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THE EFFECTS OF PERFORMANCE APPRAISAL ON STAFF PERFORMANCE

Steven S. A rm strong, M.A.

W estern M ichigan U n iv e rs i ty ,  1981

Perform ance a p p ra is a ls  a re  in c re a s in g  in  num bers, b u t t h e i r  

e f f e c t iv e n e s s  has l i t t l e  e m p iric a l v a l id a t io n .  A m ajor o b je c t iv e  of • 

th e  p re se n t s tudy  was to  examine th e  e f f e c t s  o f perform ance a p p ra is a ls  

on th e  a c tu a l  perform ance o f su p e rv ise e s . In  a d d i t io n , i t  a ssessed  

th e  e f f e c t  o f  q u a l i t a t i v e ,  r a th e r  th an  q u a n t i ta t iv e  s ta tem e n ts  by 

su p e rv iso rs . F ive s t a f f  members p a r t i c ip a te d  in  t h i s  s tudy  w hile 

working a s  te ac h in g  a s s i s t a n t s .  Ten dependent v a r ia b le s  w ere ob

serv ed  and reco rded  p e r  in d iv id u a l ,  a f t e r  w hich th e  experim en ter re 

viewed th e  b a s e l in e  d a ta  and ta rg e te d  s ix  dependent v a r ia b le s  fo r  

change, based  on t h e i r  low f re q u e n c ie s . The independent v a r ia b le  

c o n s is te d  o f  a  perform ance a p p r a is a l  which was a  p e rso n a l in te rv iew  

between th e  su p e rv iso r /e x p e rim e n te r  and a  su p e rv ise e  in  w hich the  

su p e rv iso r  r a te d  th e  su p e rv ise e  on th e  ta rg e te d  b e h av io rs . The r e 

s u l t s  in d ic a te d  an in c re a se  in  the  p ro p o r tio n  o f ta sk s  com pleted 

from 56% in  b a s e lin e  to  91% in  in te rv e n t io n .  The improvements main

ta in e d  fo r  th re e  to  fo u r  w eeks, a f t e r  which perform ance q u ick ly  

d e c lin ed  to  approx im ate ly  th e  same le v e l  a s  in  b a s e l in e .
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CHAPTER I

In tro d u c tio n

Perform ance a p p ra is a ls  a r e  w ide ly  used In o rg a n iz a tio n s  (S p rie g e l, 

1962), su g g es tin g  th a t  they  c o n s t i tu t e  an e f f e c t iv e  way to  in flu en ce  

employees. However, a  sea rch  o f th e  l i t e r a t u r e  d id  not r e v e a l  evidence 

of t h e i r  u t i l i t y  in  term s of a c tu a l ,  d a ta -b ased  improvement in  employee 

perform ance. In  f a c t ,  C lingenpee l (1962) s ta te d  th a t  perform ance 

a p p ra is a ls  have such obvious v a l i d i t y  th a t  p e rso n n e l peo p le  f e e l  i t  

i s  unnecessa ry  to  conduct fo rm al s tu d ie s  o f t h e i r  e f fe c t iv e n e s s .

A perform ance a p p ra is a l  c o n s is ts  o f a su p e rv iso r  t e l l i n g  a sub

o rd in a te  s t a f f  member how w e ll h e /sh e  has perform ed in  a v a r ie ty  o f 

a re a s .  These comments may occu r too  long  a f t e r  th e  a c tu a l  behav io r 

has o ccu rred  to  fu n c tio n  a s  re in fo rcem en t o r  punishm ent f o r  th a t  

b e h av io r , and th e  comments may occur too  long b e fo re  the  n e x t oppor

tu n i ty  to  em it th e  b eh av io r to  fu n c tio n  a s  d is c r im in a tiv e  s t im u li .  

N e v e rth e le s s , i f  th e  a p p ra is a l  r e s u l te d  in  improvement, some fa c to r  

in f lu e n c in g  employee b ehav io r must have been a f f e c te d .  The a n a ly s is  

of such e f f e c t s  i s  n o t sim ple , and th e  s tu d ie s  review ed have o ften  

o v e rs im p lif ie d  o r overlooked such an a n a ly s is .

I n v e s t ig a to r s  have follow ed two g e n e ra l methods of in q u iry  in  

s tu d y in g  perform ance a p p r a is a ls .  The f i r s t  method in v o lv es  the  id e n t i 

f i c a t io n  of th e  r e le v a n t  f e a tu re s  of a  good perform ance a p p ra is a l  

v ia  p u re ly  th e o r e t i c a l  an a ly se s  ( e . g . ,  M ayfield , 1960; Nemeroff & 

Wexley, 1977; S to lz ,  1961).

• ' I
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The second method In v o lv es  th e  i d e n t i f i c a t io n  o f th e  re le v a n t 

f e a tu re s  by more " e m p ir ic a l"  means. T his s t r a te g y , how ever, has n o t 

been c a r r ie d  o u t w ith  m easures o f a c tu a l  employee b e h a v io rs . In s te a d , 

in v e s t ig a to r s  ty p ic a l ly  c o l l e c t  d a ta  from th e  s u p e r v is o r s ' v e rb a l 

r a t in g s  of su b o rd in a te  perform ance, acco rd in g  to  c h a r a c te r i s t i c s  such 

a s  "m o tiva tion" o r " s e lf - e s te e m "  of su b o rd in a te s  (C lin g en p ee l, 1962; 

Cooke & Lang, 1961; S p r ie g e l ,  1962; F le tc h e r ,  1963; F le tc h e r  & W illiam s, 

1975; Cummings, 1972). Such s tu d ie s  invo lved  an in te rv ie w  between the  

su p erv iso r and the  su b o rd in a te , in  which th e  dependent v a r ia b le  was 

the  s u p e rv is o r 's  r a t in g  o f su b o rd in a te  perform ance, b e fo re  versus 

a f t e r  th e  perform ance a p p r a i s a l .  However, th e  b eh av io r o f in t e r e s t  

to  th e  o rg a n iz a tio n  was presum ably th e  a c tu a l  perform ance o f  the sub

o rd in a te , b u t t h i s  was n o t d i r e c t l y  a s s e s se d . C lin g en p ee l (1962) 

showed th a t  th e  su p e rv iso r  r a t in g s  d id  in c re a se  fo llo w in g  a  one-to-one 

in te rv ie w , and suggested  th a t  th e  in c re a se  r e s u l te d  from  th e  a p p ra is a l .

In v e s tig a to rs  have a ls o  looked a t  a p p ra is a l  " s ty le " .  For example, 

F le tc h e r  and W illiam s (1975) concluded th a t  when b o th  th e  s u b o rd in a te 's  

a p p ro p ria te  and in a p p ro p r ia te  b eh av io rs  were d iscu ssed  d u rin g  the 

a p p ra is a l ,  th e re  was a g re a te r  in c re a se  in  the  s u p e r v is o r 's  ra t in g s  

than when th e re  was e i t h e r  a d isc u ss io n  of only in a p p ro p r ia te  be

h a v io rs , or only a p p ro p r ia te  b e h av io rs . Another s tudy  by F le tc h e r  

(1973) te s te d  in te rv ie w  s ty le  by comparing two d i f f e r e n t  approaches.

The f i r s t  was the  "p ro b lem -so lv in g "  method, in  which th e  su p e rv iso r 

and su b o rd in a te  d iscu ssed  a l l  w eaknesses of th e  s u b o rd in a te 's  p e r fo r 

mance. The second s ty le  was the  " t e l l  and s e l l "  method, in  which 

the su p erv iso r com pletely  dom inated the  in te rv ie w , in s t r u c t in g  the
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s u b o rd in a te ,  who had no in p u t .  The au th o rs  concluded th a t  th e  problem

s o lv in g  m ethod evoked th e  most fav o rab le  v e rb a l re p o r t  from th e  super

v i s o r  a b o u t  th e  b eh av io r change o f th e  su b o rd in a te .

These s tu d ie s  a re  ty p ic a l  of th e  l i t e r a t u r e  to  d a te ,  w ith  re s p e c t 

to  t h e i r  independent and dependent v a r ia b le s .  Of the  s tu d ie s  review ed, 

none used  fu n c t io n a l ly  d e fin ed  a p p ra is a l  item s — item s which a re  

b e h a v io r a l ly  d e fin e d , e a s i ly  observed, measured and reco rd ed . F u r th e r

m ore, no s tu d ie s  a c tu a l ly  recorded d i r e c t  m easures o f Supervisee  be

h a v io r ;  b u t  changing th e  su p e rv iso r r a t in g s  of w orkers i s  n o t neces

s a r i l y  e q u iv a le n t  to  changing  the amount o r q u a l i ty  o f work completed 

by th e  s u p e rv is e e s .  Thus, an im portant q u estio n  rem ains unanswered.

W ill perfo rm ance  a p p r a is a ls  fu n c tio n  a s  e f f e c t iv e  independent v a r i 

a b le s  to  in f lu e n c e  th e  a c tu a l  perform ance o f ta r g e ;  ta sk s?

A m a jo r  o b je c t iv e  o f  th e  p re sen t study  was to  examine th e  e f f e c t s  

o f p e rfo rm an ce  a p p ra is a ls  on the a c tu a l  perform ance of su p e rv isee s . 

F u rth e rm o re , i t  a sse sse d  th e  e f f e c t s  o f q u a l i ta t iv e  s ta tem en ts  r a th e r  

than  q u a n t i t a t i v e  d a ta , so th a t  th e  independent v a r ia b le  in  the  p re 

s e n t s tu d y  would th u s  approxim ate a ty p ic a l  a p p ra is a l ,  in  which man

a g e rs  do n o t  a c tu a l ly  have q u a n t i ta t iv e  data on each employee behav

ior appraised. However, th e  p re sen t a p p ra is a l  was u n lik e  those in  

most o rg a n iz a t io n s  in  t h a t  i t  had no d i r e c t  r e la t io n  to  r a i s e s  o r p ro 

m otions.
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CHAPTER I I

Method

S u b jec ts  and S e t t in g

Five freshm an and sophomore s tu d e n ts  p a r t ic ip a te d  in  t h i s  s tu d y , 

which took  p la c e  in  a la rg e  in tro d u c to ry  psychology program , admin

i s te r e d  by a  f o u r - le v e l  s t a f f  h ie ra rc h y  o f 45 g rad u a te  and u n derg rad 

u a te  s tu d e n ts . The s u b je c ts  were te a c h in g  a p p re n tic e s  (TAs), w orking 

a s  f r o n t - l in e  s t a f f ,  whose ta s k s  c o n s is te d  p r im a rily  o f  r e c u r r in g  • 

ta sk s  — bo th  academ ic and a d m in is t r a t iv e .  The te ac h in g  a p p re n tic e s h ip  

was the  e n try  l e v e l  s t a f f  p o s i t io n ,  and was one four-m onth sem este r 

in  d u ra tio n .

Three s u b je c ts  worked in  a tw o-hour morning s h i f t  and two worked 

in  a tw o-hour a f te rn o o n  s h i f t ,  Monday through Thursday, d u rin g  which 

they  sp en t one ho u r in  a c lassroom  and one hour w orking in  th e  p ro 

gram o f f ic e .  The p re s e n t  s tudy  d e a l t  p r im a r i ly  w ith  th e  r e c u r r in g  

ta s k s  which o ccu rred  d u rin g  th e  o f f ic e  h o u rs , and which were s p e c i f ie d  

in  the  TAs1 s t a f f  p ro ced u res  manual. P r io r  to  the  s tu d y , th e  exper

im enter qu izzed  s u b je c ts  over t h e i r  jo b  s p e c i f ic a t io n s  and each 

scored 100%. A ll  f iv e  s u b je c ts  signed inform ed consen t agreem ents 

to  p a r t i c ip a te  in  th e  re s e a rc h  (Appendix A).

Task D e f in it io n

There w ere many re c u r r in g  ta sk s  re q u ire d  of th e  s u b je c ts  on a 

d a ily  b a s i s ,  most o f which took only  m inutes to  com plete, w ith  the

. 4
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minimum c r i t e r i o n  b e in g  93% com pletion o£ a l l  ta s k s  in  o rd e r  to  re 

c e iv e  an A f o r  th e  a p p re n tic e s h ip , which y ie ld e d  academ ic c o lle g e  

c r e d i t .  D uring b o th  p h ase s , th e  s u b je c ts  earned  a  maximum o f two 

p o in ts  p e r  day f o r  com pletion o f a l l  d a i ly  r e c u r r in g  ta sk s  ( e .g . ,  

a t te n d a n c e , p rom ptness, q u a l i ty  c o n t r o l ,  e t c . ) ,  and l o s t  one p o in t 

f o r  each ta s k  n o t com pleted , up to  th e  maximum o f two p o in ts  p a r day. 

In  a d d i t io n ,  they  earned  a maximum of two p o in ts  p e r  day f o r  a  quiz 

ov er th e  a ss ig n e d  read in g  m a te r ia l .  I t  was the  d u ty  of th e  s t a f f  

members from  th e  th r e e  upper le v e l s  o f th e  h ie ra rc h y  to  o b serve  the 

TAs and a s s ig n  p o in ts  d a i ly .  Formal job  req u irem en ts  (d u t ie s  and 

t h e i r  r e s p e c tiv e  p o in ts )  rem ained c o n s is te n t  fo r  th e  s u b je c ts  through

o u t bo th  phases o f  th e  s tudy .

Perform ance M easures

Ten o f th e  d a i ly  re c u rr in g  ta s k s  c o n s t i tu te d  th e  dependent v a r i 

a b le s ,  s ix  o f w hich were w e ll below th e  c r i t e r i o n  f o r  a g rade  o f A 

and fo u r o f which w ere above th e  c r i t e r i o n ,  acco rd in g  to  th e  b a se lin e  

perform ance. The te n  dependent v a r ia b le s  observed and reco rd ed  were

1) p rom ptness, 2) m inutes on ta s k ,  3) number of comments d u rin g  d a ily  

s t a f f  m eetin g s, 4) grade s h e e ts  p o s ted  in  h a l l ,  5) d a ily  q u iz  score 

of a t  l e a s t  90%, 6) gradebook e n t r ie s  u p - to - d a te ,  7) a p p ro p r ia te  

feedback  to  s tu d e n ts  on q u izzes  ( i . e . ,  s p e l l in g ,  c l a r i t y  o f w r it te n  

comments), 8) a p p ro p r ia te ly  responding  to  d a ily  feedback  f o r ,  9) 

w ith h o ld in g  n e g a tiv e  comments about th e  system  when so lv in g  prob

lem s, and 10) number of p o s i t iv e  in te r a c t io n s  w ith  s tu d e n ts  p e r 

o p p o rtu n ity  ( i . e . ,  sm ilin g , g iv ing  p r a i s e ) .  The experim en ter reviewed
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th e  b a s e lin e  d a ta  and ta rg e te d  dependent v a r ia b le s  one th rough  s ix  

f o r  change based on t h e i r  low fre q u e n c ie s  o f o ccu rren ce . Dependent 

v a r ia b le s  seven th ro u g h  10 o ccu rred  a t  h ig h  f re q u e n c ie s , and th e  

exp erim en ter s e le c te d  them to  in su re  d is c u s s io n  of d e s i r a b le ,  a s  

w e ll a s  u n d e s ira b le  perform ance d u rin g  th e  perform ance a p p r ia s a l .

Perform ance A p p ra isa l System

The ex p erim en ter conducted a perform ance a p p ra is a l  w ith  each 

of th e  f iv e  w orkers. They rece iv ed  th e  a p p r a is a l  acco rd in g  to  a 

m u lt ip le -b a s e l in e  ac ro ss -g ro u p s  d e s ig n , in  which one week sep a ra ted  

th e  two in te rv e n t io n s .  The a p p ra is a l  was a s tru c tu re d  on e-to -o n e  

in te rv ie w , f a c i l i t a t e d  by th e  use o f  a s c r i p t ,  which c o n s is te d  of 

an o u t l in e  of what th e  experim en ter s a id  to  th e  su b je c t (Appendix 

B ) . The s c r ip t  d e sc r ib e d  th e  s u b je c ts ' b eh av io r q u a l i t a t iv e ly  on 

each  of th e  ten  b e h a v io ra l req u ire m e n ts , and i t s  w r i t te n  form a id ed  

in  c o n sis te n cy  a c ro s s  in te rv ie w s .

The perform ance a p p ra is a l  form c o n ta in ed  te n  g e n e ra l r u le s  which 

w ere based on th e  s u b je c ts ' job  re q u ire m e n ts ; each g e n e ra l r u le  was 

th e  b a s is  fo r  one s p e c i f ic  b e h a v io r , which c o n s ti tu te d  one of th e  

te n  dependent v a r ia b le s .  For exam ple, th e  g en era l ru le  might be 

"p rov ide  th e  s tu d e n ts  w ith  prompt feed b ack " , whereas th e  s p e c if ic  

dependent v a r ia b le  would be "grade s h e e ts  posted  15 m inutes b e fo re  th e  

h o u r" .

A th re e -p o in t  r a t in g  s c a le  fo llow ed  each g en era l r u le  on th e  

• a p p ra is a l  form. P r io r  to  th e  in te rv ie w , th e  experim en ter ra te d  each 

dependent v a r ia b le  by c i r c l in g  a number on the  s c a le .  To a ss ig n  an
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a p p ro p r ia te  r a t in g  to  th e  perform ance, th e  experim enter used  a p e r

cen tage  e q u iv a le n t r a t in g  s c a le  In th e  fo llo w in g  manner: 93-100%

ta s k  com pletion e q u a lle d  a r a t in g  o f  1 , 85-92% e q u a lle d  a  r a t in g  of 

2 , 84% and below e q u a lle d  a r a t in g  o f  3 , and a r a t in g  of ND re p re se n t

ed no d a ta  (Appendix C ). The s u b je c ts  had no knowledge o f  th e  p e r

cen tage  e q u iv a le n ts ,  and each item  on th e  a p p ra is a l  re c e iv e d  approx

im ate ly  two and o n e -h a lf  m inu tes o f d is c u ss io n  tim e d u rin g  th e  i n t e r 

view .

D uring th e  in te rv ie w , th e  exp erim en ter had acc e ss  to  th e  a c tu a l  

b a s e lin e  d a ta ,  b u t  th e  s ta tem en ts  in  th e  in te rv ie w  were on ly  q u a l i t a 

t i v e ,  g e n e ra l s ta te m e n ts ,  c o n s is te n t  w ith  b a s e l in e  perform ance. Both 

ex p erim en ter and s u b je c t  viewed the  form , from which th e  g e n e ra l ru le  

was re a d , and th e  s u b je c t 's  perform ance in  th a t  a re a  was then  d i s 

cu ssed . F or in s ta n c e ,  the  a p p re n tic e  may have been  l a t e  f o r  o f f ic e  

h ou rs  e x a c tly  75% of th e  tim e du rin g  b a s e l in e . The exp erim en ter would 

n o te  th e  g e n e ra l r u le  th a t  w orkers shou ld  always be prompt to  o f f ic e  

h o u rs , and then say , " I 'v e  n o tic e d  th a t  you have been l a t e  fo r  your 

o f f ic e  h o u rs  a l o t .  I 'd  l i k e  to  see  you work on t h i s . "

The experim en ter inform ed each s u b je c t a t  th e  o n set of the  

a p p ra is a l  th a t  th e  a p p ra is a l  form would remain w ith  the  ex p erim en te r. 

T h is  was done to  t e s t  th e  e f f e c t iv e n e s s  of the a p p ra is a l  in te rv iew  

a lo n e .

Measurement and R e l i a b i l i ty

The experim en ter fu n c tio n a lly  d e fin ed  a l l  o f the  dependent 

v a r ia b le s  and t r a in e d  an o th e r su p e rv iso r to  work a s  an o b se rv e r . The
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dependent v a r ia b le s  were defined in  the fo llo w in g  manner: 1) prom pt

n e ss : th e  TA m ust b e  in  the  o f f ic e  no l a t e r  th an  one m in u te  past

th e  hour. V io la t io n  of t h i s  was co n sid e red  a n o n -o ccu rren ce . 2) 

M inutes on ta s k :  th e  TA must be a c t iv e ly  engaged (re a d in g , w r i t in g ,

g rad ing , d is c u s s in g )  in  jo b - r e la te d  a c t i v i t i e s  f o r  a t  l e a s t  35 m in u tes  

o f the  o f f ic e  h o u r; any th ing  le s s  was considered  a  non-occurrence.

This measure was tim e-sam pled once every f i v e  m inu tes. 3) Number o f  

comments d u rin g  d a i ly  o f f ic e  m eetings: th e  TA m ust have r a is e d  a t

le a s t  two p o in ts  o f  d iscu ss io n  ( jo b - r e la te d )  d u rin g  the d a i l y  m eetings; 

any th ing  l e s s  was counted  as a n o n -occu rrence . 4 ) Grade s h e e t p o s te d  

in  h a l l :  th e  TA m ust have the grade sh ee t posted  by 15 m inutes b e fo re

the in - c la s s  h o u r; an y th in g  a f t e r  15 m inutes was a  non-occurrence.

5) Quiz sco re : an y th in g  le s s  than  90% d a i ly  qu iz  score w as considered

a  no n -o ccu rren ce . 6) Gradebook u p - to -d a te :  a l l  s tuden t scores m u s t

be e n te red  d a i ly ;  anytim e th is  d id  no t o c c u r , a non -occurrence  was 

scored . 7) Feedback to  s tu d en ts : the  TA may n o t have m ore than o n e

m issp e lled  word o r  m is tak e  in  grammar p er page o r  a  non-occurrence 

was sco red . Any w r i t te n  comments th a t  w ere not le g ib le  w ere  also 

counted as a n o n -o ccu rren ce . 8) A p p ro p ria te ly  responding  to  daily  

feedback form s: a TA was considered  to have  accep ted  feedback  w e ll

i f  h e /sh e  f i l l e d  o u t a l l  of the d a i ly  ev a lu a tio n  forms a p p r o p r ia te ly .  

(A ppropria te ly  was d e fin ed  as checking o f f  one o f the p re se le c te d  

c a te g o rie s  on th e  feedback  form .) 9) W ithholding n e g a tiv e  comments: 

f a i lu r e  to  w ith h o ld  n eg a tiv e  comments (p ro fa n ity  o r  s la n d e r  to the  

system) when p ro b lem -so lv in g  would be sco red  as a  non-occurrence.

10) P o s it iv e  i n te r a c t io n s :  f a i lu r e  to g iv e  p ra is e  or s m ile  would b e
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sc o re d  a s  a non -o ccu rren ce . The experim enter and  the  second observer 

c o l le c te d  frequency  d a ta  th rough  d i r e c t  m easure o f  permanent p roducts 

and e v en t re c o rd in g . The experim en ter c o l le c te d  prim ary d a ta  fo r  the  

m orning s h i f t  and th e  second o b se rv e r c o l le c te d  prim ary d a ta  fo r  th e  

a f te rn o o n  s h i f t .  R e l i a b i l i t y  o b se rv a tio n s  o c cu rred  re g u la r ly  by 

h a v in g  bo th  o b serv ers  reco rd  th e  same s h i f t  s im u ltan eo u s ly . C alcu la

t i o n s  f o r  in te ro b s e rv e r  agreem ent y ie ld e d  97% o v e r a l l  agreement (num

b e r  o f  agreem ents d iv id ed  by number of agreem ents p lu s  number of 

d isag reem en ts , m u ltip le d  by 100).
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CHAPTER I I I

R e su lts

The perform ance a p p r a is a l  Improved perform ance o f a l l  s ix  "low - 

b a se lin e "  ta s k s ,  f o r  a l l  f i v e  s u b je c ts .  The r e s u l t s  f o r  each group 

appear in  F ig u re  1 , which shows th e  mean p ro p o r tio n  o f occu rrences 

a cc ro ss  groups f o r  each b e h a v io r . There was an  im m ediate in c re a se  

in  e leven  o f th e  tw elve m easures ( i . e . ,  s ix  dependent v a r ia b le s  fo r  

two g ro u p s ), w ith  th e  rem ain ing  m easure in c re a s in g  one week l a t e r .

T h is improvement m ain ta in ed  f o r  th r e e  to  fo u r  w eeks, a f t e r  which 

te n  of th e  tw elve m easures q u ic k ly  d e c lin ed  to  approxim ate ly  th e  

same le v e l  a s  in  b a s e l in e .

In  b o th  g roups, the  " h ig h -b a s e l in e "  dependent v a r ia b le s  rem ained 

a t  100% th roughou t bo th  p h a se s . In  b a s e l in e , a l l  s i x  low -occurrence 

dependent v a r ia b le s  were be low  80% (see  Table I ) .  F or th e  s ix  depen

d en t v a r ia b le s ,  th e  a c r o s s - s u b je c ts  mean p ro p o r tio n  o f ta sk s  com pleted 

ranged from 26% to  75% d u r in g  b a s e l in e ,  w ith  a  median o f 56%. For 

th e  f i r s t  th re e  weeks a f t e r  th e  a p p r a is a l ,  the  same measure ranged 

from 58% to  94%, w ith  a m edian of 91%.

Not on ly  was th e  e f f e c t  observed  fo r a l l  f iv e  s u b je c ts  combined, 

b u t each in d iv id u a l  showed d ram atic  improvement. T h is  improvement 

fo r  in d iv id u a ls  was analyzed  by m easuring perform ance a c ro ss  a l l  te n  

dependent v a r ia b le s  fo r  s in g le  s u b je c ts .  As seen in  Table I I ,  each 

in d iv id u a l s u b je c t  showed an  in c re a s e  in com pletion  o f ta rg e te d  ta sk s  

of a t  l e a s t  20% a f t e r  the a p p r a i s a l .

10
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F ig u re  1 . Mean p ro p o rtio n  o f o ccu rren ces  d u rin g  b a se lin e  and i n t e r 
v en tio n  f o r  th e  s ix  low -occurrence dependent v a r ia b le s .  

/The dashed l in e  in d ic a te s  th e  tim e a t  which th e  a p p ra is a l  
to o k  p la c e .
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Table I Mean sco re  p e rc en ta g e s  (p ro p o rtio n  x 100) fo r  th e  s ix  
low -occurrence  dependent v a r ia b le s  a c ro ss  a l l  f iv e  sub
j e c t s .
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TABLE I

Group S ub jec t Perform ance

Dependent V a riab le Mean in  B ase lin e Mean in  In te rv e n tio n : 
F i r s t  3 Weeks

Grade S h ee ts  Posted 29% 58%

Prom ptness 60% 91%

M inutes on Task 75% 93%

Number o f D iscussion  
Comments 51% 94%

90% Quiz Scores 60% 93%

Grade Book U p-to-D ate 26% 75%
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Table I I .  Mean sco re  p e rcen tag es  (p ro p o rtio n  x  100) f o r  a l l  ten  
dependent v a r ia b le s  fo r  each  in d iv id u a l s u b je c t .
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TABLE I I

In d iv id u a l S u b jec t Perform ance

S u b jec t Mean in  B ase line Mean in  In te rv e n tio n : 
F i r s t  3 Weeks

S1 65% 87%

S2 72% 93%

S3 72% 92%

S4 73% 91%

S5 68% 90%
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CHAPTER IV

D iscussion

The p re s e n t  s tu d y  dem onstrated th a t  a  s u p e rv is o r 's  q u a l i t a t iv e  

s ta tem en ts  in  a perform ance a p p ra is a l  were e f f e c t iv e  in  b r in g in g  about 

a d e s ire d  q u a n t i t a t iv e  behav io r change f o r  bo th  th e  a d m in is tra tiv e  

and academ ic ta sk s  ta r g e te d .  Those improvements occu rred  a c ro s s  a 

la rg e  v a r ie ty  of t a s k s ,  which d if f e r e d  in  n a tu re , th e  tim e n ecessa ry  

to  com plete them, and the  amount of su p e rv is io n  ty p ic a l ly  in v o lv ed .

Some f lu c tu a t io n s  in  th e  d a ta  were p robably  a  r e s u l t  o f o th e r  on

going e v e n ts  in  the  system . During th e  seven th  week of b a s e l in e ,  the  

program a d m in is tra to r  re q u ire d  m id-sem ester summary data  from th e  s t a f f  

which r e s u l te d  in  some d ram atic  in c re a s e s  in  the  p e rcen t o f  ta sk s  com

p le te d  fo r  th a t  week. For two ta sk s  (g rade  sh ee ts  posted  and g rad e- 

book u p - to - d a te ) , a  second in c re a se  occu rred  n ear th e  end o f th e  in 

te rv e n tio n  phase . T h is  may have occu rred  due to  th e  program ad m in is tra  

t o r ' s  requ irem en ts  t h a t  th e se  two ta sk s  be com pleted on o r  b e fo re  the  

l a s t  day of th e  sem este r .

In a d d i t io n , th e  p o in ts  fo r  th e  com pletion  of ta sk s  d u rin g  both  

b a s e l in e  and in te rv e n tio n  were ass ig n ed  by th e  immediate su p e rv iso rs  

in c o n s i s te n t ly .  T h is  was noted  by su p e rv iso rs  aw arding a l l  p o in ts  

fo r  b e h av io rs  which th e  study rev ea led  were a c tu a l ly  below the  c r i t e r 

ion fo r  p o in ts ,  su g g es tin g  th a t  they were n o t a c tu a l ly  m o n ito rin g  

s u p e rv is e e s ' perform ance. However, i t  i s  u n lik e ly  th a t  t h i s  p o in t 

contingency  a ffe c te d  th e  s u b je c ts ' b eh av io r any d i f f e r e n t ly  during

17
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b a s e lin e  th an  in te rv e n t io n .

The improvements which seemed to  r e s u l t  from th e  a p p ra is a l  main

ta in e d  f o r  about th r e e  to  fo u r  weeks. T h is  i s  n o ta b le ,  because 

th e  a p p ra is a l  i t s e l f  i s  m erely  a one-tim e even t when s u p e rv iso r  and 

su p e rv ise e  meet, r a th e r  th an  an ongoing p ro ced u re . These r e s u l t s  

suggest t h a t  re p e a te d  in te rv e n tio n s  on a m onthly b a s is  m ight be e f fe c 

t i v e  in  m a in ta in in g  d e s ire d  perform ance o f s u p e rv ise e s . F u r th e r  r e 

sea rch  should  a tte m p t to  s u b s ta n t ia te  t h i s  c la im . I f  u pheld , such a 

system  would be expec ted  to  be l e s s  c o s t ly  to  m anagers in  term s of tim e 

and e f f o r t  than feedback  p rocedu res which re q u ire  d a i ly  o r  weekly 

q u a n t i ta t iv e  data  to  be c o l le c te d  and communicated.

Along these  l i n e s ,  i t  must be n o ted  th a t  th e  p re s e n t study  demon

s t r a te d  a  perform ance improvement when th e  q u a l i t a t iv e  s ta tem en ts  

a c c u ra te ly  r e f le c te d  th e  q u a n t i ta t iv e  d a ta .  However, one cannot assume 

th a t  the  e f f e c t s  would be th e  same i f  th e  q u a l i t a t iv e  s ta te m e n ts  and 

th e  q u a n t i ta t iv e  d a ta  were in c o n s is te n t ,  and f u r th e r  re s e a rc h  should 

in v e s t ig a te  th i s .  ,

I t  m ust a lso  b e  no ted  th a t  th e  dependent v a r ia b le s  in  th e  p re se n t 

study were s p e c if ie d  in  such a way th a t  th ey  were e a s i ly  m easured, 

which allow ed fo r g re a te r  a c c o u n ta b il i ty  th an  in  many o f the  a p p ra is a ls  

used in  o rg a n iz a t io n s . For example, a ty p ic a l  a p p ra is a l  might r a te  

w orkers on " in d u s tr io u s n e s s " ;  in t h i s  s tu d y , th e  dependent v a r ia b le  

" in d u s tr io u s "  was d e fin ed  a s  "being engaged in w o rk -re la te d  b eh av io rs  

f o r  the  f i r s t  35 m inu tes  o f the  o f f ic e  h o u r" .

The perform ance a p p ra is a l  p robab ly  ach ieved  a d e s ire d  behav ior 

change, in  p a r t ,  a s  a fu n c tio n  of th e  n a tu re  of su p e rv iso r-su b o rd in a te
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r e la t io n s h ip s .  That I s ,  th e  s u p e r v is o r 's  a t te n t io n  and app rova l were 

a lre ad y  im p o rtan t because o f th e  r e l a t i o n  of t h a t  a t t e n t io n  to  o th e r  

e v e n ts , such a s  p rom otion , recom m endations, e tc .  Thus, th e  super

v i s o r 's  comments d u rin g  th e  a p p ra is a l  may have cued th e  su p e rv isee  

a s  to  what the  s u p e rv iso r  pays a t t e n t io n  to ,  and the  su p e rv ise e s  may 

have responded a c c o rd in g ly . In  t h i s  way, the perform ance a p p ra is a l  

p rocedure  makes use o f  the e x is t in g  co n tin g e n c ie s  in  an o rg a n iz a tio n  

to  b r in g  about s iz a b le  improvements in  th e  perform ance o f  f r o n t - l i n e  

s t a f f .  I t  would be expected  to  have eq u iv a len t e f f e c t s  a t  a l l  l e v e l s  

th roughou t an o rg a n iz a tio n , b u t i t  rem ains the  ta s k  of f u tu r e  re s e a rc h  

to  s u b s ta n t ia te  t h i s  g e n e r a l i ty .
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APPENDIX A

Inform ed Consent

We a re  c u r re n t ly  working to  develop  b e t t e r  communication system s 
between th e  d i f f e r e n t  le v e ls  o f s t a f f  in  the  In tro d u c to ry  Psychology 
system. This sem este r we w i l l  be  conducting  a re se a rc h  p ro je c t  during 
your o f f ic e  hours and th i s  form i s  a re q u e s t fo r  your agreem ent to  
p a r t ic ip a te .

We w il l  n o t be changing any o f th e  re q u ire d  ta sk s  in  t h i s  p ro je c t  nor 
w i l l  th e re  be any new course  re q u irem en ts . R ather, we re q u e s t your 
perm ission to  a llo w  us to  make new use o f ty p ic a lly  c o l le c te d  d a ta . 
These d a ta  a re  th e  ones a lre a d y  c o l le c te d  fo r  your d a i ly  p o in ts ,  as 
s p e c if ie d  in  th e  TA manual ( e . g . ,  a tte n d an c e , grade re c o rd s  keeping, 
e t c . ) .

I f  you ag ree  to  p a r t i c ip a t e ,  a l l  d a ta  w i l l  be kep t c o n f id e n t ia l  and 
anonymous. F urtherm ore , you have th e  r ig h t  to  w ithdraw  your consent 
a t  any tim e d u rin g  th e  s tu d y ; however, I  would re q u e s t th a t  you submit 
your r a t io n a le  in  w r it in g  i f  you do so , a lthough th i s  i s  in  no way 
re q u ire d . I f  you do no t a g re e  to  p a r t i c ip a te ,  you w i l l  in  no way re 
ceive  any adverse  e f f e c t s .

We hope you d isco v e r methods th a t  w i l l  make the  r e la t io n s h ip  between 
the  d i f f e r e n t  l e v e l s  o f  our h ie ra rc h y  more p o s i t iv e  and fu n c tio n a l.
We a p p re c ia te  your su p p o rt, and w i l l  be glad to  g ive you complete 
d e ta i l s  of the  r e s u l t s  a t  th e  end of th e  study.

I  have read  th e  above s ta te m e n ts , understand  them, and agree to  
p a r t ic ip a te .

S ig n a tu re  Date

W itness
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APPENDIX B

Comments to  the  S u perv isee

Thanks fo r  ta k in g  tim e to  do t h i s .  B e lie v e  me, I  know how busy 

you a r e .  What I  would l i k e  to  do today i s  to  conduct a  perform ance 

a p p r a is a l .  B a s ic a l ly ,  what t h i s  i s  i s  a  c h e c k l is t  of th in g s  th a t  you 

have done fo r  us so f a r  t h i s  sem este r. T y p ic a lly , we conduct th e se  

a p p ra is a ls  w ith  u p p e r- le v e l s t a f f  (ODAs), b u t  t h i s  i s  th e  f i r s t  tim e 

w ith TAs. I  keep t h i s  a p p r a is a l  s h e e t ,  so p le a s e  l i s t e n  c a r e f u l ly .

As you have p robab ly  n o t ic e d ,  I 'v e  r a te d  you on a s c a le  of 1 , 2, 

3, or NA.

1 =  e x c e l le n t ;  th e se  a r e  very d i f f i c u l t  to  ach iev e .

2 =  s a t i s f a c to r y ;  d o n 't  be offended by a  s a t i s f a c to r y  mark -

you know how much we re q u ire  o f our s t a f f ; t h i s  i s  to  say

th a t  i t ' s  s t i l l  a  c u t  above th e  norm.

3 = needs work; I  d o n 't  want you to  f e e l  badly  abou t g e t t in g  a

3, and we d o n 't  th in k  bad th in g s  ab o u t you e i t h e r ;  th e se  a re

ju s t  a re a s  th a t  we know you could improve on. You must r e a l 

iz e  th a t  when we chose you a s  s t a f f ,  th a t  a lre a d y  p laced  you 

a cut above th e  o th e r  s tu d e n ts  -  so i t ' s  a l l  r e l a t i v e .

NA = This s ta n d s  fo r  n o t a p p lic a b le  -  in  o th e r  w ords, I  have

never seen you do t h i s  so I  have n o th in g  to go on, OK?

A re  th e re  any q u e s tio n s?  Why d o n 't  we s t a r t .

S u b je c t: _______________________________

1) F i r s t  o f a l l ,  a tten d an ce /p ro m p tn ess  -  I  gave you a 3, needs work.
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I t  has come to  my a t t e n t io n  th a t  a lth o u g h  yo u r a tten d an ce  i s  good, 

you do seem to  come in  l a t e  once in  aw h ile . I t ' s  r e a l ly  im portan t 

f o r  you to  be h e re  on tim e so we can work through th e  d a y 's  m a te r ia ls .  

Any q u estio n s?

2) As f a r  a s  In d u s try  i s  concerned, I  gave you a 3 on t h i s  a l s o .  I t  

seems th a t  you p lan  your tim e w e ll ,  bu t i t  would p robably  h e lp  i f  you 

t r i e d  to  be o n - ta s k  a b i t  more. I  r e a l i z e  i t ' s  sometimes d i f f i c u l t  

w ith  th e  o th e r  on-go ing  a c t i v i t i e s ,  bu t l e t ' s  see what we can do.

Any q u estio n s?

3) As f a r  a s  P a r t i c ip a t io n  in  Groups g o es , what you say i s  good b u t 

I  would l ik e  to  h e a r  more d iscu ss io n  comments. For t h i s  re a so n , I  

gave you a 3. Make su re  you tak e  th e  tim e you fe e l  n e c e ssa ry  to  s i t  

down w ith  your s u p e rv is o r s  and r e a l ly  d is c u s s  the  m a te r ia l .  I  th in k  

th a t  y o u 'l l  f in d  th a t  i t  w i l l  help  your in - c l a s s  con fidence . Any 

q u e s tio n s?

4) For A ccepting  Feedback W ell, I  gave you a 1. You obv iously  r e a l iz e  

th a t  your feedback  i s  im p o rtan t to o , and i t  i s  — keep i t  up .

Any q u estio n s?

5) I  have a ls o  been n o t ic in g  th a t  y o u 'v e  had some q u iz  sco re  problem s. 

T h is may be a r e s u l t  o f n o t enough d is c u s s io n  comments, bu t h e re  too

I  gave you a 3. I t ' s  r e a l  im portan t th a t  you know th e  m a te r ia l  w e ll. 

L e t 's  see  what we can do, OK? Any q u e s tio n s?

6) Concerning number s ix  "P rov ides S tu d en ts  w ith Prompt Feedback",

I  have n o tic e d  th a t  you a re  g e t t in g  your lab  re p o r ts  back soon , b u t 

th a t  you a re  hav ing  problem s w ith  g e t t in g  your grade sh ee t p o s te d . 

P o s tin g  an updated g rade sh ee t may be th e  s in g le -m o st im portan t
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so u rce  o f feedback to  your s tu d e n ts . B ecause o f th e  im portance of 

t h i s ,  I  gave you a  3 . L e t 's  see  what we can do abou t t h i s ,  OK?

Any q u e s tio n s?

7) On th e  w hole, you s ta y  on top of R ecu rrin g  C le r ic a l  Tasks w e ll.

Your gradebook i s  one o f th e se  ta sk s  w hich i s  of g re a t im portance. I  

have n o tic e d  th a t  t h i s  i s  no t be ing  k e p t u p - to -d a te  as w e ll a s  i t  could 

be . T h is ag a in  i s  an  im portan t ta s k , so a g a in , I  gave you a 3. Any 

q u estio n s?

Comment -  I f  i t  seems th a t  you a re  g e t t in g  a  lo t  o f 3 's ,  i t  may be th e  

case  th a t  a  few sm all ad ju stm en ts  in  your d a ily  ro u tin e  could 

so lv e  th e s e  problem s.

8) On t h i s  one, I  gave you an e x c e l le n t  1. I have never heard  you 

say an y th in g  n e g a tiv e  abou t th e  system . I  c a n 't  s t r e s s  to  you the  

im portance of th i s  enough. Systems fu n c tio n  because of good PR. You 

do t h i s  w e ll ;  keep i t  up . Any q u e s tio n s?

9) I  ag a in  gave you an e x c e lle n t  1. A ll  feedback  to  your s tu d en ts  

has been w e ll w r i t t e n .  T h is i s  im p o rtan t because i t  i s  based  on th i s  

feedback th a t  your s tu d e n ts  must make t h e i r  c o r re c t io n s . C la r i ty ,  to o , 

i s  im p o rtan t and you do t h i s  w e ll. Keep i t  up. Any q u es tio n s?

10) As f a r  a s  //10 i s  concerned , I  gave you an e x c e lle n t 1 . You are 

always p le a s a n t to  i n t e r a c t  w ith  and a r e  a good a t t r i b u t e  to  our 

system . I t ' s  good to  have you on our s t a f f .

So in  summary -

Your s tr e n g th s  a re  d e f in i t e ly  -  

-  Not c r i t i c i z i n g  th e  system ;

Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.



-  The feedback  t h a t  you g iv e  to  your s tu d e n ts ;

-  Your p le a s a n t  i n te r a c t io n s ;

-  Your feedback to  us abou t th e  system .

Some th in g s  to  work on a re  -

-  Prom ptness to  y o u r o f f ic e  h o u rs ;

-  S tay in g  o n - ta s k  more o f te n ;

-  More d is c u s s io n  in  g roups;

-  Improve on q u iz  sc o re s ;

-  P o s tin g  yo u r s tu d e n ts ' g rade sh e e ts ;

-  Keeping yo u r g rade  book u p - to -d a te .

Any comments?
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APPENDIX C

B eh av io ra l S u p e rv is io n  System 
Self-D evelopm ent C h e c k lis t

S u p e rv iso r: S teven S. Armstrong
S tu d en t: ______________________

D ate: 1 1 / 7 / 8 0 ____________

(On S uperv isee)

E x c e lle n t S a t is fa c to ry  Needs Work NA

1. A ttendance/P rom ptness -  a t te n d s  1 2 3 NA
m eetings and i s  no l a t e r  than  
one m inu te  p a s t ,  95% of th e  tim e.
Examples: _______ _____________

2. In d u s try  -  i s  o n - ta sk  90% o f th e  1 2 3 NA
tim e d u rin g  work hours -  p la n s  
tim e w e l l .
Examples:  _____

3. P a r t i c ip a t io n  In groups -  r a i s e s  1 2 3 NA
d isc u s s io n  to p ic s  a n d /o r answ ers 
q u e s tio n s  re le v a n t  to  ass ig n ed  
m a te r ia l .  Examples:__________ _

4. A ccepts feedback w e ll  from su p er- 1 2 3 NA
v is o r  (does n o t la u g h , d efend , lo s e  
tem per). Examples:  •

5. D aily  p re p a ra t io n  -  shows m astery  1 2 3 NA
of m a te r ia ls  th rough  90% weekly 
cum ulative  q u iz  s c o re s . Examples:

-/
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6 . P ro v id es  s tu d e n ts  w ith  prompt 
feedback  ( h a l l  s h e e ts  p o s te d , 
self-m anagem ent and la b  r e 
p o r ts  prom ptly r e tu rn e d ) .  
Examples: ____________________

8 . Does n o t  c r i t i c i z e  th e  o rg a n i
z a tio n  when ta lk in g  ab o u t th e  
system . Examples: __________

9. Good w r i t in g  s k i l l s  (grammar, 
s p e l l in g ,  n e a tn e s s ) .  Examples:

S tre n g th s :

W eaknesses:

Summary:

3 NA

7. S tays on top o f  re c o rd in g  1 2 3 NA
c l e r i c a l  ta sk s  (g rade  book, r a t  
c h a in ) .  Examples: __ _______

3 NA

3 NA

10. I n te r a c t s  p le a s a n t ly  on an i n -  1 2 3 NA
form al b a s is  o u ts id e  m eetin g s.
Examples:  ■
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