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The appraisal of on-the-job per-
formance costs a considerable 
amount of money and time, so the 
question — Performance Apprais-
al: why bother? — is a dollar-and-
cents matter for most organiza-
tions. 

This article tries to provide 
some hardheaded answers. Before 
we get into them in detail, we'll 
outline the ideas developed and 
thereby give you a preview of 
what's to follow. 

Here's our line of reasoning: 
1. Your organization wants opti-

mal results. 
2. Of the many contributors to 

optimal results, one of the most 
important is motivated employees. 

3. An effective performance ap-
praisal system can do much to mo-
tivate employees by: 

• Letting them know what's ex-
pected of them, how they're doing, 
and how they can do better. 

• Helping management make 
valid transfer and promotion de-
cisions. 

• Helping management make 
equitable compensation decisions. 

• Showing the employee "what's 
in it for me" if his or her perform-
ance moves the organization closer 
to its goals. 

4. It should also provide docu-
mentation for affirmative action 
decisions, thus lessening the likeli-
hood of costly litigation. 

5. Your performance appraisal 
system is unlikely to do these 
things if your managers don't 

know how to conduct effective ap-
praisal interviews. 

6. Your managers can be taught 
to do appraisal interviews that 
motivate and help optimize re-
sults. 

Let's start by taking a closer 
look at the relationship — the very 
close relationship — between ap-
praising an individual's on-the-job 
performance and optimizing your 
organization's ultimate results. 

Three Basic Questions 

Most successful organizations 
spend a lot of time and money on 
the appraisal of on-the-job per-
formance. Just consider a few of 
the things any sizable organization 
does to keep its performance ap-
praisal system functioning. It pro-
duces forms and establishes pro-
cedures for evaluation perform-
ance, for recommending compen-
sation, for setting goals, and for 
planning succession. It devotes 
hundreds, maybe thousands, of 
hours to appraisal interviews and 
to the decision-making that results 
from them. It schedules the flow of 
work so that these interviews and 
decision-making sessions can take 
place. And on and on. All of this is 
expensive. Because it is, manage-
ment has every right to ask 
why . . . 

. . . Why are we spending mon-
ey appraising employees: 

. . . What are we getting in re-
turn? 

. . . Why should we bother to do 
appraisals at all? 

Yet, strangely, many organiza-
tions don't ask these questions or, 
if they do, they don't usually get 

instructive answers. In some or-
ganizations, performance appraisal 
is accepted on faith as a "good 
thing" — as something enlightened 
organizations just "naturally" do, 
no questions asked. In others, 
when management seeks justifica-
tion for spending all those dollars 
on performance appraisal, the re-
sponse is pretty vague: It's good 
for people to know where they 
stand". . . "People expect it". . . 
"It's a growth experience " . . . and 
so on. None of these replies really 
answers our three basic questions. 

We think these questions de-
serve straight, explicit answers. 
Such answers are, of course, im-
portant to you because, as a man-
ager, you're responsible for doing 
things that pay off. They're impor-
tant to us, too, because, as special-
ists in performance appraisal train-
ing and consulting, we know that 
we can't ask your organization, or 
any other, to spend money on our 
services unless it first knows 
whether appraisal is worth doing 
at all — and why. Only then can we 
show you how your investment in 
performance appraisal training can 
be expected to pay o f f . Whether it 
will pay off depends upon why 
your organization does perform-
ance appraisal in the first place; 
after all, the very phrase, pay o f f , 
only has meaning for your organi-
zation in terms of your organiza-
tion's objectives. 

This article, then, is an attempt 
to help you answer our three basic 
questions for your own organiza-
tion. Even though we're "believ-
ers" in performance appraisal, we 
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don't think you should accept its 
value on faith. We think you 
should ask for — in fact, demand, 
— basic answers to the three basic 
questions we've raised. To get the 
answers, we'll have to start with 
some facts of organizational life. 

Facts of Organizational Life 
This article is based on two self-

evident premises. Sometimes, 
when things are self - evident, 
they're not talked about; they're 
just taken for granted. And, be-
cause they're not talked about, 
they're in danger of being ignored. 
For that reason, we're going to 
state the premises as unequivocal-
ly as we can, because no organiza-
tion can afford to ignore them: 

1. Whatever your organization's 
ultimate goal (to achieve optimal 
profits or to carry out any other 
mandate), there's not much chance 
that it can attain it unless its em-
ployees are motivated — unless 
something impels them to exert 
the effort necessary to attain it. 

"Knowing the type and the 
quality of its human resources is 

essential to any organization 
seeking optimal results." 

2. One significant criterion 
against which everything done in 
your organization must be evaluat-
ed is this: Is it motivating? Does it 
offer people reasons — convincing 
reasons — for doing what must be 
done to achieve on-the-job goals 
which mesh with, and contribute 
to, the organization's ultimate 
goal? Does it spur employees to act 
in ways that help carry out your 
organization's mandate? 

To put it in a single sentence: 
Your organization seeks certain 
results; these can only, in the last 
analysis, be achieved by its em-
ployees; the organization, there-
fore, has a vested interest in see-
ing to it that its employees are mo-
tivated to do what's needed to 
achieve the results it wants. We're 
not saying that having motivated 
employees will insure attainment 
of your organization's goal; ob-
viously, many other factors can get 
in the way. We're simply saying 
that your organization's chances of 
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achieving its goal are slim without 
motivated employees. 

So what? What has your organi-
zation's performance-appraisal sys-
tem got to do with motivating peo-
ple to carry out its mandate? To 
answer that, let's look at why or-
ganizations have performance-ap-
praisal systems in the first place. 

Ideally, a performance-appraisal 
system (all the methods an organi-
zation uses to evaluate the way its 
employees do their jobs) should 
motivate effective on-the-job per-
formance by: 

A. Evaluating and developing 
the people in the organization. 

B. Providing data for valid and 
reliable human resource planning. 

C. Providing data for valid and 
reliable compensation decisions. 

D. Meshing the individual's job 
objectives with the goals of the or-
ganization. 

By designing its system to do 
these things, your organization has 
its best chance of producing em-
ployees who can and will help it 
achieve its ultimate goal. Or, to 
put it differently, a properly de-
signed performance-appraisal sys-
tem gives your organization its 
best chance of producing employ-
ees who are both competent and 
motivated. Let us explain: 

A. Evaluating and developing 
the people in the organization: 
There's not much point in talking 
about achieving ultimate goals un-
less you have employees who know 
what they're supposed to do on the 
job, who know how to do it, and 
who want to do it. Developing such 
people should be a prime aim of 
your performance-appraisal sys-
tem. 

B. Providing data for valid and 
reliable human resource planning: 
Knowing the type and the quality 
of its human resources is essential 
to any organization seeking opti-
mal results. It needs this informa-
tion to make sound decisions about 
whom to promote, transfer, disci-
pline, fire. It needs it to reach con-
clusions about whether it has the 
talent needed to carry out its 

50 — Training and Development Journal, August 1978 



plans, or whether it must go out 
and find the talent. Making sure 
you have this information should 
be a prime aim of your perform-
ance-appraisal system. 

But there's more to it than that. 
Human resource planning is more 
than a way to inventory people; it's 
a way to motivate them. It's a way 
to make sure that the people who 
deserve promotions get them . . . 
that rewards are based upon 
performance instead of being made 
capriciously. Such decisions 
should, of course, be based on in-
formation that's reliable and valid. 

C. Providing data for valid and 
reliable compensation decisions: 
An equitable compensation plan — 
one that's fair, realistic, and moti-
vating — obviously contributes to 
organizational results. It's impor-
tant to make sure that rewards go 
to employees who deserve them. 
Gathering performance data that 
will help guarantee fair, sensible, 
motivating compensation should 
be a prime aim of any perform-
ance-appraisal system. 

D. Meshing the individual's job 
objectives with the goals of the or-
ganization: Even if your organiza-
tion never talks about "manage-
ment by objectives," and even if it 
doesn't have a "formal" MBO pro-
gram, it s still vitally interested in 
steering toward its goals. To do 
this, it must assign to each person 
in the organization objectives (or 
goals or tasks or targets or what-
ever it calls them) which, when 
achieved, will bring it closer to its 
ultimate goals. Ideally, individual 
aims and organizational aims 
should interlock as smoothly as 
gear teeth. 

That, in the last analysis, is 
what goal-setting (or management 
by objectives) is all about: making 
sure that whatever is done in an 
organization, at any level, ad-
vances the organization toward its 
ultimate goal. Finding out whether 
or not that's happening (and why) 
should be a prime aim of your per-
formance appraisal system. 

In using your system for this 
purpose, you may find that goals 
aren t being achieved for a variety 

reasons; one may be that the 
employee isn't motivated to 
achieve them. Management by ob-

jectives (whether formal or in-
formal) can faU flat if a sizable 
number of employees aren't com-
mitted to their goals. People can't 
be expected to pursue goals unless 
they have a reason to do so — a 
reason that makes sense to them. 
Your performance-appraisal sys-
tem should provide that reason. 

In the United States, there's an-
other very important reason why 
your organization has a stake in its 
performance-appraisal system: the 
system should enable the organiza-
tion to make affirmative action de-
cisions that are based on valid, re-
liable documentation. Government 
standards (for example, the 1964 
Civil Rights Act) require that deci-
sions affecting members of minori-
ty or disadvantaged groups, par-
ticularly in the areas of compensa-
tion and human resource planning, 
be based on something more than 
intuition, hunch, or top-of-the-
head impressions. The decisions 
must be supported by documented 
evidence — by substantiating data. 
Your performance-appraisal sys-
tem should provide such docu-
mentation; by decreasing the like-
lihood of costly investigations, ex-
pensive litigation, and damaging 
allegations, it should make an 
additional contribution to optimal 
results. 

A Few Pertinent Questions 

Let's pause here to make sure 
we're on solid ground. Up to now, 
the discussion has been pretty 
general. To make it pertinent to 
your particular organization, we're 
going to raise a few questions and 
ask that you take a few minutes to 
write in your answers. By doing 
so, you'll increase the relevance of 
everything we've said, and every-
thing we'll say from here on. 
la. Is your organization's performance-

appraisal system intended to develop 
its employees — that is, does it try to 
train and motivate? 
Y es No 

b. If the answer to la is yes, do you think 
the system is doing an effective job of 
individual development? 
Yes No 

c. If the answer to la is no, do you think 
the system should be geared to indi-
vidual development? 
Yes No 

2a. Is your organization's performance-
appraisal system intended to provide 
data for valid, reliable human resource 
planning — that is, is it designed to 
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help management plan promotions, 
transfers, terminations, and so on? 
Yes No 

b. If the answer to 2a is yes, do you think 
the system is doing an effective job of 
human resource planning? 
Y es No 

c. If the answer to 2a is no, do you think 
the system should be geared to human 
resource planning? 
Yes No 

3a. is your organization's performance-
appraisal system intended to produce 
data for making valid, reliable com-
pensation decisions — that is, is it de-
signed to help management set equit-
able and motivating compensation? 
Yes No 

b. If the answer to 3a is yes, do you think 
the system is doing an effective job of 
compensation planning? 
Y es No 

c. If the answer to 3a is no, do you think 
the system should be geared to com-
pensation planning? 
Yes No 

4a. Is your organization's performance-
appraisal system intended to mesh in-
dividual job goals with organizational 
objectives — that is, is it designed to 
help the organization steer in the 
direction of its ultimate goal? 
Yes No 

b. If the answer to 4a is yes, do you think 
the system is doing an effective job of 
implementing goal - setting proced-

ures? 
Y es No 

c. If the answer to 4a is no, do you think 
the system should be geared to imple-
mentation of goal-setting procedures? 
Yes No 

5a. Is your organization's performance-
appraisal system intended to bolster 
affirmative action — that is, is it de-
signed to provide valid, reliable docu-
mentation for use in making affirma-
tive action decisions? 
Yes No 

b. If the answer to 5a is yes, do you think 
the system is doing an effective job of 
providing such documentation? 
Yes No 

c. If the answer to 5a is no, do you think 
the system should be geared to bol-
stering affirmative action decisions? 
Yes No 

We've said that your perform-
ance appraisal system can help you 
get the results you're seeking if it's 
working right. That's a big "if." 
Many systems don't work right. 
They've got a defect (or several) 
that keeps them from doing every-
thing they should do. Most com-
monly, the defect lies in the fact 
that the appraisal interview is nei-
ther properly planned nor properly 
conducted, so that the validity and 

reliability of the evaluation are 
thereby impaired. This problem is 
so widespread and so serious that 
we'd better examine it. 

The Importance 
of the Appraisal Interview 

Not all performance-appraisal 
systems require a face-to-face 
meeting between boss and sub-
ordinate. Sometimes a manager 
evaluates a subordinate by sitting 
alone in his office and making 
marks on a checklist, or by getting 
together with his own boss and 
discussing the subordinate in the 
subordinate's absence. By itself, 
neither of these methods is good 
enough; if the manager doesn't 
also hold a discussion with the 
subordinate, the validity of the 
evaluation may be in serious 
doubt. The surest way to do a valid 
and reliable evaluation of per-
formance is a face-to-face appraisal 
interview in which superior and 
subordinate together analyze in 
detail the quality of the subordin-
ate's performance in the period 
just past, and the reasons for it. 

Properly conducted, the apprais-
al interview is one of manage-
ment's most useful tools. It's a 
multi-purpose tool. A properly 
conducted appraisal interview mo-
tivates employees by helping man-
agement carry out four major re-
sult-optimizing functions: individ-
ual development, human resource 
planning, compensation review, 
and management by objectives. In 
addition, it provides reliable docu-
mentation for affirmative action. 
An appraisal interview should help 
management do all these things. 
But most appraisal interviews 
don't. One reason is that many 
(probably most) appraisal inter-
views are not properly planned or 
properly conducted. Either they 
cover the wrong topics, or they 
cover the right topics in the wrong 
way, or both. 

All too often, then, the appraisal 
interview is defective. As a conse-
quence, the people who are expect-
ed to achieve results for the organ-
ization aren't as motivated as they 
should be (they may even be de-
motivated — turned off instead of 
on) and the final results (if there 
are any) are less than optimal. De-
fective appraisal interviews can 
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produce negative results instead of 
positive ones: demoralization, sab-
otage, high turnover, apathy, com-
placency, misunderstandings, com-
munication breakdowns, misdirect-
ed effort, wheel-spinning — the 
list could go on and on. In fact, un-
less your managers are doing ef-
fective appraisal interviews, it's 
extremely unlikely that any part of 
your system can work right. The 
appraisal interview is pivotal; 
what happens throughout the sys-
tem hinges on what happens in the 
face-to-face meeting between boss 
and subordinate. To help you de-
termine what is happening in the 
appraisal interviews in your com-
pany, we're going to look at what 
should happen in an effective ap-
praisal interview. 

The subject matter of an ap-
praisal interview should never be 
left to chance. Any appraisal inter-
view in which boss and subordin-
ate sit down and "kick around" a 
few ideas "off the tops of their 
heads" is sure to do more harm 
than good. At best, it will be a 
waste of time and money. The sub-
ject matter of an interview should 
always be planned — worked out 
in advance — to make sure that all 
topics that should be covered are 
covered. Let's look, briefly, at how 
the planning should be done. (If 
the method we recommend sounds 
like hard work, we can only agree 
that it is — but there's no easy way 
to do an appraisal interview that 
will really motivate and contribute 
to optimal results. The method 
does get easier — and somewhat 
less time-consuming — after you've 
gone through it a few times.) 

1. First, you and your subordin-
ate, each working separately, 
should list the subordinate's job 
goals and gather all available data 
about his/her progress toward 
those goals. If your organization 
doesn't do formal goal-setting — if 
you've never verbalized a specific 
set of job objectives to your sub-
ordinate — then ask yourself: 
"What do I think my subordinate 
should have accomplished on the 
job to date?" Then, before continu-
ing with the planning, tell your 
subordinate that these are the 
"goals" you intend to discuss dur-
ing the appraisal. See if he/she 

agrees or wants to add others. Ne-
gotiate these "goals" before you 
proceed any further. This way the 
two of you will come into the inter-
view prepared to talk about the 
same specific topics. 

2. Now, both you and your sub-
ordinate, again working apart 
from one another, should examine 
the performance data. Determine, 
tentatively, which goals have been 
met and which haven't. In a few 
cases, you may not be able to make 
even a tentative judgment. So you 
may end up with as many as three 

groups of goals: (a) achieved, (b) 
not achieved, (c) can't tell. 

3. Next, analyze each goal, using 
four criteria: (a) the goal itself 
(was it too easy, too tough, or too 
vague?); (b) the subordinate (what 
did he or she do that accounts for 
the goal being achieved — or not 
being achieved?); (c) the superior 
(what did you contribute, and did 
you "carry" or impede the subord-
inate?); (d) the situation (was it a 
windfall or an obstruction?). 

4. After this, determine how 
achievement of the goal has bene-
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Before we describe the "right" 
or "most effective" way to do an 
appraisal interview, we'd better 
look at the various ways in which 
appraisal interviews can be done. 
Three of these have one thing in 
common: they're less effective — 
less likely to motivate and contri-
bute to optimal results — than the 
fourth method we're going to de-
scribe a little later. But all of them 
are widely used in most organiza-
tions. 

To understand these less effec-
tive ways, let's look at a diagram 
(we call it the Dimensional Model 
of Appraisal Behavior) that will 
help us "chart" the basic processes 
by which appraisal interviews are 
commonly conducted. 

Based upon two principal mea-
sures, or dimensions, of interac-
tion . . . dominance-submission and 
hostility-warmth . . . the model 
distinguishes four basic appraisal 
processes (see Figure 1): 

1. In a Q1 appraisal interview, 
the superior uses a "do as I tell you 
. . . or else" approach. He or she 
tries to produce change through 
intimidation. "Look," he/she says, 
"most people aren't about to im-
prove unless they have to. An 

fited the subordinate, the organi-
zation, and yourself — or how fail-
ure to meet the goal has hurt the 
subordinate, the organization, and 
yourself. What difference does it 
make that the goal was met — or 
that it wasn't? 

5. Up to this point, you've been 
focusing on the past. Now shift 
your attention to the future. Ask 
yourself: Has anything happened 
to change my subordinate's job 
duties or business objectives from 
now on? Will the nature of his/her 
work differ significantly in the 
future from what it's been up to 
now? The answer will obviously in-
fluence your thinking about what 
the subordinate should do to per-
form even more effectively and get 
optimal results in the future. 

6. Next, in the light of the sub-
ordinate's past performance and of 
what you know about the future 
requirements of his/her job, list 
the things he/she should do to get 
optimal results from here on out. 
What should he/she continue to 
do? What should be changed? 

Figure 1. 
Dominance 

Qutdrant 1 Quidrint 4 

The The 

Tell-and-do Joint 

Process Process 

Qoidrint 2 Quidrint 3 

The The 

Sit-back Good-buddy 

Process Process 

Submission 

That's it. When you've done all 
this, you'll have a solid grasp of the 
subject matter of the appraisal. 
You'll have tentative answers to 
three questions: 

1. How well is the subordinate 
doing? 

2. Why 
3. What should be done about it? 
The subordinate (who should do 

all of this analysis on his/her own) 
will have his/her own answers to 
these questions. They may not 
agree with yours (in fact, the data 

used may not agree with yours), 
but at least the two of you will 
have something to start with, and 
you'll have a track to run on. 

Without a track to run on — 
which requires planning by every 
manager and every subordinate 
before every appraisal interview 
— you can be reasonably sure that 
breakdowns will occur in at least 
some of those interviews. 

How It's Conducted 
All the advance planning in the 

world won't do much good if the 
boss doesn't know what to do once 
he or she is face-to-face with the 
subordinate. What good is plan-
ning in advance if, during the in-
terview, the subordinate clams up 
and refuses to talk? Or if he/she in-
sists on arguing and disagreeing 
with your tentative conclusions? 
Or won't settle down to business 
and persists in talking about other 
things? What if, instead of a dis-
cussion, you end up with a fight, or 
a social chat, or long periods of em-
barrassed silence, or maybe even 
an emotion-filled scene? 



appraisal interview gives me a 
chance to impress my people with 
the fact that they must change . . 
or else they're going to be in trou-
ble. It's amazing how much you can 
accomplish by shaking people up. 
The simple fact is that most people 
have to be made to change . . . and 
you can do that by making sure 
they run scared. Worry and fear 
are great motivators. That's what 
an appraisal interview is for." 

In the light of this appraisal 
strategy, please answer the fol-
lowing questions: 

a. Is the Q1 tell-and-do approach 
likely to help both boss and sub-
ordinate discover how effectively 
the subordinate is performing on 
the job, and why? Will it help the 
subordinate find the best way to 
perform from now on? Will it moti-
vate the subordinate to perform at 
optimal effectiveness? Please ex-
plain. 

explain. 

b. Will the Ql approach produce 
complete and valid data about the 
subordinate's skills and potential, 
so that management can do sound 
human resource planning and deci-
sion-making? Please explain. 

c. Is the Ql approach likely to 
generate valid data for use in 
reaching compensation decisions 
that are equitable, realistic, and 
motivating? Please explain. 

d. Is the Ql approach likely to 
insure that the subordinate's on-
the-job efforts contribute to the 
organization's overall objectives? 
Please explain. 

e. Is the Ql approach likely to 
provide valid documentation for af-
firmative action decisions? Please 

2. In a Q2 appraisal interview, 
the superior is passive about the 
whole thing. "Don't kid yourself," 
he or she says, "people change . '. . 
if at all. . . when they're good and 
ready to change, and not before. 
There s little or nothing a boss can 
do to make people improve. Either 
they do or they don't. It's up to 
them. All this talk about motivat-
ing people to do things differently 
is unrealistic. Like it or not, I'm 
pretty much at the mercy of my 
people. They decide if and when to 
improve — not me. Sure, some 
bosses look good because they're 
surrounded by turned-on people. 
But they can't take credit for that. 
They re lucky. If you're fortunate 
enough to have good people work-
ing for you, you're bound to look 
good yourself. But this is beyond 
your control. Either you luck out 
or you don't. If you do, you get the 
glory. If you don't, you get the 
blame. But you can't do anything 
about it, one way or the other." 

With this in mind, please answer 
the following questions: 

1. a. Is the Q2 sit-back approach 
likely to help the boss discover 
how effectively the subordinate is 
performing on the job, and why? 
Will it help the subordinate find 
the best way to perform from now 
on? Will it motivate the subordin-
ate to perform at optimal effective-
ness? Please explain. 

b. Will the Q2 approach produce 
complete and valid data about the 
subordinate's skills and potential, 
so that management can do sound 
human resource planning and de-
cision-making? Please explain. 

generate valid data for use in 
reaching compensation decisions 
that are equitable, realistic, and 
motivating? Please explain. 

d. Is the Q2 approach likely to 
insure that the subordinate's on-
the-job efforts contribute to the 
organization's overall objectives? 
Please explain. 

e. Is the Q2 approach likely to 
provide valid documentation for 
affirmative action decisions? Please 
explain. 
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3. In a Q3 appraisal interview, 
the boss focuses on "good" news, 
tries to avoid "bad" news (and, 
when he or she can't, downplays it, 
jokes about it, or in some way 
makes it sound better than it really 
is), and tries to make even "neu-
tral" news sound "good." As the 
superior sees it, this makes sense. 
"If you want people to do a better 
job, "he or she says, "you've got to 
encourage them. Praise, support, 
applause — all this helps. What-
ever you do, don't discourage 
them. People work best when they 
feel good. The minute they get dis-
heartened, their work falls o f f . It's 
my responsibility to make them 
feel good, to let them know I'm on 
their side, that I'm pulling for 
them. It's up to me to make sure 
they don't get dejected or uptight. 
If they do, their work will suffer. " 

In the light of this, please ans-
wer the following questions: 

a. Is the Q3 good-buddy ap-
proach likely to help the boss dis-
cover how effectively the sub-
ordinate is performing on the job, 
and why? Will it help the subordin-
ate find the best way to perform 
from now on? Will it motivate the 
subordinate to perform at optimal 
effectiveness? Please explain. 

b. Will the Q3 approach produce 
complete and valid data about the 
subordinate's skills and potential 
so that management can do sound 
human resource planning and deci-
sion-making? Please explain. 

c. Is the Q3 approach likely to 
generate valid data for use in 
reaching compensation decisions 
that are equitable, realistic, and 
motivating? Please explain. 

Circle No. 763 on Reader Service Card 
d. Is the Q3 approach likely to 

insure that the subordinate's on-

the-job efforts contribute to the 
organization's overall objectives? 
Please explain. 

e. Is the Q3 approach likely to 
provide valid documentation for af-
firmative action decisions? Please 
explain. 
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The Q4 Appraisal Interview 

Let's focus now on the process 
most likely to be effective — to 
motivate and to contribute to opti-
mal results. 

The Q4 appraisal interview is a 
businesslike, task-oriented "let's 
find out how things are really go-
ing and what should be done about 
it" approach. The underlying idea 
is: most people can get a straight-
forward view of their performance 
if they take part in a thorough, 
systematic analysis with their su-
periors. A Q4 appraisal interview 
is two-way: relevant information 
flows candidly in both directions. 
That's why it's called a joint — or 
"mutual" — approach. Here are its 
major characteristics: 

1. It's candid. The idea is to get 
real insight into how the subordin-
ate is doing. There's no evasion, 
game-playing, or make-believe by 
the superior, and he or she tries to 
see that there's none by the sub-
ordinate. 

2. It's balanced. Instead of zero-
ing in on strengths (as in Q3 ap-
praisal) or on weaknesses (as in 
Ql), Q4 evaluation zeros in on 
both, in whatever proportion re-
flects the real picture. 

3. It strives for understanding. 
Instead of making superficial state-
ments ("You're doing a terrible 
job") and letting it go at that (as in 
Ql appraisal), the superior tries to 
get the subordinate to see why he 
or she is not performing effectively 
and what difference it makes. 

4. It's a joint activity. Both su-
perior and subordinate search for 
information that will produce an 



objective evaluation. Both take an 
active part in asking and answer-
ing questions. A Q4 appraisal in-
terview is never a one-person 
show. 

5. It strives for commitment. In-
stead of pressuring the subordin-
ate to accept new goals, the su-
perior tries to get him or her to 
"buy" the goals, to feel a sense of 
ownership in them. He or she does 
this by helping the subordinate un-
derstand "what's in it for him or 
her." 

6. Since "what's in it for him or 
her" differs from subordinate to 
subordinate, a Q4 appraisal inter-
view is highly individualized. It's 
tailored to fit the subordinate 
who's being evaluated. It's the 
most flexible of all the approaches 
we've considered. 

7. Q4 evaluation tries to maxi-
mize self-analysis and self-discov-
ery. The idea is to get the subord-
inate to analyze his or her own per-
formance, with guidance and help 
from the superior, so that the sub-
ordinate has an "Aha!" experience 
— a switching-on of the "light 
bulb" in his or her mind that helps 
him or her see . . . truly realize . . . 
where he or she is at and what he 
or she needs to do to improve. 

8. The subordinate usually ends 
up with a better understanding of 
both personal strengths and weak-
nesses, a detailed plan for im-
provement, and a solid, motivated 
commitment to carrying it out. As 
a result, improved performance is 
a realistic possibility. 

How It's Done 

A Q4 appraisal interview — no 
matter what is discussed — should 
follow a five-step process. The five 
steps are: 

1. Arouse the subordinate's in-
terest and test his or her readiness 
to participate. 

2. Increase his or her readiness 
to participate, if necessary, and 
get him or her to evaluate his or 
her own performance. 

3. Present your own evaluation 
of his or her performance. 

4. Vent interfering emotions and 
resolve disagreements. 

5. Work out a final resolution. 
Let's look closer at each step. 
Step 1: Arouse interest and test 

readiness to participate: In this 

first step, you want to make sure 
your subordinate is really ready to 
take part in what's coming. If he or 
she is, fine. If not, you'll have to 
perk up his or her interest and find 
out how willing he or she is to lis-
ten and participate in an open, in-
quiring, businesslike way. Unless 
the subordinate is willing to play 
an active, collaborative role in the 
interview, there's not much point 
in going ahead. So the first thing to 
do is arouse interest and test 
readiness to participate. 

Step 2: Increase readiness to 
participate while getting the sub-
ordinate s self-evaluation: Now you 
want to do two things: (1) increase 
your subordinate's readiness to 
proceed if it needs increasing (and 
it usually will) so that you and he 
or she can collaborate; at the same 
time, (2) get the subordinate to 
start evaluating his or her own 
performance. Evaluation of his or 
her performance should precede 
yours. Both of you should state 
your views, but the subordinate 
should present his or hers first. 
That way, there's no chance he or 
she will be squelched, or have his 
or her views colored by yours. 

Step 3: Present your own eval-
uation: Now you want to do three 
things: (1) assess the subordinate's 
self-evaluation; (2) if you agree 
with it, say so; if you don't, pre-
sent your own views; (3) make 
sure each of you fully understands 
the other's evaluation. 

Step 4." Vent emotions and 
resolve disagreements: You want 
to do two things now: (1) clear the 
air of interfering emotions, espe-
cially those stirred up by differ-
ences in the two evaluations — 
emotions that are slowing or block-
ing the progress of the interview; 
(2) resolve any disagreements so 
that future performance can be 
based on mutually held percep-
tions and mutually accepted con-
clusions. 

Step 5: Work out the final reso-
lution: Now you want to do three 
things: (1) develop goals for future 
performance and plans by which 
they can be achieved; (2) make 
sure your subordinate understands 
what he or she will get out of 
achieving these goals; (3) check 
final understanding and commit-

ment, and set up a review proced-
ure. 

Three Final Points 

All of this, of course, is only an 
overview. We don't pretend that a 
mere reading of it will make you, 
or any manager, a master of ap-
praisal techniques (we haven't 
even touched upon the complicated 
subject of adapting the five-step 
process to make it fit each of a 
wide variety of subordinates). 
What we've tried to do is not to 
make you an expert on Q4 apprais-
al interviews; what we've tried to 
do is demonstrate two points: 

1. Too many appraisal inter-
views aren't as effective as they 
should be, so their results aren't as 
useful as they should be when it 
comes to individual development, 
or compensation decision-making, 
or human resource planning, or 
management by objectives. These 
interviews neither motivate nor 
contribute to optimal results. At 
best, they do no real harm; at 
worst, they leave things worse 
than they were before. Why? Why 
are so many appraisal interviews 
less than fully effective? There are 
lots of reasons: because they aren't 
planned in advance, because the 
wrong subjects are covered while 
the right ones are overlooked, be-
cause the boss doesn't know how to 
elicit responses from the subordin-
ate, because the boss doesn't let 
the subordinate present a self-
evaluation, because the boss 
doesn't know what to do when 
emotions start to run high, be-
cause the boss doesn't know how to 
resolve disagreements, and on and 
on. Whatever the reasons, there's 
not much point talking about the 
appraisal interview as a motivator 
or as an optimizer of results until 
most managers in the organization 
know how to do effective appraisal 
interviews and actually do them 
more or less consistently. 

2. Effective appraisal interviews 
are hard to do. They're complex, 
they're demanding, and they're 
always unique; no two interviews 
— not even with the same person 
— are ever the same. This means 
that many managers require train-
ing before they can do effective in-
terviews. They need to learn a 
wide array of insights and skills. 
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As it turns out, most effective ap-
praisers are "made" — not "born". 

These are the two major points 
we've tried to substantiate in this 
paper. Now a third point should be 
added: 

3. A good many managers aren't 
really sure that it's worth their 
while to expend time and effort 
learning appraisal skills. "After 
all," they reason, "performance 
appraisal is a 'sometime' thing. It 
happens once a year, or maybe 
twice. And it'Has little or nothing 
to do with the problems I face all 
the time. Why worry about some-
thing that happens so infrequent-
ly, when I've got troubles piling up 
every day that demand all the 
thought and energy I can give 
them? Why knock myself out to 
gather data for some remote 
purpose or for somebody else's 
use? I've got all I can do to look 
after my own operation." As 
should be plain by now, this is 
shortsighted . . . and totally un-
realistic . . . thinking. The skills 
used in a Q4 appraisal interview 
are precisely the skills that manag-

ers need . . . and should be using 
. . . every single day. Further-
more, a skillfully conducted Q4 ap-
praisal interview will, in all prob-
ability, nip some of those "every-
day problems" in the bud, and 
lessen the number of "troubles pil-
ing up." An effective appraisal in-
terview is much, much more than a 
method for getting data for "some 
remote purpose." It's a method for 
decreasing the manager's daily 
problems and improving the man-
ager's daily results. The real recip-
ients of the benefits of Q4 appraisal 
are the organization, the subord-
inate, and the manager. And the 
manager is not, by any means, the 
least of these. 

For additional information on the ap-
praisal process training program, con-
tact the authors at Psychological Asso-
ciates, Inc., 8201 Maryland Ave., St. 
Louis, MO 63105. 
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