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ORGANIZATIONAL PSYCHOLOGY
\

HM R T S
HUMAN RESOURCE PRACTICES

A OVERVIEW:

In atder to make fair job appointments and have it clearly understood what a specific job
entails there is a need for a thorough and accurate job ’Sis - an objective summary of all
Jjob's requirements and limits. It is no good at ';é([?ng omeqgne that they have not done their
Job properly if they don't exactly know what thatlenfaif9. It]is likely to cause great resentment
if one employee is rewarded while another wHo Ha to be doing much more in the job, is

not.

ontept and teginiques of job analysis and then at the
oyees are satisfactory meeting their job

In this topic we will first look at t
ways in which we can assess the ext¥nt/tb Wwhichle
requirements-performance apprai$al. Firally Ave look at the kinds of reward syspems that

yout ubecsbtef Mgabgstivie(1pon g?oﬁ anapysy _' his last topic is intimately ¢ cted with
the topics of work nyotjvayi dljob satisfaCtion which we will return to A fe sedtions for
this topic then age: ﬁ

o 14)5is Techniques
o A echniques, Administ;a—t’ on And P s /
L /

We will befexamining the speciality of indugtrial/qreapisat; mﬁ thology referred to as
personne ned withithe £reation, care, and

maintenance qf work force, which includés tl uitiment| placethent, training, and
development pf workers; the measuremenit ai luation ;f/bmir performance; and
concernedith worker productivity and satisfact n ghort, the goal of personnel

psychology is to take care of an organisation's human [regources.
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JOB ANALYSIS & JOB ANALYSIS TECHNIQUES

One of the most basic personnel functions is job analysis, or the systematic study of the
task, duties and responsibilities of a job and the knowledge, skills and abilities needed to
perform it. Job analysis is the starting point for nearly all personnel functions, and job
analysis is critically important for developing the means fgt agsessing personnel (Wheaton
and Whetzel, 1997). Before worker can be hired’ar trained and before worker's performance
can be evaluated, it is critical to understand exact y W at 1e worker's job entails. Such
analysis should-also be conducted on a periodjc b} to ensure that the information
on the jobs is up to date. In other words, it negds t work actually being performed.

gaining a full understanding of
ysis methgds be comprehensive and

Because most jobs consist of a variety
job is not always easy. Therefore, job an

and skills in order to perform g varigty pf different tasks. Analysis of jobs should allow f;
ﬂe\sblii‘ty and creativity in_many j :

5 leadsdiregtly to the dev€lopment of several other important per
ion|, 4 joY specification, a job evaluation and performan
cri )t'{m sfa ge ailed a¢couynting of the task, procedures and respo Slb'lmes
tc;l? and equipment used to perform the j

e [pfovided with descriptions of their joby duping

fra' i

5islalso [eads to a job specification, wil ides [rtofnyation about the
ristics fequired to perform the job, icall ¢ W [tpdits, work

eduedtion. Usually, jobs specific dtable

pensation or wages.
vhich are the means for praising

/

These products of job analysis are brovide the detailed
information needed for other personnel activitis, suck anning, recruitment and selection

programs, and performance appraisal sygtems

Some time ago a Fire service in Californ to include in its criteria for selection as a
fire-fighter the requirement that applicants cgrry a 200lb weight over an obstacle course. Very
few women were successful and hence f¢w were appointed. The criterion was challenged and
a job analysis carried out. This showed thaythe carrying task was rarely if ever required in
order to perform the job of firefighter sati§factorily. The criterion was ruled discriminatory
and removed from the selection procedure.

HuUuMAN RESOURCE PRACTICES
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Cook (1998) believes that many employers have a very hazy idea of what they want in a
new employee. He says that job descriptions and person specifications are often subjective,
intuitive and vague.

The problem here was that the person spec|fication did npt match the job description. The
purpose of @ job analysis is to produce a job ddscrj m t¢rms of skills, abilities,
knowledge and equipment by studying the wor sexofgl people who do that job. The
results might bé-used for:

e Specifying training needs-personngl 1

competent in all aspects of the/]

e Job redesign-where changeg dre/imade go tha{ jgbs are more interesting, safer or more

suitably geared to human abili

e Reducing ambiguity-ard yery often thefesds a discrepancy between what workers say
ggcgpe,an%]at the organisatiorn hey should do.

' re-Wiesner and Cronshaw (1988

iews bas¢d on job analysis were superior in outcameit

youtube.conic/dé&

ved that
thgse that

cisionhs|that make

od/ufts are also valuable because of 1£€gal de

sponsible for personnel actiong as part O /en eTt/Loward
r the worker for most, the : Ln' >rfed with
tnpent ¢gpportunities for disadvan Aty Wworkers.
ctions. such as decision e made
rm a good job analysis, t rained in the basic
research methods/ Therefore, a job analyst xin measurement

techniqlies in order to perform an accurate joh is.| In | ‘&view of research on job
analysig merhods are critical for effective | 1S (]

tematic information about jobs,
t used, the working conditions, and
oper and Robertson, 1998). The

Job analysis procedures are designed t
including the nature of the work performe
the position of job within the organisation
techniques and procedures used in job anal

Coovert, 1989), but the sources of job analysip data can be categorised as follows:

e written material

e job holder's reports
o colleagues' reports
e direct observation

s
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WRITTEN MATERIAL:

©For jobs already in existence, there are likely to be written job descriptions within the
organisation. If this is comprehensive and up to date, it can provide the analyst with useful
information{ A job description can be supplemented by other written material, such as
organisation charts and training manuals.

imbents record their datly activities W0 syl

in a diary. An advantage of the job diary is that i provides a detailed. hour-by-hour, day-by- T ot
- : s - ol
nhds, however, 1s that it 1s quite o

JOB HOLDER’S REPORTS:

yout ube. com c/ MegalLect ur e/
+92 336 7801123
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The job holder is asked
and the manner in which they
thorough in his or her questiof!
problem made wprse by, snbje

lthpugh the interviewer is expected to be
iestions may be asked. This could be

difficulties, it/may beMelpfiyl nlete dairies or activity records. Thes
carried out npt onlyAvith the:jf ' s but also with other with whom they
contact. Oudstiony ma¥be hsked las to why certain actions are taken; opinions can be gained

or unstructured.

Ictivenesh #f the durrgnt practices. Interviews may be structurg
Aihg, thiis lipproach avoids the problem of placing tofal reliapcejon the
ntefviey’ situation. Another technique deals with criti¢cal ing¢id
the liob holder is asked to reca!lyciﬂc incident§\related tol eithey

%:f;_f he adyaptaged of interviews are that job hgiJers h: abougfeirjobs
Aot | thaffmay) not bg a ajlable by any other method. They/cgn by process and so
’ magf be enating by the attention their job fs rgceiving. ibje dangers

L includg: /\
[nterviewees might anticiyﬂ r¢wayds of requrjdar]c ed on the
information they providefan nce may digtort the Ratute and importance of
the job accordingly. |

terminology is used (ovefly formal)\ the[job|hqjder distrusts the interviewer or
has trained inadequately prepared fok th¢ process.

e A poorly prepared set of questipns. Agking reople just to “tell me about your
job” will not produce corsistept\information. Interview questions need to be
prepared with a closer refatiopship to the precise information required from
the job analysis.

\/ o Lack of rapport between [intefpviewgr and job hjjdjr because the wrong level of

There are other approaches to jop anplysis relying on the perceptions of the job holder
“obtained by structured questionnaires. Thes€ can be very comprehensive, covering areas such
as information input to the job, orientatipfi of the job (extent to which the job is directed
towards data, people, or things), traits and skills required to do the job (reasoning, decision
making, relating to others), and the output of the work process (Arnold, Cooper and
Robertson, 1998).

HUMAN RESOURCE PRACTICES
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Task inventory is often called a self-report approach since employees usually tick off
or give a rating to each item on the questionnaire. {Typically this will consist of very many
rask §tatements which the employee simply ticks or rates op@pumbered scale which
indicates”how important’ or ‘how frequently’ ?{kask is/perfoymed. The task stalements are
cenerated through consultation with job expertg prjor tg scale qonstr uction) ucuae

COLLEAGUES' REPORTS:

As a means to provide c:-{}rnparati%/lﬁﬂ, s} on the perceptions held by
superiors, peers and (where appropriate) sgbordine job holder's activities.

Most large, established organy : | me information on records that
can be used in the job analysis, su ' job ghalysis for the position or an
analysis of a related job. |Existing/d | , checked to make sure it conforms to

VOUHE BSBAY IS tatrently being perfor to determine if the existing data accou

for the inclusion of new technology/

- dbsefvation of the way a particular job is done, Of :ou@ It 13
ail fo detect some interesting features of the'jot, thergby
Cthe gxercise, and the job holder may behax¥e unnatyrallly

pﬁer direct observation offers potentig! | trating ugefu
: 1ftl e analyst is a participant ob;ﬂ«er engaged fo of partigl}y in

ily/haviour

l Direct obseyvation of worker's activities has th¢ advaptage ot hyg
\r tadk wWhich thie interview might not, simply becgusd workgrs fail on them or

an important. This can work effectively far simple r¢
24 el fed

The job involves mainly mental agtivify/ which cannat bg observed (e.g. writing a
lecture).
Job holders are aware of the observati¢n the\worker mtalzﬂje subject to "Hawthorne
effect’ where knowledge of obseryation itselfiserjougly éffects the way the observed

person behaves.

e The job or task cycle is long: farming tgsk can 1‘%13 both planting and reaping
writing new software might take severgl monthg or even years.

Methods of carrying out job analysis yerd evaldated for their effectiveness by
experienced job analysts and reported by [Lev|ne et al (1983). The study found that all job
analysis tasks are seen as effective in different situations, but the use of multiple methods of
job analysis has been found to be the most gifective in providing comprehensive analysis.

L
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SPECIFIC METHODS FOR JOB ANALYSIS
Wiﬁm
- 'w L] " " L] T

© Functional Job Analysis (FJA), unlike task inventories which relate only to specific
Jobs canbe used to compare very different jobs (Fine, 1988)\t takes a large list of tasks,
already generated from the study of'a job, and gfades thése actording to the categories.
Eventually the job itself is given an overall grading agtording to its orientation. This refers to
the relative degree to which the job is involvell in|thrke £ Jor areas-data, people and things.
Functional Job Analysis is useful in comparing jobs/fo¥ ¢quivalence and in producing job
descriptions where large numbers of positiong are| it¢ofved. FIA begins by examining what
gets done- the sequence of tasks that muste complefedt gnd how it gets done- the processes
by which the worker completes the tasks

The position analysis questi ' } develgped by McCormick, Jeaneret and
' ' ditferent jobs. It is more detailed than the

+92 336 7801123

ormapon inp|
medigtion (reaspninlg and other processes that workers use),
wprly oytfut (physical activities and tools used on the job), /\
ationspips with ather persons

djeOmexts (th
1er/jop chatadtefistics

riginally fthe required the reading ability o/aco[le e gr ; -rcvisi@néve
le but theg readjng level required is still quite High. ¢l /

95#) involves agking fold holdlers or
supervisots fon examples of very good or very pdor ’c‘:l‘T[i)I"lTl nce. Far nstafyee, workers might
be asked tb recall the last job that they fie?ﬂ" id/really u{;(lr T'hepe incddents are recorded
along withithe specific behaviour patternd an

Tihe identification of required Knowledge, Ski
the in¢idents--their causes and solutions.|Thi

bee

ts that were assog¢iagéd with the incident.
ind Apilitieg (KBAs) is made by examining
1quelis use"u/Ifor developing work sample

A problem with this technique is ‘[hat \ ;?x(idemify particularly useful
behaviours and those to be avoided. it might fotf\identify the typical but unremarkable aspects
of a job. In addition, it is found that respondent
rather than to actual behaviour.

\!

EVARTY /
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PERFORMANCE APPRAISAL: TECHNIQUES,
ADMINISTRATION AND PROBLEMS

Once we have identified through job analysis what g
sense to see whether a job holder is in fact doin?ﬁat‘]ob yvely. Because this process of
performance appraisal may affect pay awards agfd promgtion, employers must assess workers'
efforts in a consistent and formal manner. Tradjtionally appraispl was conducted informally
by untrained supervisors and so suffered from qupgrficial iphpressions and prejudice.

rticular job entails, it makes

BENEFITS & LIMITATIONS OF APPRAISAL

i

youtube, B es Gao bt back-cognitive theories in psychplogy tgll usAhatpeople require feedback on the

performance for two very good feasofsy Finst| this gltows them to know how well they
J o/ are doing. A long history ofythe[sfudy of thg dffecis of knowledge ot results on
performance shows that IpS_p€ople perform better in future.
Second, feedback also n letting them know where they stand in
system.
e Rewards-dppraisgd can afso | air way of distributing rewards, bonyses andl
promotyond. It j5 better t¢ pegple openly, through a formal system Ahgn to
leave people feeliag that{thely mightdo well so long as they get to know and p%e o s

ight people
g ahd dgvelopment-idlentification of each employee's future tfaining negds
be a dirget/ind jusefyt outcome of a good appraisal system 5 nothel

or l'lE}ZI)T:J]D}/’EE as they have their needs recogni d tan|strive
ettdr nositions. 1Y is also useful for the organisation in engury/n t it bu(ildss dp
ifable get 0P chpipetencies, staft. Further, theécess can helpAadentity potertial
Afik thosg employees ready for further ghalle

%}w sver from the’worker's point of view, perférnyan¢e appraisdl [fas often been met with
stility. Understandable trades unipns/havie seen the| pfocass As/ threat to
memberg' | anagers, t00, often fear theyicapnoy be fair fo yvorkgrs with whom they do
nqt intefaction a day to day level. In additi/&!ﬁ:]“ cdn seg thg proces nfrontational and
likely t¢ natured dislike and distrust, the workgns. Roberts (1994) foundthat acceptance of

-
L S

alpprais 1 systems depended upon two major fagtorsy

Eniployee Voice: the extent to which employees could p .1["Liliip$.‘\4ﬂ discussion at the
appraisal, negotiate the coast to be set with the appraisgr/nagager; the extent to which
employees could discuss the feedback on their pgrformincg without fear of sanction.

.q_{éf' Information validity: The extent to which enjployees/perceived truthfulness in the content of
| appraisals; the employee's acceptance thaij the fappriefsal process had some effect on decisions
< made in the organisation, it was not just all ho} air; the extent to which employees could see
C*’C‘,’Qﬁ the justification for the targets they were set, gould understand these goals and could see how

they attain them, i.e. not impossible targets
s,

HUMAN RESOURCE PRACTICES
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PERFORMANCE APPRAISAL TECHNIQUES

£ . - .
There are a variety of rating techniques that can be used to evaluate employee

performance. These methods can be classified into two general categories, those that can be
termed “comparative methods™ and those that can be labeled “individual methods™,

INDIVIDUAT METHODS: /

[t is more common for employees to be eyalu g what could be termed
“individual methods.” Individual methods in inglan employee by himself/herself.
However, even though ratings are made ingh aisals using individual methods
| rating with individual ratings of

other employees.

yout ube. com c/ MegalLect ur e/

GRAPHIE RATING SCAL/

Graphic rating scales ip a pgrfc
scale to rate the yorker on mportant jt
and ability to g€( along/witly cpwdqrkers.

A basic meyhodof rating the performance of an individual where a raterplac:/z@a

point/of the scgles thpt appears to be a good reflection of the level ¢f

. Thely ar¢ easy|tq develop and administer, provide quantitatiwe cponjparisans ¢t
” nce bn;t/Jo not provide rich data. Also, limiting ratinds {o ohlyf a few

strainjthe appraiser and may not produce a tof ctute of the

ns/mag

pgrfgrnfagce. Phey have, however, been iryyﬁistence [gr a/lohg tinte apd 1/0/ _
| laif forfthe|eyaluatigyyof employees who are entitled td recejve pverfime payments
“gmbiin & Laugd, 1983). /
, RALLY ANCHORED RATING SCALES:
Behgyiorally anchored rating Sci];/ \R$) an Jthtﬁ erfprinancg appraisal technique
which) usdgrating scales with labels reflgctitjg/ex & of|popr, averade and good
behavioural incidents (Smith & Kendalll 1993).

These are similar to rating scaleg butteach fting hap ﬂ/décription attached clearly
eXplaining the types of behaviour that would be neéded to pe seen consistently throughout the
year in order to achieve that rating e.g. Commpunication cotld be rated from “Communicates
necessary information when required” throughlto “Is Wery effective communicator, always
using the correct media, thereby providing a¢cu ncise, timely and clear information to
others™

As you might imagine, the developnjent of BARS is a lengthy and tedious process.
The result, however, 1s a rating instrument ghat focuses clearly on performance behaviours
seluedio relevant to a particular job. Increased atly:m)tiion to job behaviours helps to overcome some of
the general biases and stereotyping that may occur in other performance ratings, for a worker
cannot be summarily judged without consideration of how the person’s past behaviour
supports the rating.

HUMAN RESOURCE PRACTICES
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| Although 1t 1s claimed to be a reliable measure, it has potential disadvantages. These
Bopdaeds relate to the expense of developing and maintaining the system, because scales may need
“updating as jobs change with the progresses application of new technology. Also the rater's
experience difficulties when the anchors do not coincide with the actual behaviours observed.

NARRATIVES/ESSAYS:

A relatively simple form of individual p{ﬂ,]rmc- 1{uation is the use of narratives,
which are open-ended, written accounts of the worker/s pgrformance or listings of specific
examples of performance strengths and weakngsses, potgngial, performance to date, and
suggestions for improvement.

This record could be based on the memory pt the ~dr drawn from his or her diary

entries, and could provide much more insightful infoymgtig an employee's performance

t ube. /| Megalect / v ' . : :
yout e, S hsemis bE derived from a graphic ra ¢ has to bear in mind that a
aly enyries may fall short of what should

NS be considered a good record. In suCh cjreunstances the #ssay method of rating is less than

2 i
el satisfactory.
The adva rxatipves fis th ers have the freedom to describe
Ao performance inAhgir owh woilds and to emphagsize elements that they feel are imporgjit. Thai
ERTA = major drawback 19 th far ng quangijrcation of performance, which makes ft véry

difficult tgtompafe s” Ipgrformance. An additional problem with narratived is 1@ thy
worker piay misir neaning of the report.
CHE | LIST: /

Apother | cthod of performance ratingﬁm use offcheoklisty, ywhi¢h /

onsist ofla series gf statgments about performance in ggparti¢ular job atementy are

derivigd from a j¢b sis and can reflect either postlivg or hegatiye agpelts off pepformance.
Tihe djalpator 1s ifed to indicate the frequencyAvith wWhigh an employee/displays a
specific behavidqur. Each of the statements is given a valye freflglting the degree of
elffecti nance associated with it. The 1ssipried to the checked items
ar ed to give an overall apprai% rformianc

While checklists are easy to use anjd pi braipals of performance that

Mc$vojﬁ% al ised on job-related behaviours, thely do t drgw :?%:5. The development of
— __. suditechniques is expensive and time-coysuming, requiring the/generation ot applicable

work-related statements and the assignment of accurate perfgrmance values. Also, checklists
may limit the focus of performance appraisal, sife the katey/must choose among a finite set of
statements that might not capture all aspegts ol/ai \dual’s performance of a particular
job.

COMPARATIVE METHODS:

Comparative methods of performangé appraisal involve some forms of comparison of
one worker’s performance with the performance of others. These procedures are relatively
casy to implement in work organizations and include rankings, paired comparisons, and
forced distributions.

"HUMAN RESOURCE PRACTICES
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This involves taking all employees doing a particular type of job and then, using a
global criterion, ranking them by performance after reflecting on the various individual
contributionsy This requires supervisors to rank their direct reports from best to worst on

specific perfornance dimensions, or (0 give al

performance.

This method compensates for the wealineg
earlier by stressing the relative performance o "
and quick technique, it has several problems.
there are no absolute standards of performa

well.

yout ube. com c/ MegalLect ur e/
+92 336 7801123

1 overall cot

arative ranking on job

ividual methods discussed
hough this is a simple, easy
ijg separates best from worst,,
lem if few or none of the

if they are all performing-

Ranking based on a global griteyion e has its shortcomings because of
b 69 the tendency to reduce a very C set Of hehevi to a single value. Also it is difficult
—— " to use ranking with a large nun employees, |and rankings do not disclose degrees of
difference in the levels of pertqr
PAIRED CO /A|
thier qomp:e methdd of performance appraisal uses paired compurisﬁﬁ In
which ater cpmpygr h hwotker with every other worker in the group$ and thep simplly
has to whiic bertar pgrformer. The evaluator usually compates two peo slejat Q
tigde dn ong glohal 1c+%iteri{;}n. The better and weaker perfofmey in ¢a¢h painis
dentified, ajjd eventu st is prepared where people arg placed iif rajijorder baz:ed?x/
v opofl sqofas aChieved.
. s had tHe savde drawbacks of ranking. Botly of thigge techni hawe*?r(, have the
W ‘:; tingsimple to use and of being ap icdble tola varigty Of . With increases
le pool of individuals to be appraised, thig method shgws 1al weaknesses
handling more and more ?pa ISOPS.
D DISTRIBUTIONS:
In the comparative method knowi as jorcec dist “né/the rater assigns workers to
Laioe,  Cst slished categories ranging {rom poor|to outstan Ing Basis of comparison with all
b AY A . - .
: & sther workers in the group. Usually, the percentage of emplpyees who can be assigned to any
narticular category is controlled i1 order to obtiin a fixed distribution of workers along the

nerformance dimension.

One possible problem with the fopce disttibution occurs when there is an abundance

ol either very good or very poor workers
situation where a supervisor might artifig
fit them into the predetermined distributi

D1

L

in asupervisor’s work group. This can create a
ially raise or lower some employees™ evaluations (o

A study by Farh and Dobbins (1989} showed comparative methods may sometimes
yield misleading results; the use of comparative information may increase the accuracy the

quality of self-appraisals of performance.

HUMAN RESOURCE PRACTICES
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ADMINISTRATION OF PERFORMANCE APPRAISAL

When a performance appraisal 1s formal, the perfc
workers are@valuated on them are determined |
use formal appraisals, which are usually condfictgd o
the workers whose-performance is being appriaisef
worker is given feelback on his or her perforpange

rﬁﬁ\nﬁe dimensions and the way

. Most of the large organizations
fixed|schedule. In a meeting between
petson doing the evaluating the

Informal performance appraisals arg-benef se they often take place right
after desired or undesired behaviours occyr, workler iately have a good idea of what .

they are doing right or wrong. The smaller ap orgf Jthe more likely 1t 15 to rely

nal and informal performance

A youtukeadsimle Magabbeviage 10S memper 1 high level and to make good decisions

+92 336 7801123

(ter th
carrvipg

> Adminitstration of the system is who 1s charged ‘5‘1(]
1

anspver istat there can be more people involved Lhan the
Jervisor. Those charged with carrying out appraisals cign pe

/ /

Mmediate supervisor is often consideted o be the
- the role of evaluator on the subordfnatg's | lange

% ; lyﬂﬂdﬁd that supervisors are nots 1to th

them th pdsgjudgement that is likely to b us WISO[S L]i?étfﬂtf]'il“}-’ LOO

absorlfed in their roles than monitoring the p ordinttds (Vecchio, 1993).

:uimblﬁ?{{t appraising and comparing
1

e quality of performance,
yyees have the capacity to evaluate

106t Jogicul choice of

I-1¢ F\/L e

‘T SL]}MH‘LHH;HES to enable

avindividual's performance on certain dj
interpersonal skills and leadership. It is qlaimeg
themselves in an unbiased manner (Mabg and
comparisons it is said that seltf appraisalg havs
performance ol different individuals. Ong wi 3
is 10 combine them with supervisor ratings (Teel,LW978). In a supportive environment this
approach has value in allowing both parties o exchange perceptions of the subordinate's
behaviour and performance at work. Vedchig (1995) suggests that self ratings rarely have
much influence on decisions about prompiions, salary increases, transfers. etc.

tle va
‘iyproving the effectiveness of self ratings
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PEERS: appraisals conducted by peers or co-workers are a rare event, but as a mode of
evaluation this type of app:am.ﬂi has some strengths. Peers are in a good position (0 0bServe a
LUHLLH‘HL s performance in a variety of situations over longperiods of time. According to
[Korman (I’% ), one out, of being in contact with cowopKersifor an appreciable length of time
is the creatioh of more accurate assessments /1 predict Of each other's performance.
Although fewetr katings are likely to be more|reliabl sell ratings, they are vulnerable to a
number of potentialbiases.

SUH(,‘.}RDINM'ES: SL]bDl‘CHﬂEI'[ES f:}fsupewismrs O Ma |d be asked to evaluate the

hi ' i wideSpread use, should be subject to

Jwhere a group is small. Many
1/% pe of appraisal because they feel

iperiof, or they are not well placed to

yitdar tgprisal. It would be unwise to

=i sthporters, because the process could be

o consider when retlecting on pumn"ﬂ‘\

undertake an upward appraisal,

completely ignore subordinatg
v adutabel comepegavact iren [cedbaqglk fof thq

per for Iﬁ%ﬂ?e 7801123 /1/
BLEM IN P\r RMANCE APPRAISAL

surbmeant systems is very important in perforn /H)S \ppraisal. he
cds idformation used in a variety of decisic 25, conmndcted with

- nM]my increases, and so on. In a good performance ;{ppi'ai,ui
t m¢thods should the ballad reliable than fre bigs] praoduct 2:{,
antor severe, or bunched in Ehﬁi‘/ ¢ fleg¢ ofiha r(:.md
y/are situations where imperfeckigns pr | e

Y these will now to discuss.

s when qn appraisér tends to make all
ippraisals i \Ln ensteimn, 1992). A
\pplalser "HLIS L0 rate employvees on
y nepative lappraisals. There is also a
avy tovise the midpoint of the rating

Al lpfitency error in performance
 giving then

workprs leniently, routine
sevelilty error is the exact opposite and :
hf/]' woend of performance scales, givi

Ntral tendency error, whereby the appral

scale,

All three of these errors lead to the sgimg probjem: a short-circuiting ul“[hfz appraisal
process because the rater’s tendency to pise nhy ong’arca of the performance sc: 0es Nnot
actually discriminate among poor, fair gnd gutstyfding workers (Floustan, Rd}fmom, & S¥EE,
1991). The purpose of the appraisal is spid o be a factor affecting leniency, particularly 1
sell rating exercises. Employees who rated {hemselves tended to exercise leniency when the
results were used for the dispensing of fewards or sanctions. But when they knew that others
would check their ratings, more accurate ratings were evident.

g
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FIALO LFFECT:

A hlo effect in performance appraisal occurs when appraisers make Q\-*eralI*pr::msithfc
appraisals oftorkers on the basis of one known yositive rh‘um..tm |5t|.{.. or action {Nisbett &
Wilson. 1977). 1f4 particular worker did an oyts g job ¢n a particular task, lﬁhe |
supervisor assumes-that all of the person’s work s algo outstgnd ng. rugm'dlcsig of whc?t!u?r 1t
rt:-.n]h' is. Certain personal r:]m':;xcteric;li(:*; suclh as|physicaljattjactiveness or being the “rising
star” may also lead to hafoeffects (Landy & Siagll,

There is also a reverse halo effect, sometimes/Aaled the “rusty halo™ or “horns™ effect
(Bamn ]9%6) in which an o w:iaH negatiye perfm'm ypriaisal is made on the basis of one

Recause halo effects are spthjalcomnjon kdurce Of bias in performance appraisals, a

. e ;.
numbaase fcsnie ebinddding prograhy hgve bdenldevielyped to try to control for them (Pulakas,
1094 Svith 3% 18938% 1, 1984)] It igSad that yhe cpanitively complex person is less likely to
comment Halo eseess, € the s

RECENCY LEF grﬂ

idl erfot in performance appraisals is the tendency o Q] g_: chitgr
weig! nande hndllesser value to earliest performance; thys ﬂ ¢te ‘rt:fd.m
as ‘LG‘: 3dcatlse| pepformance assessments usually rely o =.pmu | "4

ast pe émnnce, there are bound to be problems relatidito Lucwru}e
nl) the delay between the perforgnance and/thy af dal gl w Dfl{
e the appraisal will be (Hengfmdn & We )31 Murphy &
. . e
fmance by a relatively new ce jnay re ¢ cm‘)im)-u S
seriofl, where mistakes may be more 5, whereag l¢ }\) ance may
- employee’s performance once hggor ' norﬁom yptely [Edmed about the

L ATTRIBUTION ERRORS:

S Qr h'i:h.';ALIFS is known as casual ' , |

my hiases in casual attribution that
hphice appraisais.

arly relevant to performance ppraisals,

The process by which people as¢ri
attribution. Research has uncovered a |
have important implications for the accyr

Two ol these attributional biaseg ¢ +
The [irst is the tendency for appraisers tp giye mofe extreme :1171?::;1&53159 i they believe that the
causc of worker's per formance is rooted in ¢ Iioil rather than ability (IKnowlton & Mitchell,
1980). That is, if an appraiser feels 'ﬂi}cuh'!y hich levels of per formance were HJL
result of areat effort on the part of the w (/un (that worker will receive a more posilive |
nerformance appraisal than one whose li{oh levels of performance were perceived as resulling

[rom possession of natural ability or talent.
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The second pertinent biasg in casual ath'ib];nimns is‘ C(clj E:f:i Hh:i’ .zlcltlaz';Eai?jit:ii;;isl%:li;ms
& Nisbett, 1972). This bias is founded in the nc?mn l.hm_ an -f TvlL‘nw lﬂd ._1 j;miqm” o
nerson performing a behaviour- and an .('}bE%-EI'V}Z - the pl son watc t:r: ;{he!; liilwa a;t; o) b
event and e actor’s behaviour. The bias in gasupl a occC

. Yo d . he case of performance . ,, ;
ohserver are cach asked to state he cause of the parti . 1;1 lthc c; mtcl}mc
. . - 1 EieEbeeh sssful work outcome.
appraisal, the event could be particularly successiul jof tiisucCEssiu {
o L iy

reeptions ol work performance

The actor- obsefver bias not only |
but is also one of the malpgreasons that s
ove when it comes to performance L;}] :

L4dY 1o Fna'cu ¢
pervisols gnd Nces do not always seeeye 1o

Intar

qctors. but not observers, Wwele awaye ¢
<yooesting that workers may reairc t

make their supervisors aware ot it (I

)

erd “;!‘mnnn[:{:T

PERSONAL BIASES:
yout ube. com ¢/ Megalgct ur e/
+92 336 78011123

: . " e bad ant Lt q
In addition ty'the biates ang , mev of asdess (S
4 — dem dictart the accuracy ol asgessicts.
- & ) Lo ammrmicer can also distort the accurac) f
- Lol Y particulqr appraiser ¢
the perso 11 phrasgs
1

At can afflict any appraiser ol WOrk |

-
v

- g - arker ssex) aog, 1jice
The m NI Aisal|p¢rsopal biases are (hose based on the worke! 1 tﬁ[ ¢ 71 e
Z X B - . o] g s : Pk S . 1 ' r .}L::C -
bk o linkluding disabilities (Dipboye, 1985). lteveh ha |
ysicpl cha T = o Lar anpraigals (Halpert. Wilsop.
eanandy 1 source of negative bias in pel formance appraigals
reanapd - S

cectelfhat women, ethnic minorities, older p : ]
qre gonfet didcriminated against in perfofpignce appl isils n A
L. «Zﬂﬂﬁd to ensure fairness. Having f Clasy Pr ? ‘n_]a .::1 Q;-‘IL(,I-WHC
o 1 ' sals (n gl able
see or jmére lilking for that dividual over gtffels. qopld fias appyd! V

andl peopie *.-*yi‘l
in $pite qf th

3

: St e = 1 1 2| ."‘ i 1;.
Cdrtain personal biases may be deeply ingrajned 1m ;}{ﬂuau 1_ o
= L “ ] - S s e s Ath pelson:
ditficult td oyérecome. AS with other biases/A to deal/with |
| Kore aware of them.

d/h ¢ therelore
biases 18 Lo make

H9S-CULT ERNATIONAL ISSUES:
AROYS-CULTURAL AND INTERNATIG A /

-t

o wwaluation, is. i many ways, d western/ A of wnluati[wg pm‘i'{;}rtjmnceﬂ(iifi‘iiwﬁlr
B me]?ﬂ‘lt"n ay also be cultutal norIs reg rfing how direct and b‘lum feedback
» ])CIHIL}‘:“?E]{:[ )mlr 1(:11&;’!';1-:31::?{%}PJ‘1) Decause of personal nature fol‘ﬂditiﬂ}'ﬁﬂi 11@1"1'01‘5111::111%
:1’;‘!‘_}ii"’l‘~h(:1:1:{ :: 11:1 Dm'm;wjt that uuhuﬁrai NQqrms ”.t: 1' :;m,tim:::s be considered m the
development and delivery of a performaince gppraisal Systeit.

/

perf o eertealk where a single worker is the focus
The individual’s focus of perfornpance am_ﬂd;alq, where a sii

k

HUMAN RESOURCE PRACTICES


www.studyguide.pk
http://www.studyguide.pk
http://youtube.com/c/MegaLecture/videos
http://megalecture.com

For Liv
e O asses, Recorded Lectures, Notes & Past Papers visit:
www. megal ect ure. com st

OALEVELNOTES.COM

ORGANIZATIONAL PSYCHOLOGY

The accurate assessment of performance 18 central to the goals of motivating
workers to perform at aceeptable levels and impgoving the e foctiveness of managerial
decision making. One ared of decision makingrihat © rofound effects on the
motivation of all members of an organizatios}, MANAZErs nd workers alike, is the
distribution of outcomes- pay, henefits, vacaions, hhotions and other career
opportunities, job titles, offices and privileges.

d of performance Of behavior
on better. The whole 1dea of

Reward systems are intended to 1&#

thatoigup‘iamoﬁra;m@aa&twbat the company 18 fooking for{ O

_ +92 336, 780112 : ]

cewarding is 10 remforce the behavior qr peroriya
| -.

ela sighificant achievement in terms of

Maybe somebody does samej
. novation or creativity. It thad | ss Fadtof, whenever sOmMeone achieves it, 1t
'« necessary to make sure hat they'ard rewatded|for it.

hey may wait for the year end, the a

Christmag payty 1o reward somebody. Good mana

performancefapy
reward somgbody | _elven when no MoONey changes hand. As soon ag Soh ne
' 1}l knfo

detHingthat ) + &n the mark" and a manager tells them so, they wi
hat Moy dig the fghtAhmngal d they wilt try harder. Likewise if someons 1s doing
' L heliSedt 1O tell therd 50 in a timely manner.

. fadortant. There tends to be major/?:rlfhasis ory thin
Vignetary rewards can howevert Is st I
) expettations, €.2. bonuses, and thyg {heyj agt 1
Inally ways$ tq rey/ard people other than money

{otivhtion can be trinsic or extrinsic. [Inty nsic mogvatl
rewar ‘heer challenge and enjoymept of thg task ang
throuph. Pgbple can be trinsically motated/to 1imi’m
veryl day of building their own kitchen|exten ion. Ho
ntriflsic motivation a job may offer us ye qvertheless alvyays € ‘pect some extrinsic
Lotvation from employment. That is We exjpect &xiert a1 tTewhards, mostly pay, but also
$idkness and pension henefits, perhaps & car, expenses andjbouses. Appraisal 15 closely

linked to that topic of motivation in thejsense that the fhtuge goals which are set may well
1ot be achieved without adequate incentive Of cared By thé organisation.

Rewards and punishments fioure strgngly 1 e behaviourist model of human

behaviour. 10 hehaviourist motivation is an|expighatory concept we use o explain
‘ncreases and periormance, but we nevar actually observed it. Behaviourists therefore

define motivation only 1n the terms of Ahatlit is measurable.

16
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TYPES (f/)F REWARDS

A\
Performance based bonuses - The design of thegk can get vely tricky. If bonuses become nene?
regular in the eyes of the employee, they be

e
\ Mol s

—— e.\.i C’-.l'\,' .:':54 g ;:rL E}{:’i I SN

pany through issuance of
erations have to pe

M paryof the pase salary.

Shares or "phantom" shares

shares and/or stock options i
considered for the emp|

- Employee o
B agae

okl cdicn
Pmmotionﬁempow&rn}enr ness g OT Jaree persons, there js no
hierarchical structyre withi ' med. But they can be rewarded
through CmMpowerment, As they df 7 as e ployees, they can be given more
respyfgggggg?ggm, tdeperhaps mor 1 he €mpo
reward foPuBb@PEormar cef Ti evelop self conf
It drives the employee to ever fi; her rformance, ay
increasingly USig emporwern

Timely praide/re coghition
recognize both fo rcg _
of att aciing, refaninfo And

component bf thq seward « rStk

il ence thye ldve] At rﬁjh_
Ag}{}yee puryeyéd !

managers Maved folun 10

{of ti

to have g demotfvating Or e,

- e feward system is effective ang

1y
& caretully the rewards and stydtelbi
d to ¢r based on performance. To be

elxective,

ort Of rdward
101 ' V1 otjust’an ahnu

periprmanice 4

tributions include both
s are discussed below

raise/recognition from supervisors - Pia; nirom supervisors is
consistently found to be among the mo

Notivators. Employees want to be
fecognized and fee] thejr contributions hre ndf! ed ard

alued. Tt is Important that
SUPCIVISOTS recognize the value and Importaficd ‘ king employees verbally
and/or in writing for their specific contifibutfons

|

17
HuMAN RESOURCE PRACTICES


www.studyguide.pk
http://www.studyguide.pk
http://youtube.com/c/MegaLecture/videos
http://megalecture.com

For Live Cl asses, Recorded Lectures, Notes & Past Papers visit:

www. negal ect ure. com

/
Challenging work assignments - Challengin

mechamsm avazlablf: to superwﬁ;ars to rewafd

employees’ contributions are recogmzed
supervisors should consult employees aboj
valued, and they should also assess wheth:
ensure employees have adequate time/t

tysauns kahlstkpowledge. Emplove
benefits ffom the addition

survey found 1&t8?“/—<{fi' spandi
incentive, it appearet i 1.
upe
f theritgrious

perfiormance.

/ipory mjay | flEward employees up to 32 hours of paid leave

- meg new skills, and the institution

ORGANIZATIONAL PSYCHOLOGY

Or other activities that will expand

__OALEVELNOTES.COM—

enti

eﬁis‘ﬁ/@’oﬂen not very flexible or dynamlc mbtivatofs.

basic

]

|

y

| ewanided g
therg, or ¢

fs stem, merit-pay and bonus. |
oijdrmers, whereas bonus systen
15 rated as good. In fact rewards can e
r succgss, individualistic, based on fidivi
ompetitive, where one person recqivi g:;r
ly a jprize system.

e

/
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