of fairness in the appraisal process. The finding that there
was no relationship between perceived outcomes and employee perceptions of
the Ideal Situation indicates that if employee opinions are influenced by
personal outcomes on the appraisal, they do not influence the employee's
perceptions of what would ideally be important to a fair performance
appraisal. These findings are consistent with attributional interpretations

of perceived justice and self-serving attributional biases.
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Appendix A

QUESTIONAIRE ON PERFORMANCE APPRAISAL

PART ONE - Background Information

Please fill in the folloving informetion about yourself.
important to the snalysis of the questionaire:

This inforvation is

1) Length of time you have vorked at your present company years,
2) Length of time you have worked in your current position years.
3) Your present age (please mark applicable age group): under 25 yrs.
25 to 29 yrs.______
30 to 34 yra.
35 to 39 yrs.
40 to 44 yrs.
45 to 49 yrs.
50 to 54 yrs.
55 to 59 yrs.
60 plus yrs.

L2 T T O B S I |

4) Your sex: Fenmale Male

PART TWO - Fairness In Performance Appraisal: In General

Directions: In this section answer the statements according to how you feel
performance appraisals should ideally be conducted to maximize their fairness.
(Note ~ this does not refer to your personal experience with your present
coapany). The statements pertain to various aspects of the performance
appraisal process in general. Read each statement carefully and indicate the
extent to which you agree or disagree with it by marking the appropriate box.

strongly moderstely
disagree disagree

—

disagree

(]

1. It is not important to discuss an employee's gosls
for his/her job during the performance appraisal......

0

2. Progress on any previously set goals for an employee's
job should be reviewed during the performance appraisal....

3. There should be ample opportunity to discuss all
aspects of an employee's job during his/her appraisal......

0

4, The discussion of overall company goals during an
employee's performance evalustion 13 not necessary.........

I

5. More than a single appraiser should be involved in
deteraining the outcome of an employee's performance

BPPraisl.e.cececstotenccenersrsocttasairnsorstcrensassnane

0 0040
0 00d

0

6. All self improvement plans established during perfor-
aance sppraisal should be directed towards developing an
employee's skills and sbilities to meet curreat job
FeqUirementa. . cooerceccnsnevernssnsvonensasssesasassannsan

7. An employee's appraiser should have excellent personal
kaowledge of the employee's level of performance ia his/
her current POSitioN.esvececvsesecssscocnsnncacsscnssssasane

8. How well an employee gets along with fellow workers
and subordinates should not be part of his/her appraisal...

9. Formal nppr'-inls should be connected to informal
meetings bétween the employee and hias/her appraiser,
vhich take place through-out the entire year........eevueus

10. Discussion and review of an eaployee's performance
should be s continuous process, not one which occurs
only during formal performance appraisals.........cececenee

11. The goala of the employee's department should be
discussed during an employee's performance appraisal.......

12. Salary incresses should be tied to the results of
employee performence appraisela........cierccasensrsonncone

13, Esployees' performance sppraisals should be based on
specified performsnce standards for their positions........

oooo0D 0o 00 d
ooo0oo0 0o 00 d
cooQo o o000
0o0oao0 0o 0dad D

57

slightly neutral

o 0oad

alightly

agree agree
-] -]
— —
— —
— —
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— O
— O
— O
— O
— —
— O
— O
— O
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moderately strongly
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14, An employee's appraiser should be familiar with sll
phases of thet employee’'s WOrk......oeceeeeccecsoaroccoonse

15. Employees should be encoursged to express their
opinions on how their duties could be more efficiently
performed during performance appraisals.....c.ccovevecvecnses

16, The development of a personsl plan to help each
eaployee accomplish specified goals for his/her job is an
important aspect of performance appraissl........c.cove0eae

17. The personsl plan (referred to in the above question)
doesn't need to be related to an employee's weaknesses
in performance.....

18, Performance appraisals should take into consideration
contributions made by an eaployee beyond his/her formsl

QUELEB.cccrorrecnosrasaserasstassssasantssanansscassssasans

19. The personsl development needs of employees should be
discussed during performance appraisals

20. Employees should be given the opportunity to state
their side of ell the issues discussed during performasnce

BPPralsal.ccecesrcsssonsencsstososoncescsscaranasssnsnsnes

21. Tt is not necessary to discuss poasible weans of self-
improvement which the employee could take in his/her
current position during performance appraisasl........cevee.

22. Eaployees' performances should be appraised according
to previously established responsibilities, standards and

L P

23, Plans or objectives for an employee's job zust be
established and mutually agreed upon by an employee and
his/her APPralser....cccceeeccarscarccnssssesssncncansnssane

24. Tt is not important thet the results of an employee's
appraisal be discussed with him/her aftervards...

25. Employees should be given the opportunity to express
their feelings during their performance sappraissls.........

26. Employees should not he asked about their homelife
and other aspects of their life outaide of the work
setting during performance appraissl..c.ccceiecessassvensssce

27. An employee’s appraiser should have a good understand—
ing of the akills required to perform that employee's job..

28. An employee's appraiser should observe his/her perfor-
mance under both routine and pressure conditions...........

29, Employees should not be appraised on personal charac—
teristics and behaviors which do not affect their level
of PerformARCe. . cusrsutroiorasorssacenssensssoncaartsanessn

30. The skills and abilities on which an employee is
appraised should be relevant to the employee's job.........

31. It is not necessary for an eaployee's appraiser to
ask for the employee's opinions about problems with
hiB/her JObu.uiiasureeeeocecasesnsnoarnonssccsnsasnssossnne

32. An ewployee and his/her appraiser should agree on the
duties of the empPloyee..cieevenersscrosssrescossnssrssssans

33, An employee's current job performance should be
appraised separately fros his/her potential performance....

34, Possible actions which an employee could take to
improve performance in his/her present position should be
discussed during the performance appraissl......ccoocuvenne

35, All employees' performance should be formslly
appraised at least once Per YeAT.....oeevesarsasacsass

36, It 1s not important to discuss possible ways in which
an employee's opportunity for promotion might be improved
during the performance Appraisal.....cceccccsconsssossssnan

37. An employee's appraiser need not be his/her direct
(next level) supervisor....ccceceeees
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disagree

]
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]
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strongly moderately slightly neutral slightly moderately strongly
disagree disagree disagree agree agree agree
[w=s] O c O [w=s] ] —

38. in employee's appraiser does not need to have a good
knovledge of that employee's duties...........

39. Esployees should have a clear understanding of the
reasons behind tha appraisals they receive..c.ceeassseccees c =] O =] —d O

I

PART THREE - Your Experiences With Your Company's Performance Appraisal System
Directions: In this section answer the statements according to hov you feel
performance appraisals are currently conducted in your own company. Resd each
statement carefully and indicate the extent to which you agree or disagree with
it by marking the sppropriaste box.

strongly moderately slightly neutral alightly moderately strongly
disagree disagree disagree agree

1. My eppraiser is familiar with all phases of my work....
2. Goals for my job are not discussed during my appraisal.

3. Progress on any previously set goals for my job are
revieved during my Bppraissl....c.e.ceiceccecoccnannsnncenes

4. My appraiser does not ask for my opinions sbout
problems with my JOb..veescscensverncscscocrocasssovsnasnan

5. More than a single sppraiser is involved in determin-
ing the outcowe of my performance appraisal.......ceecveves

6. I am given the opportunity to express my feelings
during my performance appraisal..

000000

7. My appraiser has excellent personal knowledge of my
performance level in my current positiof.ceeccecssccscnsoes

0

8. My current job performance is appraised separastely
from my potential performance,.

9. Possible means of self-improvement which 1 could take
in sy current poaition are not discussed during my
performance appraisal.....c.ccuvavscsorescsasssncncasssnssan

10. T am not asked about ny homelife and other aspects of
my life outside of the work setting during my performance

LT3 T

11, Poasible ways in which my opportunity for promotion
could be improved are not discussed during my performance

BPPraisal. . .cceencncincnstnssrtrocasasososasasesrrreresnna

12, The goals of my departwent are discussed during my
performance appraisal...

13. Discussion and revievw of my performance is & contin-
uous process, not onme vhich occurs only during my formsl
performance 8ppraisal.....cvversccncrcecnennen

14, My appraiser is not my direct (next level) supervisor..
15. The development of a personal plan to help me accom~

plish specified goals for my job is part of wy performance
appraisal..

0 00 o0 0 0 000D0O0O©O0OO

6000 0D OO0 0DOD OCODCOCODOOODOOO

16. When personsl plans (referred to in tha above question)
are made, they sren't necessarily related to my perform-
ANCE WEBKNEASES. . .. ieteitcancccesrssnsossresensessarsanesas

17. Possible actions which I could take to improve per-
formance in ay present position are discussed during my
performance BPPraisel...ccicevicccroconcncasccccnossesanans

18. I have a clear understanding of the reasons behind
the appraisals I receive....ccvereverccersnesccssccavacenne

19. 1 am given the opportunity to state my side of all the
issues discussed during my performance appraisal...........

000 0 D0 OO 00D D00 O0D0DO0OOOO
0ooo0 O0OD0OG0D 00 0 O0CO0ODODDODEDOOO

000 0 0 00 00 0D O O
0000 D0 0 O0D0 OO DODOTO ODOODODOODOOODS

D 0OO0DO0 0 D0 00 OD0 0D D O0DODDODOO0G

0000 O

20. The results of my performance appraisal are not
discussed with me aftervards.....cceveevvincsinsncencnvosnns

0

N R -]

strongly moderately slightly neutral slightly moderately strongly
dissgree disagree disagree agree agree agree
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strongly moderately slightly neutral slightly moderately strongly
disagree disagree disegree agree agree agree

o «+Oo 04

21l. I am not appraised on personal characteristics and
behaviors which do not affect sy level of performance...... |- - ca

22, How well I get along with fellow workers and subor- (=] O
dinates 1s not a part of wy appraisal...ccecesececccccecase

23, My formal appraisals are connected to informal
weetings between my appraiser and I vhich take place
through—out the entire yesr....cieieeieeccacencscenercsncens

0
0

24. The skills and abilitiea on which I as appraised are
relevant to my job.

0
0

25. My appraiser has a good understanding of the skills
required to perform my Jobiievesecenncvrccsacncassncsaecnces

000 0
000 0
000 0
000 060
000 0O

0
0

26. All plana for self-impovement established during my
performance appraisal, are directed towards developiog
my skills and abilities to seet the requirements of my
current position..c.eccuisecseccsossaconssonccsacvessanccnsss

27. My performance appraisal tekes into consideration
contributions I've made beyond my formal job duties........

28. My personal development needs are discussed during
my performance Appraissl...ceeeescaceccsassnsescasssosonses

29, Overall company goals are not discussed during my
performance Bppraisal...ciecesciransrasesctecsonnensiccsaans

30. I am encoursged to express my opinions on how my
duties could be more efficiently parformed..

31. My salary increases are tied to the results of my
performance appraisals....ceceeesscsssssesescnssccsnccsssae

32. My performance is formally appraised at least once per
year..

33. Any plens or objectives for my job are estsblished and
motually agreed upon by my appraiser and myself.......oc00s

34. My performance appraisal is based on specified
performance standards for my position.ceceesseveccssnsossae

35. My sppraiser has observed my performance under both
routine and pressure conditions....c.cueevcvreccreaccccannss

36. My appraiser and I agree on @y dutled......cecceccesans

37. There is ample opportunity to discuss all aspects of
my job during my appraisal...ieescccescscecessancananravans

0o0o000aoO000D0¢00O¢
0000000O0O0DDO0GDOOEDODO
00o000000O00ODBGO GG T
00oo0o0o0D0DO0OoO0DOD0O00® M

38. My performance is appraised according to previously
established responsibilities, standards and goals..........

39. My apprsiser does not have a good knowledge of my
position's duties..

0000000000 D0D0ODODO

0000000000 0D0¢0d
0000000 0D000O0¢D0TE 0DOQ

0

cd (]

strongly woderately slightly neutral slightly moderately strongly
dissgree disagree disagree agree agree agree

0

PART FOUR - Your Most Recent Appraisal Results and General Questions Of Fairness

Directions: In this section answer each statement by marking the appropriate
box. Again the statements refer to your ovn company.

1. Rate the fairness of your most recent performance appraisal:

- 1 — [ |- S —
very unfair slightly neutral slightly fair very
unfair unfair fair fair

2. Rate the favourableness of the results of your most recent performance

appraisal:
= ] |- -
very unfavorable slightly neutral slightly favorable very
unfavorable unfavorable favorable favorable

Part Four cont...
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3. Rate the overall fairness of your company's performance appraisal system:

[ [ [ [ - - [
very unfair elightly oeutral slightly fair very
unfair unfair fair fair

4. Rate how sstisfied you were with the results of your most recent performance appraisal:

[ [ -] ] ] o} (]
very dissatiafied slightly neutral slightly satisfied very
dissatisfied dissatisfied satisfied satisfied

Thank you for helping us with this research project. Please be
sure you have snswered sll of the questions in this booklet
before forwarding it to ue.
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Appendix B

Covering Letter: Company One

SIMON FRASER, UNIVERSITY, BURNABY, B.C, CANADA V5A 156
DEPARTMENT OF PSYCHOLOGY; 291-3354

May 25, 1984

Dear Sir or Madam,
Research Project on Performance Appraisal

I would like to invite you to participate in a research project
investigating employee attitudes towards performance appraisals. This
research project is part of my Master of Arts Thesis, and is being
conducted under the supervision of Dr. Dennis Krebs of the Psychology
Department and Dr. Steven McShane of the Business Administration
Faculty at Simon Fraser University. Your company is among several
major companies which have agreed to participate in this project. |

The project has two central goals - firstly, to determine what
employees think is generally important to a fair performance appraisal
and secondly, to determine what you think of your own company's
performance appraisal system.

To participate in this project, please complete the attached
questionaire and return it in the enclosed envelope. All responses
will be anonymous and the individual questionaires will be kept in
strict confidence. Summary information on the findings will be made
available to both you and your company. The obvious benefit to your
company lies in the feedback it will receive about its system of
performance appraisal.

It would be greatly appreciated if you could return the completed
questionaire within approximately one week's time. Please ensure that
you do not mark the questionaire with your name or any other means of
identification.

Your participation will be extremely beneficial to the success of
this project and the findings will hopefully provide valuable feedback
to your employer.

Thank you for your assistance,

Elaine Evans




Appendix B

Covering Letter: Company Two

SIMON FRASER, UNIVERSITY, BURNABY, B.C.. CANADA V5A 156
DEPARTMENT OF PSYCHOLOGY; 291-3354

May 25, 1984
Dear Sir or Madam,
Research Project on Performance Appraisal

I would like to invite you to participate in a research project
investigating employee opinions on performance appraisals. This
research project is being conducted under the supervision of Dr.
Dennis Krebs of the Psychology Department and Dr. Steven McShane of
the Business Administration Faculty at Simon Fraser University. Your
company is among several major companies which have agreed to partici-
pate in this project.

The project has two central goals - firstly, to determine what
employees think is generally important to a fair performance appraisal
and secondly, to determine what you think of your own company's
performance appraisal system.

To participate in this project, please complete the attached
questionaire and return it in the enclosed envelope. All responses
will be anonymous and the individual questionaires will be kept in
strict confidence. No one from your company will see any individual
questionaires; only summary information will be made available to
them. The potential benefit to your company lies in the feedback it
will receive about its system of performance appraisal,

It would be greatly appreciated if you could return the completed
questionaire within approximately one week's time. Please ensure that
you do not mark the questionaire with your name or any other means of
identification,

Your participation will be extremely beneficial to the success of
this project and the findings will hopefully provide valuable feedback
to your employer. If you have any concerns I can be reached at 435-
3167.

Thank you for your assistance,

Elaine Evans




Appendix C

Descriptive Statistics

Company One

Table C-1:

Standard Low

Mean

Total
Frequency

Variable

Name

High
Value

Value

Deviation
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Table C-1 continued

High
Value

Low
Value

Standard

Mean

Total
Frequency

Variable
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Ideal Situation variables;

I
R = Real Situation variables; O = Qutcome

Note,

The variable numbers correspond

variables,

to the item numbers on the questionnaire.
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Company Two

Table C-2:
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Value
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Standard
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Table C-2 continued
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Standard
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Frequency
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Table D-1 continued
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Table D-2 continued
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Real Situation

Company Two
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CORRELATION MATRIX
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