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Chapter 8  Performance Management and Appraisal

8.1  Multiple-Choice Questions

1) Which term refers to the level of commitment that workers make to an employer? 

A) organizational fit

B) job recognition

C) employee engagement 

D) employee sensitivity

Answer:  C

Explanation:  C) Employee engagement refers to the level of commitment workers make to their employer, seen in their willingness to stay at the firm and to go beyond the call of duty. Engaged workers want to continue working for their employer; they are willing to exert extra energy at work.

Diff: 2

Chapter:  8

Skill:  Concept

LO:  1

2) Employee engagement is an important issue for HR because it ________. 

A) alters perceptions

B) increases selection ratios

C) slows the recruiting process 

D) affects organizational performance

Answer:  D

Explanation:  D) Engaged workers want to continue working for their employer; they are willing to exert extra energy at work, which improves organizational performance. A Gallup study found that those organizations in the top quartile on engagement had 18 percent higher productivity, 16 percent higher profitability and 49 percent fewer safety incidents compared with those in the bottom quartile on engagement. There is a clear link between engagement and profitability.

Diff: 2

Chapter:  8

Skill:  Concept

LO:  1

3) Which of the following is LEAST likely to improve employee engagement?

A) treating workers with trust and respect 

B) encouraging workers to be innovative 

C) identifying workers for job enlargement

D) assigning workers to jobs that utilize their skills

Answer:  C

Explanation:  C) Supervisors can positively affect engagement by such actions as assigning workers to jobs that utilize their skills and abilities, encouraging them to innovate, and treating them with trust and respect. Job enlargement involves increasing the number of tasks a worker performs, which is less likely to engage them.

Diff: 3

Chapter:  8

Skill:  Concept

LO:  1

4) Which term refers to a goal-oriented process directed toward ensuring that organizational processes are in place to maximize productivity of employees, teams, and the organization?

A) performance appraisal 

B) strategic HR planning 

C) performance management 

D) development analysis 

Answer:  C

Explanation:  C) Performance management (PM) is a goal-oriented process directed toward ensuring that organizational processes are in place to maximize the productivity of employees, teams, and ultimately, the organization. It is a major player in accomplishing organizational strategy in that it involves measuring and improving the value of the workforce.

Diff: 1

Chapter:  8

Skill:  Concept

LO:  1

5) With performance management, a close relationship exists between performance and ________.

A) finances 

B) competition

C) HR selection

D) incentive goals

Answer:  D

Explanation:  D) PM includes incentive goals and the corresponding incentive values so that the relationship can be clearly understood and communicated. There is a close relationship between incentives and performance.

Diff: 2

Chapter:  8

Skill:  Concept

LO:  1

6) With performance management, the effort of every worker should be directed toward ________.

A) improving compensation awareness

B) analyzing corporate understanding

C) enhancing overall organizational fit

D) achieving strategic goals

Answer:  D

Explanation:  D) Every person in the organization is a part of the PM system. Each part of the system, such as training, appraisal, and rewards, is integrated and linked for the purpose of continuous organizational effectiveness. With PM, the effort of each and every worker should be directed toward achieving strategic goals.

Diff: 3

Chapter:  8

Skill:  Concept

LO:  1

7) A formal system of review and evaluation of an individual or team task performance is referred to as ________.

A) performance appraisal

B) strategic planning 

C) performance management 

D) succession planning 

Answer:  A

Explanation:  A) Performance appraisal (PA) is a formal system of review and evaluation of individual or team task performance. PA is especially critical to the success of performance management, which is a goal-oriented process directed toward ensuring that organizational processes are in place to maximize the productivity of employees, teams, and the organization.

Diff: 1

Chapter:  8

Skill:  Concept

LO:  2

8) Performance appraisals are used for all of the following purposes EXCEPT ________. 

A) identifying training needs

B) defending personnel decisions

C) implementing selection tests

D) providing employee feedback

Answer:  C

Explanation:  C) Performance appraisals are used to provide feedback, encourage performance improvement, make valid decisions, justify terminations, identify training and development needs, and defend personnel decisions. PAs could be used to validate selection tests but not necessarily for implementing them. 

Diff: 2

Chapter:  8

Skill:  Concept

LO:  2

9) How are performance appraisals used for recruitment and selection?

A) developing a promotional strategy

B) predicting applicant job performance 

C) initiating applicant salary negotiations 

D) determining training and development needs 

Answer:  B

Explanation:  B) Performance evaluation ratings may be helpful in predicting the performance of job applicants. For example, it may be determined that a firm's successful employees (identified through performance evaluations) exhibit certain behaviors when performing key tasks. These data may then provide benchmarks for evaluating applicant responses obtained through behavioral interviews. PAs are helpful for assessing training needs of current employees rather than of applicants.

Diff: 3

Chapter:  8

Skill:  Concept

LO:  2

10) Sam is employed as an account associate at a publishing firm. Which of the following would most likely help Sam with career planning and development?

A) applicant tracking systems 

B) compensation programs

C) performance appraisals

D) work sample tests

Answer:  C

Explanation:  C) Performance appraisal data is essential in assessing an employee's strengths and weaknesses and in determining the person's potential. Managers may use such information to counsel subordinates and assist them in developing and implementing their career plans.

Diff: 2

Chapter:  8

Skill:  Application

LO:  2

11) Which of the following is a problem associated with performance appraisals? 

A) Technical skills are not sufficiently assessed.

B) Performance does not indicate training needs.

C) Line managers are unfamiliar with subordinates.

D) Past performance does not necessarily indicate future potential. 

Answer:  D

Explanation:  D) Although past behaviors may be a good predictor of future behaviors in some jobs, an employee's past performance may not accurately indicate future performance in other jobs. Most PAs stress technical skills and ignore other equally important skills. PAs are useful indicators of training needs. 

Diff: 3

Chapter:  8

Skill:  Concept

LO:  2

12) In which case did the federal district court judge state, "There is sufficient circumstantial evidence to indicate that age bias and age based policies appear throughout the performance rating process to the detriment of the protected age group"? 

A) Massachusetts v Hunt 

B) Leonel v American Airlines

C) Mistretta v Sandia Corporation 

D) Griggs v Duke Power Company 

Answer:  C

Explanation:  C) Legislation requires that appraisal systems be nondiscriminatory. In the case of Mistretta v Sandia Corporation, a federal district court judge ruled against the company, stating,"There is sufficient circumstantial evidence to indicate that age bias and age based policies appear throughout the performance rating process to the detriment of the protected age group." 

Diff: 2

Chapter:  8

Skill:  Concept

LO:  3

13) Which Supreme Court case supported validation requirements for performance appraisals? 

A) Massachusetts v Hunt 

B) Albemarle Paper v Moody 

C) California Regents v Bakke 

D) Griggs v Duke Power Company 

Answer:  B

Explanation:  B) The Albemarle Paper v Moody case supported validation requirements for performance appraisals, as well as for selection tests. Organizations should avoid using any appraisal method that results in a disproportionately negative impact on a protected group. 

Diff: 2

Chapter:  8

Skill:  Concept

LO:  3

14) What have unions traditionally stressed as the basis for promotions and pay increases? 

A) productivity 

B) performance

C) teamwork

D) seniority 

Answer:  D

Explanation:  D) The labor union is another external factor that might affect a firm's appraisal process. Unions have traditionally stressed seniority as the basis for promotions and pay increases. 

Diff: 2

Chapter:  8

Skill:  Concept

LO:  3

15) Which external factor would most likely be opposed to performance appraisal systems?

A) state and federal governments

B) professional organizations 

C) trade associations

D) labor unions

Answer:  D

Explanation:  D) The labor union is another external factor that might affect a firm's appraisal process. Unions have traditionally stressed seniority as the basis for promotions and pay increases. They may vigorously oppose the use of a management-designed performance appraisal system used for these purposes.

Diff: 2

Chapter:  8

Skill:  Application

LO:  3

16) Which of the following outcomes makes the strongest case for maintaining a traditional performance appraisal system? 

A) engaging employees

B) empowering employees

C) documenting poor performance

D) promoting teamwork

Answer:  C

Explanation:  C) Today, firms stress employee empowerment and engagement. They also want employees to work in teams to accomplish their duties. Teams, not managers, are often making the decisions, which runs counter to the traditional appraisal system. There are those who believe that a firm cannot have an empowered and engaged workforce and still use a traditional performance appraisal system. However, the legal department frequently encourages management to use the appraisal system to document poor performance.

Diff: 2

Chapter:  8

Skill:  Concept

LO:  3

AACSB:  Use of IT

17) What is the first step of the performance appraisal process? 

A) establishing employee job expectations 

B) identifying specific performance goals 

C) conducting a thorough job analysis 

D) evaluating work performance 

Answer:  B

Explanation:  B) The starting point for the PA process is identifying specific performance goals. An appraisal system probably cannot effectively serve every desired purpose, so management should select the specific goals it believes to be most important and realistically achievable. Later in the process an employee's performance is evaluated.

Diff: 2

Chapter:  8

Skill:  Concept

LO:  3

18) What is the most common cause for the failure of performance appraisal systems?

A) unclear goals and expectations

B) irrelevant development plans

C) time consuming for managers

D) high implementation costs 

Answer:  A

Explanation:  A) The starting point for the PA process is identifying specific performance goals. An appraisal system probably cannot effectively serve every desired purpose, so management should select the specific goals it believes to be most important and realistically achievable. Too many PA systems fail because management expects too much from one method and does not determine specifically what it wants the system to accomplish.

Diff: 3

Chapter:  8

Skill:  Concept

LO:  3

19) What is the final step in the appraisal process? 

A) reviewing the appraisal with the employee 

B) examining the work performance of the employee

C) appraising the work performance of the employee

D) communicating performance criteria to the employee 

Answer:  A

Explanation:  A) The starting point for the PA process is identifying specific performance goals. Then the manager communicates performance criteria to the employee before examining and appraising job performance. At the end of the appraisal period, the appraiser and the employee together review work performance and evaluate it against established performance standards.

Diff: 3

Chapter:  8

Skill:  Concept

LO:  3

20) Which of the following is a common appraisal criteria? 

A) traits 

B) behaviors 

C) competencies

D) all of the above 

Answer:  D

Explanation:  D) Management must carefully select performance criteria as it pertains to achieving corporate goals. The most common appraisal criteria are traits, behaviors, and competencies.

Diff: 2

Chapter:  8

Skill:  Concept

LO:  4

21) Appearance and cognitive aptitude are examples of which appraisal criteria? 

A) goal achievement 

B) competencies 

C) behaviors 

D) traits 

Answer:  D

Explanation:  D) The most common appraisal criteria are traits, behaviors, and competencies. Certain employee traits such as attitude, appearance, and initiative are the basis for some evaluations. However, many of these commonly used qualities are subjective and may be either unrelated to job performance or difficult to define.

Diff: 1

Chapter:  8

Skill:  Concept

LO:  4

22) Which case ruled that general characteristics such as leadership, appearance, and personal conduct are subjective and may be unrelated to job performance? 

A) Campbell v Miller Construction 

B) Smith v Ardron Construction 

C) Anderson v West Coast Energy 

D) Wade v Mississippi Cooperative Extension Service 

Answer:  D

Explanation:  D) Certain employee traits such as attitude, appearance, and initiative are the basis for some evaluations. However, many of these commonly used qualities are subjective and may be either unrelated to job performance or difficult to define. In such cases, inaccurate evaluations may occur and create legal problems for the organization as well, which was the case in Wade v Mississippi Cooperative Extension Service.

Diff: 2

Chapter:  8

Skill:  Concept

LO:  4

23) As a manager, which of the following traits would be LEAST appropriate to consider when conducting a subordinate's performance appraisal? 

A) public acceptance

B) adaptability

C) judgment

D) attitude

Answer:  A

Explanation:  A) Traits such as adaptability, judgment, appearance, and attitude may be used when shown to be job-related. Public acceptance, grooming, and loyalty are less likely to be appropriate for PA purposes.

Diff: 2

Chapter:  8

Skill:  Application

LO:  4

24) Gina and her team members at Marshall Marketing recently received their annual performance appraisals. Each team member was evaluated for developing others, cooperation, and customer service orientation. Which of the following best describes these criteria?

A) traits 

B) behaviors 

C) goal achievement 

D) improvement potential

Answer:  B

Explanation:  B) When an individual's task outcome is difficult to determine, organizations may evaluate the person's task-related behaviors. For individuals working in teams, developing others, teamwork and cooperation, or customer service orientation might be appropriate behaviors to evaluate.

Diff: 2

Chapter:  8

Skill:  Application

LO:  4

25) What performance criteria include a broad range of knowledge, skills, traits, and behaviors that are needed to perform a job successfully?

A) credibilities

B) competencies 

C) accomplishments

D) future possibilities

Answer:  B

Explanation:  B) Competencies include a broad range of knowledge, skills, traits, and behaviors that may be technical in nature, relate to interpersonal skills, or be business-oriented. The competencies selected for evaluation purposes should be those that are closely associated with job success.

Diff: 1

Chapter:  8

Skill:  Concept

LO:  4

26) Competencies chosen for performance appraisal purposes should be closely related to ________. 

A) job success

B) job seniority

C) pay grade

D) skill level

Answer:  A

Explanation:  A) Competencies include a broad range of knowledge, skills, traits, and behaviors that may be technical in nature, relate to interpersonal skills, or be business-oriented. The competencies selected for evaluation purposes should be those that are closely associated with job success.

Diff: 2

Chapter:  8

Skill:  Concept

LO:  4

27) When developing a performance appraisal system for telecommuters, managers should do all of the following EXCEPT ________.

A) make sure that telecommuters are not treated differently from office-based workers

B) apply objective measures common to all employees when evaluating telecommuters

C) create different performance standards for common job duties performed by office-based workers and telecommuters

D) create a well-defined understanding of job roles and performance measures 

Answer:  C

Explanation:  C) When conducting performance appraisals for telecommuters, managers must ensure that employees who are not in the office are not treated differently from in-office workers. Certainly, there should be a well-defined understanding of job roles and performance measures. Objective measurements that apply to in-office works should also apply to telecommuters. Employers must take care not to vary the performance standards and metrics for virtual workers who have job duties that are similar to those of office-based counterparts.

Diff: 3

Chapter:  8

Skill:  Concept

LO:  5

28) Monica, a sales consultant, will receive a performance appraisal soon. Monica's supervisor will be assessing Monica's ability to deliver products to clients according to schedule and her ability to meet customer quality requirements. Which performance standard is most likely important to Monica's employer? 

A) improvement potential 

B) strategic contribution

C) goal achievement 

D) employee traits 

Answer:  C

Explanation:  C) If organizations consider ends more important than means, goal achievement outcomes become an appropriate factor to evaluate. At lower organizational levels, the outcomes might be meeting the customer's quality requirements and delivering according to the promised schedule. It is unclear from the information provided whether improvement potential, strategic contribution, and traits are important to Monica's employer.

Diff: 3

Chapter:  8

Skill:  Application

LO:  4

29) If a firm wants to emphasize the future, including the behaviors and outcomes needed to develop the employee, and, in the process, achieve the firm's goals, what performance criteria should be used? 

A) improvement potential 

B) competencies 

C) goal achievement 

D) traits 

Answer:  A

Explanation:  A) A firm that wants to focus on the future instead of the past needs improvement potential standards. Firms can emphasize the future, including the behaviors and outcomes needed to develop the employee, and, in the process, achieve the firm's goals. This involves an assessment of the employee's potential. Including potential in the evaluation process helps to ensure more effective career planning and development.

Diff: 2

Chapter:  8

Skill:  Concept

LO:  4

30) Which of the following is primarily responsible for coordinating the design and implementation of performance appraisal programs? 

A) high-level executives

B) shared service center managers 

C) labor union representatives

D) human resource departments 

Answer:  D

Explanation:  D) Often the human resource department is responsible for coordinating the design and implementation of performance appraisal programs. However, it is essential that line managers play a key role from beginning to end. These individuals usually conduct the appraisals, and they must directly participate in the program if it is to succeed.

Diff: 1

Chapter:  8

Skill:  Concept

LO:  5

31) Which of the following has traditionally been responsible for evaluating employee performance? 

A) team members

B) subordinates 

C) immediate supervisors

D) top corporate customers

Answer:  C

Explanation:  C) An employee's immediate supervisor has traditionally been the most logical choice for evaluating performance and this continues to be the case. The supervisor is usually in an excellent position to observe the employee's job performance and the supervisor has the responsibility for managing a particular unit. Team members, subordinates, and customers perform appraisals less frequently.

Diff: 2

Chapter:  8

Skill:  Concept

LO:  5

32) All of the following are reasons that immediate supervisors conduct most performance appraisals EXCEPT that supervisors ________.

A) regularly observe their employees' job performance 

B) coordinate employees' flexible spending benefits 

C) manage all aspects of work within a particular unit 

D) need subordinates who are appropriately trained 

Answer:  B

Explanation:  B) An employee's immediate supervisor has traditionally been the most logical choice for evaluating performance and this continues to be the case. The supervisor is usually in an excellent position to observe the employee's job performance, and the supervisor has the responsibility for managing a particular unit. Also, subordinate training and development is an important element in every manager's job. Supervisors do not manage employee benefits.

Diff: 3

Chapter:  8

Skill:  Concept

LO:  5

33) Which of the following is the most likely problem of supervisors evaluating subordinates? 

A) focusing too much on a single performance standard 

B) coordinating employee training needs and programs 

C) being responsible for only one department within the firm

D) lacking opportunities to observe the employee's job performance 

Answer:  A

Explanation:  A) On the negative side, the immediate supervisor may emphasize certain aspects of employee performance and neglect others. However, the fact that supervisors handle training, manage single departments, and observe employee performance make them the appropriate people to conduct performance appraisals.

Diff: 3

Chapter:  8

Skill:  Concept

LO:  5

34) Adam, an IT specialist, is more technically knowledgeable than his boss. What would be the most appropriate way to overcome this disadvantage for Adam's performance appraisal? 

A) obtaining performance input from Adam's customers 

B) providing Adam's supervisor with additional training

C) allowing Adam to assess the supervisor's performance 

D) integrating appraisal criteria suggested by Adam 

Answer:  D

Explanation:  D) When the appraised employee is more technically knowledgeable than the boss, performance appraisal becomes a problem. One suggestion for overcoming this disadvantage is to bring subordinates into the process more closely. Adam could suggest ways to fairly evaluate his own performance, and then Adam's boss could use the suggestions as part of the appraisal criteria.

Diff: 3

Chapter:  8

Skill:  Concept

LO:  5

35) What is the benefit of having subordinates evaluate supervisors?

A) increasing the opportunity to expand a department

B) decreasing the reliance on traditional performance appraisals 

C) increasing a supervisor's awareness of the work group's needs 

D) decreasing a supervisor's authority over subordinates in a work group

Answer:  C

Explanation:  C) Firms reason that subordinates are in an excellent position to view their superiors' managerial effectiveness. Advocates believe that this approach leads supervisors to become especially conscious of the work group's needs and to do a better job of managing.

Diff: 3

Chapter:  8

Skill:  Concept

LO:  5

36) What is essential when subordinates are given the opportunity to evaluate their supervisor? 

A) training subordinates how to evaluate performance 

B) teaching evaluators how to measure performance

C) guaranteeing anonymity of the evaluators 

D) benchmarking all evaluations 

Answer:  C

Explanation:  C) Critics of subordinates reviewing supervisors are concerned that the manager (and instructors) will be caught up in a popularity contest or that employees will be fearful of reprisal. If this approach has a chance for success, one thing is clear: the evaluators must be guaranteed anonymity. Ensuring this might be particularly difficult in a small department and especially if demographic data on the appraisal form could identify raters.

Diff: 3

Chapter:  8

Skill:  Concept

LO:  5

37) Which of the following is NOT an advantage associated with using team members to appraise performance? 

A) Team members are familiar with each other's performance. 

B) Team members are receptive to criticism from co-workers. 

C) Peer review relies on more than one opinion.

D) Peer pressure motivates members of a team. 

Answer:  B

Explanation:  B) A major strength of using peers to appraise performance is that they work closely with the evaluated employee and probably have an undistorted perspective on typical performance, especially in team assignments. In addition, peer pressure is a powerful motivator for team members, and peer review involves numerous opinions and is not dependent on one individual. Problems with peer evaluations include the reluctance of some people who work closely together, especially on teams, to criticize each other.

Diff: 3

Chapter:  8

Skill:  Concept

LO:  5

38) What appraisal method appeals to managers who want employees to participate in their own evaluation and development? 

A) superior 

B) peer appraisal

C) subordinate 

D) self-appraisal 

Answer:  D

Explanation:  D) As a complement to other approaches, self-appraisal has great appeal to managers who are primarily concerned with employee participation and development. If employees understand their objectives and the criteria used for evaluation, they are in a good position to appraise their own performance.

Diff: 2

Chapter:  8

Skill:  Concept

LO:  5

39) A&B Enterprises may add customer appraisals as a component of employee performance appraisals. All of the following are most likely reasons for A&B to use customer appraisals EXCEPT ________. 

A) fostering change

B) holding employees accountable

C) evaluating development programs

D) demonstrating customer commitment

Answer:  C

Explanation:  C) Customer behavior determines a firm's degree of success. Therefore, some organizations believe it is important to obtain performance input from this critical source. Organizations use this approach because it demonstrates a commitment to the customer, holds employees accountable, and fosters change. Customer appraisals are less likely to be used to evaluate training and development programs.

Diff: 3

Chapter:  8

Skill:  Application

LO:  5

40) Managing employee performance should be a ________ process if it is to be the most effective.

A) formal 

B) continuous 

C) structured

D) bi-annual 

Answer:  B

Explanation:  B) Although there is nothing magical about the period for formal appraisal reviews, in most organizations they occur either annually or semiannually. Even more significant, however, is the continuous interaction (primarily informal), including coaching and other developmental activities, that continues throughout the appraisal period. Managers should be conditioned to understand that managing performance is a continuous process that is built into their job every day.

Diff: 2

Chapter:  8

Skill:  Concept

LO:  5

41) The ________ of appraisal compares each employee's performance to a predetermined standard or expected level of output.

A) critical incident method

B) work standards method

C) forced distribution method

D) behaviorally anchored rating scale method

Answer:  B

Explanation:  B) The work standards method of performance appraisal compares each employee's performance to a predetermined standard or expected level of output.

Diff: 1

Chapter:  8

Skill:  Application

LO:  6

42) The ________ of appraisal requires managers to keep written records of highly favorable and unfavorable work actions. 

A) rating scales method

B) work standards method

C) forced distribution method

D) critical incident method

Answer:  D

Explanation:  D) The critical incident method of performance appraisal requires keeping written records of highly favorable and unfavorable employee work actions.

Diff: 1

Chapter:  8

Skill:  Concept

LO:  6

43) A popular appraisal method that involves input from multiple levels within the firm and external sources is best known as ________. 

A) 360-degree feedback evaluation

B) rating scale

C) critical incident 

D) paired comparison 

Answer:  A

Explanation:  A) The 360-degree feedback evaluation method is a popular performance appraisal method that involves evaluation input from multiple levels within the firm as well as external sources. The 360-degree method is unlike traditional performance reviews, which provide employees with feedback only from supervisors. Rating scale, critical incident, and paired comparison are other types of appraisal methods.

Diff: 1

Chapter:  8

Skill:  Concept

LO:  6

44) Kyra works as a marketing assistant and will be receiving a performance appraisal soon. Kyra will receive ratings from her supervisors, team members, subordinates, and customers. Kyra will also be asked to review her own performance. Which performance appraisal method is most likely used at Kyra's firm? 

A) rating scales method

B) work standards method

C) critical incident method

D) 360-degree feedback evaluation method 

Answer:  D

Explanation:  D) The 360-degree feedback evaluation method is a popular performance appraisal method that involves evaluation input from multiple levels within the firm as well as external sources. In this method, people all around the rated employee may provide ratings, including senior managers, the employee himself or herself, supervisors, subordinates, peers, team members, and internal or external customers.

Diff: 2

Chapter:  8

Skill:  Application

LO:  6

45) Dixon Manufacturing is a large firm that produces automotive parts for sports cars. Employees at Dixon receive annual performance appraisals from their supervisors. However, top executives at Dixon have decided that performance appraisals should be conducted more frequently and that a new method of appraisal should be implemented. Which of the following, if true, best supports the argument that the 360-degree feedback evaluation method is the most appropriate performance appraisal tool for Dixon to use?

A) Numerous Dixon employees have complained that the current appraisal method is biased and have threatened to sue the firm.

B) Executives at Dixon want a performance appraisal method that focuses on an employee's potential for success at the firm. 

C) Employees at Dixon participated in developing their own performance standards when they were first hired by the firm.

D) Due to the firm's large staff, executives want an appraisal method that is both quick and cost effective. 

Answer:  A

Explanation:  A) 360-degree feedback shifts the responsibility for evaluation to more than one person, which provides a more objective measure of a person's performance. Including the perspective of multiple sources results in a broader view of the employee's performance, minimizes biases, and makes the process more legally defensible. However, 360-degree feedback is time consuming and can be costly.

Diff: 3

Chapter:  8

Skill:  Critical Thinking

LO:  6

AACSB:  Reflective Thinking

46) Dixon Manufacturing is a large firm that produces automotive parts for sports cars. Employees at Dixon receive annual performance appraisals from their supervisors. However, top executives at Dixon have decided that performance appraisals should be conducted more frequently and that a new method of appraisal should be implemented. Which of the following, if true, best supports the argument that the BARS method is the most appropriate performance appraisal tool for Dixon to use?

A) Dixon recently invested in an applicant tracking system to help HR manage recruiting and selection tasks.

B) Dixon supervisors want to provide subordinates with upward feedback to illustrate employee ratings.

C) Dixon has provided HR with a small budget for implementing a new performance appraisal system.

D) Dixon supervisors want specific examples of good and poor behavior in order to facilitate rating discussions.

Answer:  D

Explanation:  D) The BARS method provides examples of an employee's behavior that correspond to a rating scale. This approach facilitates discussion of ratings because it addresses specific behaviors. Upward feedback is given by subordinates about supervisors. BARS is not a cost effective method because each job category requires its own BARS.

Diff: 3

Chapter:  8

Skill:  Critical Thinking

LO:  6

AACSB:  Reflective Thinking

47) Dixon Manufacturing is a large firm that produces automotive parts for sports cars. Employees at Dixon receive annual performance appraisals from their supervisors. However, top executives at Dixon have decided that performance appraisals should be conducted more frequently and that a new method of appraisal should be implemented. Which of the following, if true, best supports the argument that the forced distribution method is the most appropriate performance appraisal tool for Dixon to use?

A) Organizational fit is a problem among newly hired Dixon employees. 

B) Many managers at Dixon are hesitant to fire poor performing employees. 

C) Dixon organizes most departments into project-based teams of employees.

D) Multiple appraisals are needed at Dixon to minimize employee discrimination.

Answer:  B

Explanation:  B) Proponents of forced distribution believe they guard against weak managers who are too timid to get rid of poor performers. They think that forced rankings require managers to be honest with workers about how they are doing. Multiple appraisals are characteristic of the 360-degree feedback method.

Diff: 3

Chapter:  8

Skill:  Critical Thinking

LO:  6

AACSB:  Reflective Thinking

48) Dixon Manufacturing is a large firm that produces automotive parts for sports cars. Employees at Dixon receive annual performance appraisals from their supervisors. However, top executives at Dixon have decided that performance appraisals should be conducted more frequently and that a new method of appraisal should be implemented. Which of the following, if true, best supports the argument that the ranking method is the most appropriate performance appraisal tool for Dixon to use?

A) Employees at Dixon are provided training opportunities based on performance appraisal results.

B) Dixon executives want the firm to become a high performing work system within five years. 

C) Dixon will be reducing its workforce and eliminating the lowest performing employees. 

D) Supervisors at Dixon work with HR to hire, fire, and train all employees. 

Answer:  C

Explanation:  C) The ranking method is a performance appraisal method in which the rater ranks all employees from a group in order of overall performance from highest to lowest. This method would provide HR with the needed data to know which workers are the lowest performing. 

Diff: 3

Chapter:  8

Skill:  Critical Thinking

LO:  6

AACSB:  Reflective Thinking

49) What is the biggest risk associated with the 360-degree feedback evaluation method? 

A) poor individual development 

B) minimal effectiveness 

C) questionable legality

D) lack of confidentiality 

Answer:  D

Explanation:  D) The biggest risk with 360-degree feedback is confidentiality. Many firms outsource the process to make participants feel comfortable that the information they share and receive is completely anonymous, but the information is very sensitive and, in the wrong hands, could impact careers. An advantage of the method is that it is legally defensible.

Diff: 2

Chapter:  8

Skill:  Concept

LO:  6

50) For Raj's annual performance appraisal, he will be evaluated by his supervisor according to defined factors such as "meets expectations," "outstanding," and "needs improvement." Which performance appraisal method is most likely used by Raj's employer?

A) essay 

B) rating scales

C) 360-degree 

D) critical incident

Answer:  B

Explanation:  B) The rating scales method is a performance appraisal method that rates employees according to defined adjectives such as outstanding, meets expectations, or needs improvement. With 360-degree feedback, Raj would be evaluated by more individuals than his supervisor. The essay and critical incident methods include narratives rather than scales.

Diff: 2

Chapter:  8

Skill:  Application

LO:  6

51) What are the two most common factor categories used in the rating scales method? 

A) job-related and personal characteristics

B) training and development opportunities

C) work output and managerial qualities

D) interpersonal and flexibility skills

Answer:  A

Explanation:  A) The factors chosen for evaluation are typically of two types: job-related and personal characteristics. Job-related factors may include quality and quantity of work whereas personal factors may include such behaviors as interpersonal skills and traits, like adaptability.

Diff: 2

Chapter:  8

Skill:  Concept

LO:  6

52) Departmental managers at Global Industries are required to maintain written records of highly favorable and unfavorable employee actions. Which performance appraisal method is most likely used by Global Industries? 

A) ranking

B) rating scales 

C) critical incidents 

D) paired comparison 

Answer:  C

Explanation:  C) The critical incident method is a performance appraisal method that requires keeping written records of highly favorable and unfavorable employee work actions. The rating scales method is a performance appraisal method that rates employees according to defined factors. The ranking method, which includes the paired comparison method, is a performance appraisal method in which the rater ranks all employees from a group in order of overall performance.

Diff: 1

Chapter:  8

Skill:  Concept

LO:  6

53) Which appraisal method is most likely to cover the entire evaluation period and not focus on the last few weeks or months? 

A) essay 

B) rating scale 

C) critical incident

D) paired comparison 

Answer:  C

Explanation:  C) The critical incident method is a performance appraisal method that requires keeping written records of highly favorable and unfavorable employee work actions. At the end of the appraisal period, the rater uses these records along with other data to evaluate employee performance. With this method, the appraisal is more likely to cover the entire evaluation period and not focus on the past few weeks or months.

Diff: 2

Chapter:  8

Skill:  Concept

LO:  6

54) When Erin, a manager, provides performance appraisals to her subordinates, she writes a brief narrative describing each employee's performance. Which type of appraisal method is Erin most likely using? 

A) work standards method

B) essay method

C) BARS method

D) ranking method

Answer:  B

Explanation:  B) The essay method is a performance appraisal method in which the rater writes a brief narrative describing the employee's performance. 

Diff: 2

Chapter:  8

Skill:  Application

LO:  6

55) Marco, who works on an assembly line at GM, received his annual performance appraisal, which compared his job performance to an expected level of output. Which method is most likely used by GM? 

A) BARS 

B) ranking 

C) critical incident 

D) work standards 

Answer:  D

Explanation:  D) The work standards method is a performance appraisal method that compares each employee's performance to a predetermined standard or expected level of output. Standards reflect the normal output of an average worker operating at a normal pace. Firms may apply work standards to virtually all types of jobs, but production jobs generally receive the most attention. 

Diff: 2

Chapter:  8

Skill:  Application

LO:  6

56) A worker in which of the following jobs would most likely be evaluated with the work standards performance appraisal method? 

A) sales assistant

B) assembly line worker

C) mechanical engineer

D) personal finance specialist

Answer:  B

Explanation:  B) The work standards method is a performance appraisal method that compares each employee's performance to a predetermined standard or expected level of output. Standards reflect the normal output of an average worker operating at a normal pace. Firms may apply work standards to virtually all types of jobs, but production jobs generally receive the most attention. 

Diff: 2

Chapter:  8

Skill:  Application

LO:  6

57) What is the primary advantage of using the work standards method?

A) anonymity

B) objectivity

C) flexibility 

D) acceptability

Answer:  B

Explanation:  B) An obvious advantage of using standards as appraisal criteria is objectivity. However, in order for employees to perceive that the standards are objective, they should understand clearly how the standards were set. The work standards method is not anonymous or flexible.

Diff: 2

Chapter:  8

Skill:  Concept

LO:  6

58) When it is time for Margaret to provide performance appraisals, she organizes her subordinates in a list from best employee to worst employee. Which method does Margaret most likely use? 

A) critical incident 

B) 360-degree

C) ranking 

D) work standards 

Answer:  C

Explanation:  C) The ranking method is a performance appraisal method in which the rater ranks all employees from a group in order of overall performance. For example, the best employee in the group is ranked highest, and the poorest is ranked lowest. 

Diff: 2

Chapter:  8

Skill:  Application

LO:  6

59) In which performance appraisal method is the performance of each employee compared with every other employee in the group? 

A) essay 

B) rating scales 

C) paired comparison 

D) weighted checklists 

Answer:  C

Explanation:  C) Paired comparison is a variation of the ranking method in which the performance of each employee is compared with that of every other employee in the group. A single criterion, such as overall performance, is often the basis for this comparison. The employee who receives the greatest number of favorable comparisons receives the highest ranking.

Diff: 1

Chapter:  8

Skill:  Concept

LO:  6

60) Paired comparison is a performance appraisal method that typically uses ________.

A) one criterion

B) critical incidents

C) job analysis factors

D) aspects such as attitude and appearance

Answer:  A

Explanation:  A) Paired comparison is a variation of the ranking method in which the performance of each employee is compared with that of every other employee in the group. A single criterion, such as overall performance, is often the basis for this comparison. The employee who receives the greatest number of favorable comparisons receives the highest ranking.

Diff: 2

Chapter:  8

Skill:  Concept

LO:  6

61) In which performance appraisal method are individuals assigned to a limited number of categories similar to a normal frequency distribution? 

A) essay 

B) rating scales 

C) weighted checklist 

D) forced distribution 

Answer:  D

Explanation:  D) The forced distribution method of performance appraisal requires the rater to assign individuals in a work group to a limited number of categories, similar to a normal frequency distribution. The purpose of forced distribution is to keep managers from being excessively lenient and having a disproportionate number of employees in the "superior" category.

Diff: 1

Chapter:  8

Skill:  Concept

LO:  6

62) The purpose of the ________ of performance appraisal is to keep managers from being excessively lenient and having a disproportionate number of employees in the superior category. 

A) BARS method

B) rating scale method

C) results-based method

D) forced distribution method

Answer:  D

Explanation:  D) The purpose of the forced distribution method of performance appraisal is to keep managers from being excessively lenient and having a disproportionate number of employees in the "superior" category.

Diff: 2

Chapter:  8

Skill:  Concept

LO:  6

63) How many levels are typical of most forced distribution systems? 

A) 2

B) 3

C) 4

D) 5

Answer:  B

Explanation:  B) The forced distribution method of performance appraisal requires the rater to assign individuals in a work group to a limited number of categories, similar to a normal frequency distribution. Forced distribution systems tend to be based on three levels.

Diff: 1

Chapter:  8

Skill:  Concept

LO:  6

64) What performance appraisal system has been described as fostering cutthroat competition, paranoia, and general ill will among employees?

A) 360-feedback

B) rating scales 

C) forced distribution 

D) BARS 

Answer:  C

Explanation:  C) Some managers believe that the forced distribution method of appraisal fosters cutthroat competition, paranoia, and general ill will, and destroys employee loyalty.

Diff: 2

Chapter:  8

Skill:  Application

LO:  6

65)  Which performance appraisal system is known as the rank-and-yank system?

A) forced distribution 

B) rating scales 

C) forced choice 

D) BARS 

Answer:  A

Explanation:  A) The forced distribution method of performance appraisal requires the rater to assign individuals in a work group to a limited number of categories, similar to a normal frequency distribution. Rank-and-yank is used to describe the forced distribution method because firms sometimes use the rankings as a basis for firing low-performing employees.

Diff: 2

Chapter:  8

Skill:  Concept

LO:  6

66) Which two methods are combined in the BARS method?

A) essay and forced distribution

B) critical incident and rating scales

C) work standards and critical incident

D) forced distribution and 360-feedback

Answer:  B

Explanation:  B) The behaviorally anchored rating scale (BARS) method is a performance appraisal method that combines elements of the traditional rating scales and critical incident methods; various performance levels are shown along a scale with each described in terms of an employee's specific job behavior.

Diff: 2

Chapter:  8

Skill:  Concept

LO:  6

67) In which performance appraisal method, are various performance levels shown along a scale with each described in terms of an employee's specific job behavior? 

A) forced distribution 

B) rating scales 

C) forced choice 

D) BARS 

Answer:  D

Explanation:  D) The behaviorally anchored rating scale (BARS) method is a performance appraisal method that combines elements of the traditional rating scales and critical incident methods; various performance levels are shown along a scale with each described in terms of an employee's specific job behavior.

Diff: 2

Chapter:  8

Skill:  Concept

LO:  6

68) A primary deficiency of BARS is that the behaviors used are based on ________.

A) short-term results

B) co-worker opinions

C) personality traits

D) employee activities

Answer:  D

Explanation:  D) A specific deficiency of BARS is that the behaviors used are activity oriented rather than results oriented. Yet, among the various appraisal techniques, the BARS method is perhaps the most highly defensible in court because it is based on actual observable job behaviors.

Diff: 2

Chapter:  8

Skill:  Concept

LO:  6

69) Which performance appraisal is highly defensible in court because it is based on actual observable job behaviors? 

A) forced distribution 

B) rating scales 

C) forced choice 

D) BARS 

Answer:  D

Explanation:  D) Among the various appraisal techniques, the BARS method is perhaps the most highly defensible in court because it is based on actual observable job behaviors.

Diff: 2

Chapter:  8

Skill:  Concept

LO:  6

70) Ellen and her manager jointly agree on goals for Ellen's next appraisal period. Which performance appraisal method is most likely used by Ellen's employer?

A) result-based system 

B) critical incidents 

C) work standards

D) BARS 

Answer:  A

Explanation:  A) The manager and subordinate jointly agree on objectives for the next appraisal period in a results-based system. At the end of the appraisal period, an evaluation focuses on how well the employee achieved this objective.

Diff: 1

Chapter:  8

Skill:  Application

LO:  6

71) Which performance appraisal system is closely related to the management by objectives (MBO) system? 

A) forced distribution 

B) rating scales 

C) results-based 

D) BARS 

Answer:  C

Explanation:  C) The manager and subordinate jointly agree on objectives for the next appraisal period in a results-based system, in the past a form of management by objectives.

Diff: 1

Chapter:  8

Skill:  Concept

LO:  6

72) Which performance appraisal method is most frequently criticized? 

A) rating scales

B) results-based 

C) 360-feedback

D) BARS 

Answer:  A

Explanation:  A) Performance appraisal is constantly under a barrage of criticism. The rating scales method seems to be the most vulnerable target. 

Diff: 2

Chapter:  8

Skill:  Application

LO:  7

73) Managers at A-1 Enterprises use the rating scales method to evaluate employee performance. Ratings are based on factors such as attitude, loyalty, and personality. What is the most likely problem with this type of performance appraisal system? 

A) leniency

B) lack of objectivity 

C) strictness 

D) central tendency 

Answer:  B

Explanation:  B) A potential weakness of traditional performance appraisal methods is that they lack objectivity. In the rating scales method, for example, commonly used factors such as attitude, appearance, and personality are difficult to measure. In addition, these factors may have little to do with an employee's job performance.

Diff: 2

Chapter:  8

Skill:  Application

LO:  7

74) When a manager generalizes one positive performance feature or incident to all aspects of employee performance, the manager is most likely guilty of ________.

A) leniency

B) central tendency error

C) halo error

D) recent behavior bias

Answer:  C

Explanation:  C) A halo error occurs when a manager generalizes one positive performance feature or incident to all aspects of employee performance, resulting in a higher rating. Giving undeserved high ratings to an employee is referred to as leniency.

Diff: 1

Chapter:  8

Skill:  Concept

LO:  7

75) The marketing manager at P&M Consulting is known for giving subordinates undeserved high ratings. Which of the following best describes this problem?

A) leniency

B) central tendency error

C) halo error

D) recent behavior bias

Answer:  A

Explanation:  A) Giving undeserved high ratings to an employee is referred to as leniency. A halo error occurs when a manager generalizes one positive performance feature or incident to all aspects of employee performance, resulting in a higher rating. 

Diff: 2

Chapter:  8

Skill:  Application

LO:  7

76) The production supervisor at Elmwood Foods is known for being unduly critical of his subordinates' work performance. Which of the following best describes this problem? 

A) central tendency 

B) stereotyping

C) halo error

D) strictness

Answer:  D

Explanation:  D) Being unduly critical of an employee's work performance is referred to as strictness. A halo error occurs when a manager generalizes one positive performance feature or incident to all aspects of employee performance, resulting in a higher rating. 

Diff: 2

Chapter:  8

Skill:  Application

LO:  7

77) When employees are incorrectly rated near the middle of the scale, this error is referred to as ________.

A) leniency

B) central tendency error

C) halo error

D) recent behavior bias

Answer:  B

Explanation:  B) Central tendency error is an evaluation appraisal error that occurs when employees are incorrectly rated near the average or middle of a scale. This practice may be encouraged by some rating scale systems that require the evaluator to justify in writing extremely high or extremely low ratings.

Diff: 1

Chapter:  8

Skill:  Concept

LO:  7

78) At Wilson Manufacturing, evaluators are required to justify in writing extremely high or extremely low performance ratings that are given to employees. Which of the following is the most likely outcome of this requirement? 

A) leniency 

B) central tendency error 

C) halo error 

D) recent behavior bias 

Answer:  B

Explanation:  B) Central tendency error is an evaluation appraisal error that occurs when employees are incorrectly rated near the average or middle of a scale. This practice may be encouraged by some rating scale systems that require the evaluator to justify in writing extremely high or extremely low ratings.

Diff: 2

Chapter:  8

Skill:  Application

LO:  7

79) How can employers avoid recent behavior bias? 

A) generalizing positive performance qualities

B) linking employee behaviors with promotions and salary

C) maintaining performance records throughout the appraisal period 

D) working with employees to develop achievable performance goals 

Answer:  C

Explanation:  C) An employee's behavior often improves and productivity tends to rise several days or weeks before the scheduled evaluation. Maintaining records of performance throughout the appraisal period helps avoid the problem of recent behavior bias. 

Diff: 3

Chapter:  8

Skill:  Application

LO:  7

80) What performance appraisal problem occurs when supervisors allow individual differences such as gender, race, or age to affect the ratings they give? 

A) central tendency error 

B) halo error 

C) recent behavior bias 

D) personal bias 

Answer:  D

Explanation:  D) The problem of personal bias occurs when managers allow individual differences to affect the ratings they give. If these are factors to avoid such as gender, race, or age, not only is this problem detrimental to employee morale, but it is blatantly illegal and can result in costly litigation. 

Diff: 1

Chapter:  8

Skill:  Concept

LO:  7

81) A supervisor wants to give a pay raise to a certain employee, and in order to justify this action, the supervisor gives the employee a high performance evaluation. Which of the following best describes this problem?

A) halo error

B) stereotyping

C) recent behavior bias

D) evaluation manipulation

Answer:  D

Explanation:  D) In some instances, managers control virtually every aspect of the appraisal process and are therefore in a position to manipulate the system. 

Diff: 2

Chapter:  8

Skill:  Application

LO:  7

82) Being unduly critical of an employee's work during a performance appraisal is known as ________.

A) recent behavior bias 

B) the horn error

C) encouragement

D) strictness

Answer:  D

Explanation:  D) Being unduly critical of an employee's work performance is referred to as strictness. Although leniency is usually more prevalent than strictness, some managers, on their own initiative, apply an evaluation more rigorously than the company standard. This behavior may be due to a lack of understanding of various evaluation factors.

Diff: 2

Chapter:  8

Skill:  Concept

LO:  7

83) The basic purpose of a performance appraisal system is to ________.

A) improve performance 

B) support strategic planning 

C) provide the basis for long-range goals 

D) quantify employees' strengths and weaknesses 

Answer:  A

Explanation:  A) The basic purpose of a performance appraisal system is to improve performance of individuals, teams, and the entire organization. The system may also serve to assist in making administrative decisions concerning pay increases, promotions, transfers, or terminations.

Diff: 2

Chapter:  8

Skill:  Concept

LO:  8

84) In order to be effective, a performance appraisal system should be based on ________ criteria.

A) international

B) trait oriented

C) subjective

D) job-related

Answer:  D

Explanation:  D) Job-relatedness is perhaps the most basic criterion needed in employee performance appraisals. Subjective factors, such as initiative, enthusiasm, loyalty, and cooperation may be important; however, unless clearly shown to be job-related, they should not be used.

Diff: 2

Chapter:  8

Skill:  Concept

LO:  8

85) How should evaluation criteria for a performance appraisal system be determined? 

A) job analysis 

B) observation 

C) strategic planning

D) job specification 

Answer:  A

Explanation:  A) Job-relatedness is perhaps the most basic criterion needed in employee performance appraisals. The Uniform Guidelines on Employee Selection Procedures and court decisions are quite clear on this point. More specifically, evaluation criteria should be determined through job analysis.

Diff: 2

Chapter:  8

Skill:  Concept

LO:  8

86) In which of the following areas would it be MOST difficult to establish highly objective work standards for the purpose of performance appraisals? 

A) manufacturing

B) assembly

C) teaching

D) sales

Answer:  C

Explanation:  C) The establishment of highly objective work standards is relatively simple in many areas, such as manufacturing, assembly, and sales. For numerous other types of jobs, such as teaching, this task is more difficult. 

Diff: 2

Chapter:  8

Skill:  Concept

LO:  8

87) Formally documenting performance appraisal data is primarily necessary to ________. 

A) file federal employment reports 

B) protect employers from lawsuits

C) help employees schedule necessary training 

D) allow employers time for the appeals process

Answer:  B

Explanation:  B) Formal documentation of appraisal data serves several purposes, including protection against possible legal action. Records should also include a description of employee responsibilities, expected performance results, and the role these data play in making appraisal decisions.

Diff: 3

Chapter:  8

Skill:  Concept

LO:  8

88) What should a supervisor do if an employee refuses to sign a performance appraisal form? 

A) take disciplinary action against the employee

B) sign the form on the employee's behalf 

C) document the employee's behavior 

D) require the employee's signature

Answer:  C

Explanation:  C) Formal documentation of appraisal data serves several purposes, including protection against possible legal action. Employees should sign their evaluations. If the employee refuses to sign, the manager should document this behavior.

Diff: 3

Chapter:  8

Skill:  Concept

LO:  8

89) Which of the following is NOT characteristic of effective performance appraisal systems? 

A) standardized evaluation tools

B) annual employee feedback

C) formal grievance process

D) trained evaluators

Answer:  B

Explanation:  B) Standardized instruments, formal grievance procedures, and properly trained evaluators are key elements of effective performance appraisal systems. Communication with employees should be continuous; problems should not be allowed to pile up for six months or a year before being addressed.

Diff: 3

Chapter:  8

Skill:  Concept

LO:  8

90) Withholding appraisal data from employees hinders their ________.

A) long-term strategic planning

B) developmental efforts

C) evaluator training

D) profit sharing 

Answer:  B

Explanation:  B) Since improved performance is a common goal of appraisal systems, withholding appraisal results is absurd. Employees are severely handicapped in their developmental efforts if denied access to this information. A performance review allows them to detect any errors or omissions in the appraisal, or an employee may disagree with the evaluation and want to challenge it.

Diff: 2

Chapter:  8

Skill:  Concept

LO:  8

91) Employee lawsuits typically result from what type of evaluations? 

A) practical 

B) negative 

C) confidential 

D) unscheduled 

Answer:  B

Explanation:  B) Employee lawsuits may result from negative evaluations. Employees often win these cases, thanks in part to the employer's own performance appraisal procedures.

Diff: 1

Chapter:  8

Skill:  Concept

LO:  9

92) Which of the following is NOT a condition normally required to be a legally defensible performance appraisal system? 

A) a system that prevents one manager from controlling a subordinate's career 

B) the use of predetermined criteria that limit the manager's discretion 

C) the absence of adverse impact on members of protected classes 

D) a review of the appraisal by an EEOC representative

Answer:  D

Explanation:  D) The courts normally require these conditions for defensible PA systems: 1. Either the absence of adverse impact on members of protected classes or validation of the process; 2. a system that prevents one manager from directing or controlling a subordinate's career; 3. the appraisal systems must use predetermined criteria that limit the manager's discretion. EEOC representatives are not necessarily involved.

Diff: 3

Chapter:  8

Skill:  Concept

LO:  9

93) An employee continually receives unsatisfactory ratings for safety practices and later causes injury to a third party. What is the most likely result?

A) negligent hiring 

B) negligent retention 

C) negligent training 

D) negligent supervision 

Answer:  B

Explanation:  B) An employer may also be vulnerable to a negligent retention claim if an employee who continually receives unsatisfactory ratings in safety practices, for example, is kept on the payroll and he or she causes injury to a third party. In these instances, firms might reduce their liability if they provide substandard performers with training designed to overcome the deficiencies.

Diff: 1

Chapter:  8

Skill:  Concept

LO:  9

94) According to the text, what is the Achilles' heel of the entire evaluation process? 

A) observing employees 

B) scheduling employee training

C) conducting the appraisal interview 

D) maintaining objectivity during the process

Answer:  C

Explanation:  C) The appraisal interview is the Achilles' heel of the entire evaluation process. In fact, appraisal review sessions often create hostility and can do more harm than good to the employee–manager relationship. To minimize the possibility of hard feelings, the face-to-face meeting and the written review must have performance improvement, not criticism, as their goal.

Diff: 3

Chapter:  8

Skill:  Concept

LO:  10

95) What is the LEAST likely way for a manager to improve the effectiveness of the performance appraisal interview? 

A) integrating the employee's self-appraisal

B) providing a single source of appraisal input

C) focusing on performance improvement

D) emphasizing management's responsibility

Answer:  B

Explanation:  B) To minimize the possibility of hard feelings during a PA interview, the face-to-face meeting and the written review must have performance improvement, not criticism, as their goal. Rating managers should emphasize their own responsibility for the employee's development. The situation improves considerably when several sources provide input, including the employee's own self-appraisal. 

Diff: 3

Chapter:  8

Skill:  Concept

LO:  10

96) The manager should consider three basic purposes when planning an appraisal interview. Which of the following is NOT one of those purposes? 

A) discussing the employee's performance 

B) assisting the employee in setting goals 

C) defending the evaluation to the employee 

D) suggesting methods for achieving established goals 

Answer:  C

Explanation:  C) Discussing performance, helping the employee set goals, and suggesting methods for accomplishing those goals are basic purposes of PA interviews. The interview should not involve a defense of the evaluation.

Diff: 3

Chapter:  8

Skill:  Concept

LO:  10

97) According to experts, managers should conduct separate interviews for discussing employee performance and employee ________.

A) development

B) strengths

C) goals

D) pay

Answer:  D

Explanation:  D) Although costs are a consideration, there is merit in conducting separate interviews for discussing: (1) employee performance and development and (2) pay. Many managers have learned that as soon as the topic of pay emerges in an interview, it tends to dominate the conversation, with performance improvement taking a back seat.

Diff: 2

Chapter:  8

Skill:  Concept

LO:  10

98) All of the following are accomplished by effective managers during appraisal interviews EXCEPT ________.

A) asking employees how they could improve a situation 

B) emphasizing the positive performance aspects

C) turning the interview into a win-win situation

D) criticizing actions rather than the person

Answer:  C

Explanation:  C) Effective managers minimize threats to the employee's self-esteem whenever possible. When giving criticism, managers should emphasize the positive aspects of performance; criticize actions, not the person; and ask the employee how he or she would change things to improve the situation. Also, the manager should avoid supplying all the answers and try to turn the interview into a win–win situation so that all concerned gain.

Diff: 3

Chapter:  8

Skill:  Concept

LO:  10

99) Which of the following is LEAST likely to be the focus of a performance appraisal at a Chinese company?

A) measurable outcomes

B) moral behavior

C) personal obedience

D) employee loyalty

Answer:  A

Explanation:  A) Chinese managers appear to define performance in terms of personal characteristics, such as loyalty and obedience, rather than outcome measurement. Chinese performance appraisals place great emphasis on moral characteristics. 

Diff: 2

Chapter:  8

Skill:  Concept

LO:  10

AACSB:  Multicultural and Diversity

100) From the list below, pick the outcome that characterizes the conclusion of a successful appraisal interview. 

A) deflating the employee's ego, so he or she will be more compliant

B) ending with specific, mutually agreed upon plans for the employee's development

C) introducing a fault-finding structure into the close of the interview

D) making sure that the employee accepts his or her responsibility for additional training

Answer:  B

Explanation:  B) Ideally, employees will leave the interview with positive feelings about management, the company, the job, and themselves. If the meeting results in a deflated ego, the prospects for improved performance will be bleak. Although you cannot change past behavior, future performance is another matter. The interview should end with specific and mutually agreed-upon plans for the employee's development.

Diff: 2

Chapter:  8

Skill:  Concept

LO:  10

AACSB:  Multicultural and Diversity

8.2  True/False Questions

1) Performance management helps to achieve organizational strategy and requires improving the value of the workforce. 

Answer:  TRUE

Explanation:  Performance management is a goal-oriented process directed toward ensuring that organizational processes are in place to maximize the productivity of employees, teams, and ultimately, the organization. It is a major player in accomplishing organizational strategy in that it involves measuring and improving the value of the workforce.

Diff: 2

Chapter:  8

Skill:  Concept

LO:  1

2) Performance appraisal is an ongoing process, while performance management occurs at a specific time. 

Answer:  FALSE

Explanation:  Although every HR function contributes to performance management, training and performance appraisal play a more significant role. Whereas performance appraisal occurs at a specific time, performance management is a dynamic, ongoing, continuous process.

Diff: 2

Chapter:  8

Skill:  Concept

LO:  1

3) Performance appraisal is an informal system of review and evaluation of individual or team task performance. 

Answer:  FALSE

Explanation:  Performance appraisal is a formal system of review and evaluation of individual or team task performance. A critical point in the definition is the word formal, because in actuality, managers should be reviewing an individual's performance on a continuing basis.

Diff: 1

Chapter:  8

Skill:  Concept

LO:  2

4) According to surveys, most employees are satisfied with the performance appraisal process at their firm. 

Answer:  FALSE

Explanation:  Performance appraisal is often a negative, disliked activity and one that seems to elude mastery. Managers do not like giving them and employees do not like receiving them. In fact, in one survey, almost 80 percent of workers stated dissatisfaction with their PA process.

Diff: 2

Chapter:  8

Skill:  Concept

LO:  2

5) HR managers use performance appraisal data for recruitment, selection, compensation, and training purposes. 

Answer:  TRUE

Explanation:  PA data are potentially valuable for virtually every human resource functional area including recruitment, selection, compensation, and training.

Diff: 1

Chapter:  8

Skill:  Concept

LO:  2

6) In Albemarle Paper v Moody and Mistretta v Sandia Corporation, the courts ruled that performance appraisal systems should not be discriminatory. 

Answer:  TRUE

Explanation:  Legislation requires that appraisal systems be nondiscriminatory. In the case of Mistretta v Sandia Corporation, a federal district court judge ruled against the company, stating, "There is sufficient circumstantial evidence to indicate that age bias and age based policies appear throughout the performance rating process to the detriment of the protected age group." The Albemarle Paper v Moody case also supported validation requirements for performance appraisals.

Diff: 2

Chapter:  8

Skill:  Concept

LO:  3

7) In most cases, the first step of the performance appraisal process involves identifying specific performance goals. 

Answer:  TRUE

Explanation:  The starting point for the PA process is identifying specific performance goals. An appraisal system probably cannot effectively serve every desired purpose, so management should select the specific goals it believes to be most important and realistically achievable.

Diff: 1

Chapter:  8

Skill:  Concept

LO:  3

8) Traits such as adaptability, judgment, appearance, and attitude may be used in performance appraisals if they are job-related. 

Answer:  TRUE

Explanation:  Certain traits may relate to job performance and, if this connection is established, using them may be appropriate. Traits such as adaptability, judgment, appearance, and attitude may be used when shown to be job-related.

Diff: 2

Chapter:  8

Skill:  Concept

LO:  4

9) Desired behaviors may be appropriate as evaluation criteria because if they are recognized and rewarded, employees tend to repeat them. 

Answer:  TRUE

Explanation:  Desired behaviors may be appropriate as evaluation criteria because if they are recognized and rewarded, employees tend to repeat them. If certain behaviors result in desired outcomes, there is merit in using them in the evaluation process.

Diff: 2

Chapter:  8

Skill:  Concept

LO:  4

10) Behaviors include a broad range of knowledge, skills, and traits that may be technical in nature, relate to interpersonal skills, or be business oriented. 

Answer:  FALSE

Explanation:  Competencies include a broad range of knowledge, skills, traits, and behaviors that may be technical in nature, relate to interpersonal skills, or are business-oriented. Some managers recommend that cultural competencies such as ethics and integrity be used for all jobs.

Diff: 1

Chapter:  8

Skill:  Concept

LO:  4

11) Employee empowerment and engagement are the hallmarks of a traditional system of performance appraisal.

Answer:  FALSE

Explanation:  Today, firms stress employee empowerment and engagement. They also want employees to work in teams to accomplish their duties. Teams, not managers, are often making the decisions, which runs counter to the traditional appraisal system. Some experts believe that a firm cannot have an empowered and engaged workforce and still use a traditional performance appraisal system.

Diff: 2

Chapter:  8

Skill:  Concept

LO:  3

12) If organizations consider ends more important than means, goal achievement should be a factor in performance appraisals. 

Answer:  TRUE

Explanation:  If organizations consider ends more important than means, goal achievement outcomes become an appropriate factor to evaluate. The outcomes established should be within the control of the individual or team and should be those results that lead to the firm's success.

Diff: 2

Chapter:  8

Skill:  Concept

LO:  4

13) Focusing on an employee's potential during a performance appraisal ensures that more effective career planning and development will occur.

Answer:  TRUE

Explanation:  Firms should emphasize the future, including the behaviors and outcomes needed to develop the employee, and, in the process, achieve the firm's goals. This involves an assessment of the employee's potential. Including potential in the evaluation process helps to ensure more effective career planning and development.

Diff: 2

Chapter:  8

Skill:  Concept

LO:  4

14) It is essential that line managers play a key role in performance appraisal from beginning to end. 

Answer:  TRUE

Explanation:  Often the human resource department is responsible for coordinating the design and implementation of performance appraisal programs. However, it is essential that line managers play a key role from beginning to end. These individuals usually conduct the appraisals, and they must directly participate in the program if it is to succeed.

Diff: 2

Chapter:  8

Skill:  Concept

LO:  5

15) The primary disadvantage of using peers to appraise performance is that they do not work closely enough with evaluated employees to provide useful feedback. 

Answer:  FALSE

Explanation:  A major strength of using peers to appraise performance is that they work closely with the evaluated employee and probably have an undistorted perspective on typical performance, especially in team assignments.

Diff: 1

Chapter:  8

Skill:  Concept

LO:  5

16) Organizations that structure employees into self-directed teams are using peers to appraise performance less frequently because of time constraints. 

Answer:  FALSE

Explanation:  A major strength of using peers to appraise performance is that they work closely with the evaluated employee and probably have an undistorted perspective on typical performance, especially in team assignments. Organizations are increasingly using teams, including those that are self-directed.

Diff: 2

Chapter:  8

Skill:  Concept

LO:  5

17) If employees understand their objectives and the criteria used for evaluation, they can effectively appraise their own performance. 

Answer:  TRUE

Explanation:  If employees understand their objectives and the criteria used for evaluation, they are in a good position to appraise their own performance. Many people know what they do well on the job and what they need to improve.

Diff: 1

Chapter:  8

Skill:  Concept

LO:  5

18) Organizations use customer appraisal because it demonstrates a commitment to the customer and holds employees accountable. 

Answer:  TRUE

Explanation:  Customer behavior determines a firm's degree of success. Therefore, some organizations believe it is important to obtain performance input from this critical source. Organizations use this approach because it demonstrates a commitment to the customer, holds employees accountable, and fosters change.

Diff: 2

Chapter:  8

Skill:  Concept

LO:  6

19) Managing performance is extraneous to a manager's daily job duties.

Answer:  FALSE

Explanation:  Formal performance appraisals are prepared at specific intervals. However, managers should be conditioned to understand that managing performance is a continuous process that is built into their job every day.

Diff: 2

Chapter:  8

Skill:  Concept

LO:  5

20) Experts recommend performing evaluations on hiring anniversaries rather than on a calendar basis in order to make essential comparisons between employees. 

Answer:  FALSE

Explanation:  In the interest of consistency, it may be advisable to perform evaluations on a calendar basis rather than on anniversaries. If firms do not conduct all appraisals at the same time, it may be impossible to make needed comparisons between employees.

Diff: 2

Chapter:  8

Skill:  Concept

LO:  5

21) The 360-degree feedback evaluation method involves evaluation input from multiple levels within the firm as well as external sources. 

Answer:  TRUE

Explanation:  The 360-degree feedback evaluation method is a popular performance appraisal method that involves evaluation input from multiple levels within the firm as well as external sources. The 360-degree method is unlike traditional performance reviews, which provide employees with feedback only from supervisors.

Diff: 1

Chapter:  8

Skill:  Concept

LO:  6

22) Results from 360-degree programs are used by firms for succession planning, training, professional development, and performance management. 

Answer:  TRUE

Explanation:  As many as 90 percent of Fortune 500 companies use some form of 360-degree feedback for either employee evaluation or development. Many companies use results from 360-degree programs not only for conventional applications but also for succession planning, training, and professional development.

Diff: 1

Chapter:  8

Skill:  Concept

LO:  6

23) The rating scale method focuses on skills needed across organizational boundaries. 

Answer:  FALSE

Explanation:  Unlike traditional approaches, 360-degree feedback focuses on skills needed across organizational boundaries. The rating scales method is a performance appraisal method that rates employees according to defined factors and is less focused on organizational needs.

Diff: 2

Chapter:  8

Skill:  Concept

LO:  6

24) Having multiple raters makes the 360-degree feedback evaluation method more legally defensible and less costly. 

Answer:  FALSE

Explanation:  Having multiple raters also makes the process more legally defensible. However, an appraisal system involving numerous evaluators will naturally take more time and, therefore, be more costly.

Diff: 2

Chapter:  8

Skill:  Concept

LO:  6

25) The most significant risk associated with 360-degree feedback is confidentiality. 

Answer:  TRUE

Explanation:  The biggest risk with 360-degree feedback is confidentiality. Many firms outsource the process to make participants feel comfortable that the information they share and receive is completely anonymous, but the information is very sensitive and, in the wrong hands, could impact careers.

Diff: 1

Chapter:  8

Skill:  Concept

LO:  6

26) The critical incident method is an appraisal approach that rates employees according to defined factors. 

Answer:  FALSE

Explanation:  The rating scales method is a performance appraisal method that rates employees according to defined factors. The critical incident method is a performance appraisal method that requires keeping written records of highly favorable and unfavorable employee work actions.

Diff: 1

Chapter:  8

Skill:  Concept

LO:  6

27) One reason for the popularity of the rating scales method is its simplicity. 

Answer:  TRUE

Explanation:  One reason for the popularity of the rating scales method is its simplicity, which permits quick evaluations of many employees. When you quantify the ratings, the method facilitates comparison of employees' performances.

Diff: 1

Chapter:  8

Skill:  Concept

LO:  6

28) The rating scale method requires keeping written records of highly favorable and highly unfavorable employee work actions. 

Answer:  FALSE

Explanation:  The critical incident method is a performance appraisal method that requires keeping written records of highly favorable and unfavorable employee work actions. The rating scales method is a performance appraisal method that rates employees according to defined factors. 

Diff: 1

Chapter:  8

Skill:  Concept

LO:  6

29) In the essay method, the rater writes a brief narrative describing the employee's performance. 

Answer:  TRUE

Explanation:  The essay method is a performance appraisal method in which the rater writes a brief narrative describing the employee's performance. This method tends to focus on extreme behavior in the employee's work rather than on routine day-to-day performance.

Diff: 1

Chapter:  8

Skill:  Concept

LO:  6

30) The work standards method compares each employee's performance to a predetermined standard.

Answer:  TRUE

Explanation:  The work standards method is a performance appraisal method that compares each employee's performance to a predetermined standard or expected level of output.

Diff: 1

Chapter:  8

Skill:  Concept

LO:  6

31) The critical incident method is a variation of the ranking method in which the performance of each employee is compared with every other employee in the group. 

Answer:  FALSE

Explanation:  Paired comparison is a variation of the ranking method in which the performance of each employee is compared with that of every other employee in the group. A single criterion, such as overall performance, is often the basis for this comparison. The critical incident method is a performance appraisal method that requires keeping written records of highly favorable and unfavorable employee work actions. 

Diff: 1

Chapter:  8

Skill:  Concept

LO:  6

32) The forced distribution method is a new performance appraisal method that is primarily used by small technology firms.

Answer:  FALSE

Explanation:  Forced distribution systems have been around for decades and firms such as General Electric, Cisco Systems, EDS, Hewlett-Packard, Microsoft, Pepsi, Caterpillar, Sun Microsystems, Goodyear, Ford Motor, and Capital One use them today. Proponents of forced distribution believe they facilitate budgeting and guard against weak managers who are too timid to get rid of poor performers.

Diff: 2

Chapter:  8

Skill:  Concept

LO:  6

33) Top firms, such as Cisco, Ford, and Capital One, use the forced distribution system because of its popularity among most managers and HR professionals.

Answer:  FALSE

Explanation:  Although used by some prestigious firms, the forced distribution system appears to be unpopular with many managers. In a survey of HR professionals, 44 percent of respondents thought their firm's forced ranking system damages morale and generates mistrust of leadership.

Diff: 2

Chapter:  8

Skill:  Concept

LO:  6

34) Opponents of forced distribution contend that the system fosters paranoia among employees and destroys company loyalty. 

Answer:  TRUE

Explanation:  Critics believe the forced distribution method fosters cutthroat competition, paranoia, and general ill will, and destroys employee loyalty. Opponents of forced distribution contend that the method compels a manager to penalize a good, although not a great, employee who is part of a superstar team. 

Diff: 2

Chapter:  8

Skill:  Concept

LO:  6

35) The BARS method combines elements of the traditional rating scales and critical incident methods. 

Answer:  TRUE

Explanation:  The behaviorally anchored rating scale (BARS) method is a performance appraisal method that combines elements of the traditional rating scales and critical incident methods; various performance levels are shown along a scale with each described in terms of an employee's specific job behavior.

Diff: 1

Chapter:  8

Skill:  Concept

LO:  6

36) Like the rating scales method, BARS uses terms such as high, medium, and low at each scale point. 

Answer:  FALSE

Explanation:  A BARS system differs from rating scales because, instead of using terms such as high, medium, and low at each scale point, it uses behavioral anchors related to the criterion being measured. This modification clarifies the meaning of each point on the scale and reduces rater bias and error by anchoring the rating with specific behavioral examples based on job analysis information.

Diff: 2

Chapter:  8

Skill:  Concept

LO:  6

37) The manager and the subordinate jointly agree on objectives for the next appraisal period in a results-based system. 

Answer:  TRUE

Explanation:  The manager and subordinate jointly agree on objectives for the next appraisal period in a results-based system. In such a system, one objective might be, for example, to cut waste by 10 percent. At the end of the appraisal period, an evaluation focuses on how well the employee achieved this objective.

Diff: 1

Chapter:  8

Skill:  Concept

LO:  6

38) A halo error occurs when a manager generalizes one negative performance feature to all aspects of employee performance. 

Answer:  FALSE

Explanation:  A halo error occurs when a manager generalizes one positive performance feature or incident to all aspects of employee performance, resulting in a higher rating. The horn error is an evaluation error that occurs when a manager generalizes one negative performance feature or incident to all aspects of employee performance, resulting in a lower rating.

Diff: 1

Chapter:  8

Skill:  Concept

LO:  7

39) Strictness is a common error that occurs when employees are incorrectly rated near the average or middle of the scale. 

Answer:  FALSE

Explanation:  Central tendency error is an evaluation appraisal error that occurs when employees are incorrectly rated near the average or middle of a scale. Being unduly critical of an employee's work performance is referred to as strictness.

Diff: 1

Chapter:  8

Skill:  Concept

LO:  7

40) According to the Uniform Guidelines and the court system, job-relatedness is the essential element in evaluation criteria for performance appraisals. 

Answer:  TRUE

Explanation:  Job-relatedness is perhaps the most basic criterion needed in employee performance appraisals. The Uniform Guidelines on Employee Selection Procedures and court decisions are quite clear on this point. 

Diff: 2

Chapter:  8

Skill:  Concept

LO:  8

8.3  Essay Questions

1) What is the difference between performance management and performance appraisal? What is the relationship between the performance management and performance appraisal? 

Answer:  Performance management (PM) is a goal-oriented process directed toward ensuring that organizational processes are in place to maximize the productivity of employees, teams, and ultimately, the organization. It is a major player in accomplishing organizational strategy in that it involves measuring and improving the value of the workforce. PM includes incentive goals and the corresponding incentive values so that the relationship can be clearly understood and communicated. Performance appraisal (PA) is a formal system of review and evaluation of individual or team task performance. PA is especially critical to the success of performance management. Although performance appraisal is but one component of performance management, it is vital, in that it directly reflects the organization's strategic plan. Although evaluation of team performance is critical when teams exist in an organization, the focus of PA in most firms remains on the individual employee. Regardless of the emphasis, an effective appraisal system evaluates accomplishments and initiates plans for development, goals, and objectives.

Diff: 3

Chapter:  8

Skill:  Synthesis

LO:  1, 2

2) How do firms utilize performance appraisals? What environmental factors influence the performance appraisal process at a firm?

Answer:  A properly designed PA system can help achieve organizational objectives and enhance employee performance. In fact, PA data are potentially valuable for virtually every human resource functional area including HR planning, recruitment and selection, training and development, career planning and development, compensation programs, and internal employee relations. External and internal environmental factors can influence the appraisal process. Legislation, labor unions, and corporate culture are examples of such factors.

Diff: 3

Chapter:  8

Skill:  Synthesis

LO:  2, 3

3) What are the steps in the performance appraisal process? What are the characteristics of an effective PA process? 

Answer:  The starting point for the PA process is identifying specific performance goals. An appraisal system probably cannot effectively serve every desired purpose, so management should select the specific goals it believes to be most important and realistically achievable. The next step in this ongoing cycle continues with establishing performance criteria (standards) and communicating these performance expectations to those concerned. Then the work is performed and the supervisor appraises the performance. At the end of the appraisal period, the appraiser and the employee together review work performance and evaluate it against established performance standards. This review helps determine how well employees have met these standards, determines reasons for deficiencies, and develops a plan to correct the problems. An effective PA process has job-related criteria, clear performance expectations, standardized instruments and procedures, trained appraisers, due process, and open communication.

Diff: 3

Chapter:  8

Skill:  Synthesis

LO:  4, 8

4) How would an evaluator use the rating scales method? What problems are typically associated with this method?

Answer:  The rating scales method is a performance appraisal method that rates employees according to defined factors. Using this approach, evaluators record their judgments about performance on a scale. The scale includes several categories, normally 5–7 in number, defined by adjectives such as outstanding, meets expectations, or needs improvement. Although systems often provide an overall rating, the method generally allows for the use of more than one performance criterion. The factors chosen for evaluation are typically of two types: job-related and personal characteristics. The rater (evaluator) completes the form by indicating the degree of each factor that is most descriptive of the employee and his or her performance. 

A potential weakness of this method is the lack objectivity. For example, commonly used factors such as attitude, appearance, and personality are difficult to measure. In addition, these factors may have little to do with an employee's job performance. 

Diff: 3

Chapter:  8

Skill:  Synthesis

LO:  6

5) What are the benefits of having line managers conduct performance appraisals? Why is it important that line managers receive performance appraisal training?

Answer:  An employee's immediate supervisor has traditionally been the most logical choice for evaluating performance and this continues to be the case. The supervisor is usually in an excellent position to observe the employee's job performance and the supervisor has the responsibility for managing a particular unit. Also, subordinate training and development is an important element in every manager's job and, appraisal programs and employee development are usually closely related. A common deficiency in appraisal systems is that the evaluators seldom receive training on how to conduct effective evaluations. Unless everyone evaluating performance receives training in the art of giving and receiving feedback, the process can lead to uncertainty and conflict. The training should be an ongoing process in order to ensure accuracy and consistency and should cover how to rate employees and how to conduct appraisal interviews.

Diff: 3

Chapter:  8

Skill:  Synthesis

LO:  4, 5

6) In a brief essay, discuss the problem of performance appraisal manipulation and its potential for legal repercussions.

Answer:  In some instances, managers control virtually every aspect of the appraisal process and are therefore in a position to manipulate the system. For example, a supervisor may want to give a pay raise to a certain employee or the supervisor may just "favor" one worker more than another. In order to justify this action, the supervisor may give the employee an undeserved high performance evaluation and perhaps a less favored, but productive, employee a lower rating. If the employee who receives a low rating belongs to a protected group, the firm may wind up in court. If the organization cannot adequately support the evaluation, it may suffer significant financial loss. Mistakes in appraising performance and decisions based on invalid results can have serious legal repercussions. For example, discriminatory allocation of money for merit pay increases can result in costly legal action. In settling cases, courts have held employers liable for back pay, court costs, and other costs related to training and promoting certain employees in protected classes. 

Diff: 3

Chapter:  8

Skill:  Synthesis

LO:  7

7) Why are appraisal interviews often dreaded by employees and managers? How can a system of continuous open communication minimize this problem?

Answer:  Appraisal review sessions often create hostility and can do more harm than good to the employee-manager relationship. The appraisal interview definitely has the potential for confrontation and undermining the goal of motivating employees. To minimize the possibility of hard feelings, the face-to-face meeting and the written review must have performance improvement, not criticism, as their goal. A good appraisal system can minimize the stress of appraisal interviews by encouraging highly desired feedback on a continuing basis. There should be few surprises in the performance review and appraisal interview. Managers should handle daily performance problems as they occur and not allow them to pile up for six months or a year and then address them during the performance appraisal interview. Continuous feedback is vitally important to help direct, coach, and teach employees to grow and improve performance. When something new surfaces during the appraisal interview, the manager probably did not do a good enough job communicating with the employee throughout the appraisal period. Even though the interview presents an excellent opportunity for both parties to exchange ideas, it should never serve as a substitute for the day-to-day communication and coaching required by performance management.

Diff: 3

Chapter:  8

Skill:  Synthesis

LO:  2, 8

8) As an HR manager, how could you use performance appraisal information for HR tasks such as training and development, recruitment, and compensation?

Answer:  Performance appraisal should point out an employee's specific needs for training and development. By identifying deficiencies that adversely affect performance, T&D programs can be developed that permit individuals to build on their strengths and minimize their deficiencies. An appraisal system does not guarantee properly trained and developed employees. However, determining T&D needs is more precise when appraisal data are available. Also, PA evaluation ratings may be helpful in predicting the performance of job applicants. For example, it may be determined that a firm's successful employees (identified through performance evaluations) exhibit certain behaviors when performing key tasks. These data may then provide benchmarks for evaluating applicant responses obtained through behavioral interviews. Finally, PA results provide a basis for rational decisions regarding pay adjustments. Most managers believe that you should reward outstanding job performance tangibly with pay increases. They believe that the behaviors you reward are the behaviors you get. Rewarding behaviors necessary for accomplishing organizational objectives is at the heart of a firm's strategic plan. To encourage good performance, a firm should design and implement a reliable performance appraisal system and then reward the most productive workers and teams accordingly.

Diff: 3

Chapter:  8

Skill:  Critical Thinking

LO:  2

9) What are the characteristics of an effective appraisal system?

Answer:  The basic purpose of a performance appraisal system is to improve the performance of individuals, teams, and the entire organization. Although a perfect system does not exist, every system should possess certain characteristics.

Job-relatedness is perhaps the most basic criterion needed in employee performance appraisals.

The evaluation instrument should tie in closely to the accomplishment of organizational goals. Subordinates must also understand in advance what is expected of them. How can employees function effectively if they do not know what they are being measured against? Firms should use the same evaluation instrument for all employees in the same job category who work for the same supervisor. Supervisors should also conduct appraisals covering similar periods for these employees. A common deficiency in appraisal systems is that the evaluators seldom receive training on how to conduct effective evaluations. Unless everyone evaluating performance receives training in the art of giving and receiving feedback, the process can lead to uncertainty and conflict. Most employees have a strong need to know how well they are performing. A good appraisal system provides highly desired feedback on a continuing basis. In addition to the need for continuous communication between managers and their employees, a special time should be set for a formal discussion of an employee's performance. Since improved performance is a common goal of appraisal systems, withholding appraisal results is absurd. Ensuring due process is vital. If the company does not have a formal grievance procedure, it should develop one to provide employees an opportunity to appeal appraisal results that they consider inaccurate or unfair.

Diff: 3

Chapter:  8

Skill:  Critical Thinking

LO:  8

AACSB:  Reflective Thinking

10) What are the advantages and disadvantages of having peers and team members appraise an employee's performance? 

Answer:  A major strength of using peers to appraise performance is that they work closely with the evaluated employee and probably have an undistorted perspective on typical performance, especially in team assignments. The rationale for evaluations conducted by team members includes the following: 1.Team members know each other's performance better than anyone and can, therefore, evaluate performance more accurately. 2. Peer pressure is a powerful motivator for team members. 3. Members who recognize that peers within the team will be evaluating their work show increased commitment and productivity.

Problems with peer evaluations include the reluctance of some people who work closely together, especially on teams, to criticize each other. On the other hand, if an employee has been at odds with another worker he or she might really "unload on the enemy," resulting in an unfair evaluation. Another problem concerns peers who interact infrequently and lack the information needed to make an accurate assessment.

Diff: 3

Chapter:  8

Skill:  Critical Thinking

LO:  6
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