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ABSTRACT:
Purpose: The purpose of this research is three fold. The first purpose uses the
literature to develop the characteristics of a model employee performance appraisal
form. The second purpose is to gauge selected Texas mid sized state agencies
performance appraisal forms using the model. The third purpose is to make
recommendations to improve the performance appraisal forms.
Method: Content analysis is the research method used to assess the employee
performance appraisal forms of Texas state agencies. The data is collected through
content analysis of Texas state agencies employee performance appraisal forms. The
study examined twenty-seven Texas state agencies that were non-educational
institutions that employed 50 to 1000 employees.
Findings: The overall findings reveal that the majority of state agencies do use the
components, and some may need to be defined more clearly. There were also several
additional criteria found on agency forms that may be useful to other agencies.
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Chapter 1
Introduction
“Ever since it was discovered that employee performance held the key to
success, there have been continuous efforts to understand what optimizes
performance, and how performance appraisals can be used as a vital observation
tool,” (Kressler 2003, 3). This topic is useful because performance appraisals are an
important part of jobs, and if used correctly, they could become a powerful tool to
enhance performance and motivation. According to Grote (2000, 10), "the purpose of
performance appraisal is to identify the quality of an individual’s job
performance." Performance appraisals should guide future development, leverage
existing strengths, and address skill deficiencies. Performance appraisal forms often
suffer from design flaws. Unfortunately, managers seldom receive adequate training
in appraisal administration and are seldom rewarded for accuracy in appraisal.
Thomas and Bretz, (1994, 28) states that "both managers and employees tend to
approach appraisal sessions with fear and loathing."
The performance appraisal system is a formal routine process that
organizations use to evaluate their employees. Murphy and Cleveland, (1995, 326)
believe that performance appraisals can help organizations in four ways. First, they
can enhance the quality of organizational decisions, ranging from promotions, layoffs,
and transfers. Second, they can enhance the quality of individual decisions, ranging
from career choices to decisions about where to direct one's time and effort. Third,
they provide a set of tools for organizational diagnosis and development. Finally,
performance appraisals can affect employees' views of and attachment to their
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organization. Management can use performance appraisals to make decisions such as
retaining a probationary employee, or determining a strategy to improve employee
performance (Cayer 2004, 91).
Performance appraisal is a tool of management that can lead to better
communication, motivation and feedback (Kressler 2003, 61). According to Kressler,
(2003, 49) it is important for everyone involved to understand the principles
governing the appraisal process as well as the appraisal system itself. T.V. Rao
(2004, 126) conducted a survey of appraisal practices in forty-five different
organizations. The following observations could be made from the results of the
survey: "About 50% profess the purpose of their appraisals as regulating employee
behavior as well as developing capabilities. About 30% of them still use appraisals
only for controlling and regulating employee behavior. About 10% use appraisals for
development purposes."

Previous Applied Research Projects
There have been three Texas State Applied Research Projects on the
Performance Appraisal Process in Texas state or local government. One of the key
elements of performance appraisal is the form used to document the employees’
performance. Earlier studies took a big picture perspective and looked at the process.
Neither of the three studies assessed the performance appraisal forms.
In 2003, Chad Worley assessed the performance appraisal system of Travis
County Departments by using an assessment model developed in previous research.
The ideal type model for the performance appraisal system contains seven categories:
2

policies and procedures, managerial support, training, setting of employee goals,
setting of performance standards, observation of performance standards, and
appraising performance (Worley 2003).
His assessment was performed by using a case study research design that
included survey research, focus interviews, and content analysis. He found that the
performance appraisal system of Travis County Departments coincides with the
model performance appraisal system. He made two recommendations, development
of more comprehensive policies and procedures, and consistent application of rewards
to those that perform at or above standards (Worley 2003).
In 1998, Le Ann Piatt developed a practical ideal performance system for her
research. Her project, “Analysis of Municipal Government Performance Appraisal
Systems” focused on performance appraisal systems of Texas Cities. She used the
practical ideal performance system that she developed to conduct a content analysis of
the policies and procedures of cities with a population between 20,000 and 50,000.
She also conducted a survey, which she developed, of the cities. Through her
research, she found that the performance appraisal systems did not consistently
provide an explanation of setting of employee goals, performance standards, rating
criteria, and appeal procedures. She also discovered that cities do not consistently
provide training on the appraisal process. She recommended that cities set goals and
performance standards (Piatt 1998).
In 2000, Paul Johnson conducted a follow-up study based on Piatt’s research.
He used the practical ideal performance appraisal system that she created, and
conducted a survey and performed content analysis. He studied Juvenile Probation
3

Departments in Texas, rather than Texas cities. His findings were similar to Piatt’s,
that performance appraisal systems did not consistently provide an explanation of
setting of employee goals, performance standards, rating criteria, and who is
responsible for performing appraisals. He agreed with Piatt, and recommended that
employee goals and performance standards should be set by both the rater and
employee (Johnson 2000).

Research Purpose
No systematic analysis has been done on performance appraisal forms used by
Texas state agencies. This study is an attempt to address this gap in knowledge about
the performance appraisal forms used by the state of Texas.
The purpose of this research is three fold. The first purpose uses the literature
to develop a model employee performance appraisal form. The second purpose is to
gauge selected Texas state agencies’ performance appraisal forms using the model.
The third purpose is to make recommendations to improve the performance appraisal
forms.

Chapter Summaries
This applied research project contains five chapters.
Chapter Two - The purpose of this chapter is to examine the literature concerning
performance appraisals. The purpose of performance appraisals is described. In
addition, the components of model performance appraisal forms are described and
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justified using the literature. The model is used to assess the performance appraisal
forms used in Texas state agencies.
Chapter Three – Chapter three explains the selected research method along with the
associated strengths and weaknesses. This chapter also provides a discussion of the
study of population, the coding sheet, and the data collection method.
Chapter Four - This chapter analyzes and examines the results of this study. The
findings are used to assess the performance appraisal form used by Texas state
agencies, using the ideal characteristics developed earlier. The results of the content
analysis performed are presented in this chapter.
Chapter Five - This chapter presents the overall results of this study and summarizes
which components of the performance appraisal form met the ideal characteristics
developed through the literature. Best practices are identified as examples.
Recommendations are made for improvements. Finally, the review of the forms
revealed additional useful criteria incorporated in employee appraisal forms. These
criteria are identified and assessed.
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Chapter Two
Performance Appraisals

Statement of Purpose
The purpose of this chapter is to examine the literature concerning
performance appraisals. The purpose of performance appraisals is described. In
addition, the components of model performance appraisal form are described and
justified using the literature. Additionally, this chapter displays a table that
summarizes the conceptual framework.

Employees Perspective versus Managements Perspective
There are two often conflicting perceptions of the role and use of employee
performance appraisal – employee and employer. Herwig W. Kressler, (2003, 53)
stated that from the employee’s point of view the performance evaluation process
should primarily take into account a question of fairness. Cayer (2004) agreed with
Kressler and added that growth and development of employees, and participation and
support of human resources in the organization was also important to employees.
Management’s perspective, on the other hand, often emphasizes the efficient
utilization of human resources (Kressler 2003). Efficiency is dependent upon
defining and obtaining performance goals; unfortunately, management often has
difficulty explaining exactly what is expected of their employees, and when
evaluation time comes, the supervisors have difficulty measuring performance against
what they see as the organization’s goals (Cayer 2004).
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Human Resources Perspective on Performance Evaluations
From a human resources perspective, performance evaluations are viewed as a
motivational and developmental tool. Employer strengths and weakness are
identified through evaluations, and development allows the individual to improve
(Smither 1998, 198). “Performance evaluations represent a central function of human
resources management and remain an important topic of investigation among
organizational researchers. Because the usefulness of performance evaluation as a
managerial decision tool depends partly on whether or not the performance evaluation
system is able to provide accurate data on employee performance, rating accuracy is a
critical aspect of the evaluation process,” (Poon 2004, 322).
“Performance evaluation is generally accepted as an important element of
human resources management, a means not only of evaluating performance, but also,
ideally, of achieving performance improvement,” (Ammons and Rodriguez 1986,
460). “Evaluations should not be seen as an end in themselves but rather as one vital
element in a broader set of human resource and management practices that link
business objectives, day-to-day performance, development and compensation,”
(Smither 1998, 539).

Legislation
The United States Civil Service Reform Act of 1978 (PL 95-454 (S 2640) is a
key piece of legislation that influences contemporary performance appraisal systems.
The legislation mandates that each federal agency:
7

shall develop one or more performance evaluation systems which provide for
periodic evaluations of job performance of employees; encourage employee
participation in establishing performance objectives; and use the results of
performance evaluations as a basis for training, rewarding, reassigning,
promoting, demoting, retraining, and separating employees (Ammons and
Rodriguez 1986, 461).
Key provisions and recommendations of the act are:
* Agencies are required to create performance appraisal procedures.
* Appraisal systems must encourage employee participation in creating
performance standards based on elements of the job.
* The critical elements of the job must be put in writing.
* Employees must be advised of the critical job elements before the appraisal.
* An employee’s performance appraisal must be based entirely on the
individual’s actual performance of the critical elements of the job.
* Appraisals must be conducted and recorded in writing once a year.
* The appraisals must provide information that can be used for making
decisions regarding the training, rewarding, reassigning, promoting,
reducing in grade, retaining, and removing employees.
* Each agency is required to provide training to those who create and conduct
appraisals.
* The effectiveness of each agency’s performance appraisal system must be
periodically evaluated to ensure its effectiveness (Grote 1996, 329 &
PL 95-454 (S 2640).
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Performance Appraisal Use
Performance appraisals are used for many purposes in organizations. Many
organizations might emphasize a purpose and any given organization might pursue
several different purposes with the same performance appraisal form (Murphy &
Cleveland 1995). Management utilizes performance appraisals to make decisions
such as retaining probationary employees, and to improve performance (Cayer 2004,
91). The performance appraisal is a tool of management, that takes into account
communication, motivation and feedback (Kressler 2003, 61).
According to DelPo (2005, 1/2): a manager's attitude is a key ingredient in
whether a performance appraisal system will succeed. If the manager is
enthusiastic about the chance to work with employees to improve their
performance and their work experiences, the employees will share that
enthusiasm.
According to Kressler (2003, 49), it is important for everyone involved in the
appraisal process to understand the governing principles as well as the appraisal
system itself. T.V. Rao, (2004, 126) conducted a survey of appraisal practices in 45
different organizations. He found that: “about 50% profess the purpose of their
appraisals as regulating employee behavior as well as developing capabilities. About
30% of them still use appraisals only for controlling and regulating employee
behavior. About 10% use appraisals for development purposes.”
James W. Smither (1998) describes performance appraisals as a process of
identifying, observing, measuring, and developing human productivity in
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organizations. This definition of appraisal is simple, but the meaning of each
component is complex.
The identification component refers to the process of determining on which
aspects to focus in the appraisal process. The criteria should be performance
related. Observation means that all performance aspects must be directly and
sufficiently observed so that fair and accurate judgments can be made. The
measurement component of the definition might be considered the heart of
appraisal. The identified and observed components must be evaluated. The
development component refers to the future oriented and improvement focus
of appraisal. Appraisals often focus on the past as a way to justify the level of
reward or punishment handed out to the rate. (Cardy 1998, 140)

Byron Burnham (1995) suggests that the fundamental job of appraisal is to
describe reality, which is done by data collection, analysis and reporting.
Performance appraisals should guide future development, leverage existing strengths,
and address skill deficiencies by using various forms such as output measurements
and examinations (Smither 1998; Cayer 2004). DelPo (2005) believes that a good
evaluation system includes support, motivation, communication, collaboration, fair
treatment, documentation, formality, and accountability, and is consistent with the
organization’s core values and purpose. Also, performance appraisals tell both the
manager and the employee how much progress they are making toward meeting
established goals (Cadwell 1995, 18). Administrative purposes are often the primary
reasons for conducting appraisal. The raters, usually “supervisors, need to justify
their appraisals” to the ratees and deal with frustration, disagreement, and possibly
anger (Smither 1998, 140). In focusing on judgment and measurement accuracy,
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“performance appraisals may be viewed as a discretionary, motivational, and political
process” that managers use to reward and punish subordinates and influence
organizational decision making” (Smither 1998, 164).
Performance appraisals have the potential to provide useful information to
both employees and management. Unfortunately, their value is dependent on the
participant's willingness to take the process seriously and to use appropriate methods.
People responsible for performance appraisals often assign a low priority to them
because they have not thought about the benefits of a good appraisal session (Maddux
1993, 7).
Performance appraisals are widely used because they are the easy way out:
they do not require anyone to address the problems that employees face. Failure to
accurately report performance appraisals restricts the usefulness of performance
information, leading to suboptimal and invalid administrative decisions (Smither
1998, 194). Instead, individuals are evaluated, a procedure that reminds them of “the
extant power relationships and their subordinate place in that relationship.”
Performance appraisal has never been easy for managers or employees. Under the
best circumstances, and in a reasonable environment, performance appraisal requires
sensitive attention to the needs of people, responsible concern for productivity and
open communication about expectations (Maddux 1993, 13). Few managers
understand variation; they do not appreciate the inadequacy of this approach.
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Advantages and Disadvantages
According to Murphy and Cleveland, (1995, 347-348) performance appraisals
carry a number of potential advantages and disadvantages. Performance appraisals
can contribute to the quality of organizational decisions as well as the quality of
individual decisions. When performance appraisal is done well, it may enhance
attachments between the employee and the organization, which in turn is likely to
affect satisfaction and motivation. Finally, performance appraisals also provide
information that can be used to direct and focus organizational development efforts.
Individually oriented performance appraisals voice concern and over
emphasizes the individual and under emphasizes on the team. Performance appraisals
also send mixed messages about what aspects of performance are most or least
important. Last, performance appraisals are a headache for everyone involved and
can be a major source of dissatisfaction and dissent in an organization (Cayer 2004,
73-75).

Performance Appraisal Process
There are eight characteristics for a successful performance appraisal system:
(1) make sure that the appraisal criteria are relevant to the job; (2) make sure that
appraisal criteria are clearly defined; (3) train raters on the appraisal process and
sensitize them about impression management; (4) conduct appraisals frequently and
allow enough time for raters to appraise ratees thoroughly; (5) make sure that
appraisals are appropriate for individual or team goals; (6) avoid overall appraisals;
(7) use more than one rater if possible; and (8) make raters accountable for their
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appraisals (Smither, 1998, 194). Levinson (2005, 4) identifies five steps in an ideal
performance appraisal processes: 1) individual discussion with the superior about the
job description; 2) establishment of short-term goals; 3) meet to discuss
progression; 4) establish checkpoints to measure progress; 5) discussion at the end
of a defined period to assess the results. Which process is ideal? Brandon Tropov,
(1999, 1) states that all performance appraisals should be conducted using established
guidelines that will effectively eliminate any subjectivity. The guidelines should
cover job standards. Preparation for any appraisal should include an accurate job
description and an allowance for the setting, reviewing, and adjusting of goals.

Performance Appraisal Forms
Performance appraisal itself is often a process that involves documentation and
communication. Organizations usually formalize part of the process by using a
standard form.
What would the ideal performance appraisal look like? “As Bernardin, (1998,
538) and his colleagues say, no performance appraisal and management system is
ideal for all jobs, all purposes, and all organizations.” Various appraisal techniques
such as Management By Objectives (MBO), Frame-of-Reference (FOR), and 360degree methods, have been adopted in public and private sector organizations in
hopes of achieving appraisal objectives while addressing concern over evaluator bias
(Ammons and Rodriguez 1986, 462).
The tendency in recent years has been to formalize the appraisal process,
whereas in years past, an informal approach with very little record keeping sufficed,
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and now more documentation is required. "For a performance appraisal to be
effective, documentation of the employee's performance should be kept throughout
the year as it occurs (DelPo 2005, 4/2)." Documentation increases the fairness, and it
also ensures that the appraisal will be based on the employee's entire performance, not
just the recent events or the ones that stick out from memory (DelPo 2005).
According to Harry Levinson (2005, 4), the ideal performance appraisal form
should measure and judge performance, relate individual performance to
organizational goals, clarify both the job to be done and the expectations of
accomplishment, enhance communication and growth, serve as a basis for judgments
about salary and promotion and to stimulate motivation.

Components used on Form
The components used on a performance appraisal form are the elements of
performance that correlate with superior job execution and are predictive of success in
organizational life. The components should include behaviors, skills, traits,
knowledge, proficiencies, attributes, and abilities, which the organization expects of
everyone (Grote 2002). Any individual’s performance is a function of three sets of
factors: ability or competence to perform various tasks that lead to performance;
motivation to carry on each of these tasks or work effort to carry out the tasks; and the
organizational support one gets to carry out these tasks (Rao 2004, 6). Performance
appraisals involve thinking through various facets of performance, identifying critical
dimensions of performance, planning, review, and developing and enhancing
performance and related competencies (Rao 2004, 4).
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Murphy and Cleveland, (1995, 115) state, "to evaluate performance, evaluators
must observe a wide range of behaviors that are relevant to the job." An ideal
performance appraisal form should contain the following components:
* job requirements
* quality of work
* communication skills
* interpersonal skills/teamwork
* adaptability
* dependability
* goals
* comments
* signatures.
Gabris and Ihrke (2001, 159) believe "it is vital to include work factors that apply to
employees in all positions such as quality of work, communication and
adaptability."

Job Requirements
Gabris and Ihrke, (2001, 159) suggest to design a performance appraisal form,
develop objectives that relate directly to the specific job requirements. A job
requirement is a description of what an employer expects of an employee in a
particular job to accomplish and how one wants an employee in that job to perform.
DelPo (2005, 3/4) states that, "the best resource for identifying job requirements, is
the job description." A vital building block for a good employer-employee
15

relationship is a clearly defined job description. Job descriptions serve to
communicate the agency’s needs to the employees and to provide the structure that
enables them to meet their job goals (Toropov 1999). Job descriptions are lists of
the general tasks, or functions, and responsibilities of a position. Typically, they also
include to whom the position reports, specifies qualifications needed by the person in
the job, salary range for the position, etc. Job descriptions are usually developed by
conducting a job analysis, which includes examining the tasks and sequences of tasks
necessary to perform the job. The analysis looks at the areas of knowledge and skills
needed by the job. Grote (2002) suggests that performance standards should be
defined and discussed with the employee in order for them to meet the standards.
For an effective performance appraisal, both the employee and the supervisor must be
prepared to discuss what the position is about, the standards that are to be met, and
past, present and future goals (Tropov 1999, 3). The rating of “meets job
performance standards” encompasses a wide range of performance from employees
satisfactorily meeting job expectations to making exceptional contributions in
advancing the objectives of their departments and/or the agency (Grote 2002).

Quality of Work
This section of the performance appraisal form allows the employer to
document in order to be able to assess the quality of the employee’s work. Assessing
individual performance or quality of work is to focus on both results and competence.
While performance elements tell employees what they have to do, the standards tell
them how well they have to do it. Grote (1996, 117) recommends when evaluating
16

quality of work, ask three questions: "(1) Does the employee produce quality work, in
an efficient manner?" "(2) Does the employee accomplish and produce higher quality
and quantity than co-workers?" “(3) Does the employee manage resources such as
time, and manpower efficiently?"

Improving quality of performance is one of the

primary goals of the entire performance appraisal process (Grote 1996). A
performance standard is a management-approved criterion of the performance
requirements or expectations that must be met to be appraised at a particular level of
performance. A standard must be established for each element of a job and discussed
with the employee so that the employee will know what they have to do to meet
standards (Fodchuck 2004). Quality measures can be objective and subjective. It is
important to specify expectations with measurable or at least verifiable criteria
(Fodchuk 2004). Every result does not generate objective measurable data, but it
should be possible to develop a verifiable basis for assessing results (e.g., meeting
deadlines) (Risher 2002, 328). Timeliness addresses how quickly or by what date the
work is produced. The most common error made in setting timeliness standards is to
allow no margin for error. As with other standards, timeliness standards should be
set realistically in view of other performance requirements and needs of the
organization (Fodchuck 2004). The more that subjective measure of quality can be
made objective, the stronger the data are for use both in the appraisal as well as any
decisions based on the data (Grote 1996).
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Communication Skills
Communication is a skill needed by almost every employee in any position.
Effective communication is an essential component of organizational success. All
performance appraisal forms should include a way for the manager to assess the
communication skills – both oral and written.
Kikoski states (1999, 303) "one of the most valuable skills that a person can
possess is the ability to effectively communicate with others." Communication is so
difficult because at each step in the process there is major potential for error. By the
time a message gets from a sender to a receiver, transmission errors can take place.
An essential part of communication is listening. Expressing ones wants, feelings,
thoughts and opinions clearly and effectively is only half of the communication
process needed for communication effectiveness. The other half is listening and
understanding what others communicate to us. The willingness to listen to others
ensures an open channel of communication is maintained (Mealiea and Baltazar 2005,
145). Like any other tool, listening can be used as a part of ones choice and
discretion. A good listener is always in a better position to deal with tasks or
problems at hand. The employee should also ask questions to clarify ambiguities
(Grote 1996).
Both written and oral communication is an on-going, two-way process
between human beings in which the communication behavior of each influences the
understanding of the other (Kikoski 1999, 316). Writing should be clear and concise
and reviewed to assure accuracy. An advantage to good written communication is
that written messages do not have to be delivered on the spur of the moment; instead,
18

they can be edited and revised several times before they are sent so that the content
can be shaped to maximum effect. Another advantage is that written
communication provides a permanent record of the messages that have been sent and
can be referenced later. Written forms of communication also enable recipients to
take more time in reviewing the message and providing appropriate feedback. Other
benefits commonly associated with good writing skills include increased customer /
client satisfaction; improved interorganizational efficiency; and enhanced image in
the community and industry (Kikoski 1999 318).
Oral Communication should be clear and convincing to individuals or
groups. Clarify information if necessary and facilitate an open exchange of ideas.
While communication can sometimes be difficult, not being able to communicate
effectively can be much worse (DelPo 2005).

Interpersonal Skills / Teamwork
Dick Grote, (1996, 117) describes interpersonal skills as being able to support
management decisions, communicate support of goals and activities, and to be able to
work effectively as a team member and encourage teamwork in others. Employers
appreciate employees who get along with people at all levels; therefore, they seek
employees who have good interpersonal skills, such as communication, problem
solving, and teamwork abilities. Interpersonal skills enable you to work well with
others and efficiently. Working well with others involves understanding and
appreciating individual differences, which could also means using those differences to
your best advantage (Bowman 1994).
19

Employees should help other employees. For example, instead of trying to
solve all the problems, one can identify all resources for help (Burnham 1995).
Effective work relationships form the cornerstone for success and satisfaction with
your job and your career. The employee should show willingness to seek out peers to
establish positive working relationships (Cayer 2004). Diversity makes us unique in
that we are able to appeal to each and every person in one way or another. Employees
should be open to diverse view points, take them seriously, and learn from them
(Tropov 1999; Maddux 1993). Teamwork involves working with others in a group,
towards a common goal. This requires cooperating with others, being responsive to
others' ideas, taking a collaborative approach to learning, and taking a responsibility
for developing and achieving group goals. Employees should demonstrate the ability
to fulfill commitments to other team members, promote a friendly climate, good
morale, and cooperation among team members (Grote 2002, 146).

Adaptability
The employee should display professionalism in approach to work. Grote
(1996, 117) states that an employee should recognize and accept new challenges and
responsibilities for all parts of their jobs. The employee should be able to identify and
analyze potential problems, and to stand by decisions when challenged (Cadwell
1995). It is important for employees be flexible and to demonstrate a willingness to
learn new job skills and thus become a more valuable assets to employers. The
employee should not offer excuses for errors or mistakes, and they should not blame
others for mistakes (Rao 2004). It is important for the employee to demonstrate the
20

ability to handle pressure. The work environment can change from day to day, and
in order to continue working effectively, the employee needs to be able to handle
sudden changes. Deadlines are an important part of maintaining proper work flow,
and the employee needs to be able to meet the deadlines (Rao 2004, 74). "Employees
should bounce back quickly from disappointment and frustration, and be willing to
adapt to change (Kressler 2003)."

Dependability
Arvey and Murphy, (1998, 150) state that "it is important to include
dependability on a performance appraisal form." An attendance problem can be very
harmful to an agency. Whether frequently coming to work late, leaving early or
having full-day absences, these employees cause departmental problems that can have
an affect on the agencies’ performance and survival. Attendance is an excellent
criterion for measuring dependability. However, the presence of an adequate
reporting system is vital to avoid bias (Arvey and Murphy 1998, 150). The section on
attendance should include sections for the following information to be entered:
* Number of days absent in the past 12 months
* Number of days late in the past 12 months
* Personal attendance percentage / organizational (or departmental)
attendance percentage (Grote 2002, 153).
Grote (1996, 376) states that "it is important for employees to follow-up to ensure the
job or task is completed." All progress comes from follow-up, without consistent
follow-up, the task at hand may suffer. Employees should demonstrate the ability to
21

work effectively with minimum supervision, and to show the capability of filling in
during management's absence. When necessary, the employee should willingly put in
the extra time and effort required (Williams 1998). An effective follow through plan
will operate at the individual, group and organizational levels. Any change requires a
change in behavior and people are often hesitant to change, being more concerned
about what they are giving up over what they might gain. Effective follow-up helps
keep momentum going so that new behaviors become habit and recognition becomes
a valued and ongoing aspect of the organization's culture.

Goals
Goals should be included on a performance appraisal form because goals
describe things that the employee should accomplish beyond the job requirements
(DelPo 2005, 3/2). “It is useful to consider several classes of goals, including task
performance goals, interpersonal goals, strategic goals, and internalized goals,"
(Murphy and Cleveland 1995, 240). Tailor goals to each employee as an individual,
depending on the employee's strengths and weaknesses. When setting goals, do not
try to change an employee's personality. Focus on what your employees do, not who
they are (DelPo 2005). "Goals focus attention and effort on the future, which can be
changed, versus past behavior which can not be altered," (Roberts 2002, 337).
Goals enhance performance as they encourage employees to try harder and
provide pointers for the direction of work efforts (Brown and Benson 2005, 102).
According to Tropov (1999,1), “goals are the most important feature of any standards
that are set for any job, both the employer and the employee should have goals

22

representing the steps that need to be taken to achieve particular results.” If a goal is
new, or outside of the ordinary tasks that the employee does, help the employee figure
out how to meet it by creating an action plan (DelPo 2005). The goals section should
include short-term goals such as the successful completion of specific tasks, as well
as long-term goals such as the maintenance of effective relationships between
workgroups, departments, clients and so on (Murphy and Cleveland 1995). Make
goals reasonable, realistic, challenging, specific, measurable (if possible), related to
the job, and consistent with the organization's goals (DelPo 2005, 3/2; Roberts 2002).

Comments (Feedback)
In order for a performance appraisal system to be maximally effective, there
must be a portion on the appraisal form for comments or feedback. Grote, (2002,
155) states, "a section for employee comments is an almost universal part of almost
every performance appraisal form - and a very good idea." It demonstrates that the
form was given to the employee and he or she was provided the opportunity to
respond (Grote 2002). Comments allow the employee to acknowledge any specifics
as desired (Roberts 2002, 337).
Roberts (2002, 337) states that, "comments or feedback is essential in gaining
the maximum benefits from goal settings." The importance of adequate feedback is
often overlooked and the practice of giving feedback is taken for granted by many
supervisors, co-workers, and clients or recipients of organizational services.
Feedback is very important in letting employees know how they are doing and to
avoid assumptions (Cadwell 1995, 92). Feedback on goal-oriented performance
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motivates higher performance only when it leads to the setting of higher goals.
Positive feedback on performance gives the worker a sense of achievement,
recognition, and accomplishment. According to Grote (1996, 5), "feedback alone will
not improve performance, but if it is missing from a performance appraisal,
performance can't improve."

Signatures
Accepted best practice calls for the individual's immediate supervisor to
complete the appraisal form, then have it approved by the supervisor's immediate
superior. Once the approval is complete, the form is returned to the immediate
supervisor, who then schedules the meeting with the individual to review the
appraisal form itself. By using this approach, a system of checks-and-balances is
established to ensure that their perceptions of the performance of individuals are
shared by those who directly supervise the individuals. If there is a discrepancy, they
can discuss and resolve it before the appraisal is discussed with the individual being
evaluated (Grote 2002, 152-155).
A signature portion should also be included on the performance appraisal
form, and everyone person who was involved in the preparation, approval, or review
of the form should sign it (Grote 2002, 155). Roberts (1998, 314) describes the
importance of the signature portion is accountability. "It holds the raters and
reviewers accountable for how well they administer the appraisal." "The signature
portion also validates that the extent of the performance appraisal measures what is
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intended to be measured, (Grote 1996, 324). The reviewer signature ensures that the
rater was in compliance to policy and procedures (Roberts, 1998 314).
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Summary of Conceptual Framework
Table 2.1 lists the components of each of the eleven categories and shows their
linkage to the literature.
TABLE 2.1
Components used in Employee Performance Appraisal Forms
COMPONENT
* Job Requirements
* Based on Job Description
* Meets Job Performance Standards

* Quality of Work
* Meets Standards
* Completes Tasks in a Timely Manner

* Communication Skills
* Effective Listening
* Clear Written Communication
* Clear Verbal Communication

* Interpersonal Skills / Teamwork
*
*
*
*

Assists Others
Open to Diverse View Points
Contributes in a Team Environment
Establish Positive Working Relationships

* Adaptability
* Flexible
* Effectively Handles Pressure / Deadlines
* Open to New Responsibilities / Duties

* Dependability
* Effective Follow Through
* Attendance

* Goals
* Short Term
* Long Term
* Other

* Comments (Feedback)
* From Supervisor
* From Employee

* Signatures

LITERATURE
Tropov, 1998
Gabris, Ihrke, 2001
DelPo, 2005
Grote, 2002
Fodchuk, 2004
Grote, 1996
Risher, 2002
Grote, 1996
DelPo, 2005
Kikoski, 1999
Mealiea, Baltazar 2005
Burnham, 1995
Bowman, 1994
Cayer, 2004
Maddux, 1993
Tropov, 1999
Grote, 1996
Grote, 1996
Cadwell, 1995
Rao, 2004
Kressler, 2003
Williams, 1998
Arvey, Murphy, 1998
Grote, 1996
Grote, 2002
Murphy, Cleveland, 1995
Brown, Benson, 2005
DelPo, 2005
Roberts, 2002
Cadwell, 1995
Grote, 1996
Grote, 2002
Roberts, 2002
Grote, 2002
Grote, 1996
Roberts, 1998
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The next chapter will discuss the methods used for this study, along with the

associated strengths and weaknesses. Chapter three also provides a discussion of the
study of population, the coding sheet, and that data collection method.
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Chapter Three
Research Methodology
Statement of Purpose
The purpose of this chapter is to introduce the methodology this study utilizes.
This study uses content analysis to gauge the 42 Texas mid sized state agancies'
performance appraisal forms. Data is collected through content analysis of Texas
state agencies’ performance appraisal forms. In addition, this chapter describes the
operationalizational of the assessment criteria developed in the conceptual
framework.

Research Technique
Content analysis is the research method used to assess the employee
performance appraisal forms of Texas state agencies. Babbie (2004, 314) defines
content analysis as “the study of recorded human communications, it allows
researchers to examine written documents.” Babbie (2004, 314) also states that
“content analysis is well suited to the study of communications and to answering the
classic question of communication research: ‘Who says what, to whom, why, how,
and with what effect?’” While a social scientific research topic might be studied by
observing individual people, content analysis provides another approach (Babbie
2004, 314). The data is collected through content analysis of Texas state agencies
employee performance appraisal forms. Therefore, this methodology is appropriate
for this type of research.
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“Content analysis is essentially a coding operation. Coding is the process of
transforming raw data into a standardized form. In content analysis, communications
are coded or classified according to a conceptual framework,” (Babbie 2004, 318).
Table 3.1 shows the conceptual framework used in this paper and shows how it is
operationalized. The conceptual framework and coding sheet is one-to-one, hence the
coding sheet is presented.
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TABLE 3.1
Operationalizational Chart and Coding Sheet
Component
Job Requirements

Included

Partial

Not Included

Based on Job Description
Meets Job Performance
Standards
Applies Knowledge
Effectively to Job Duties
Quality of Work
Meets Standards
Completes Tasks in a Timely
Manner
Communication Skills
Effective Listening
Clear Written
Communication
Clear Verbal Communication
Interpersonal Skills /
Teamwork
Assists Others
Open to Diverse View Points
Contributes in a Team
Environment
Establish Positive Working
Relationships
Adaptability
Flexible
Effectively Handles
Pressure/Deadlines
Open to New
Responsibilities/Duties
Dependability
Effective Follow through
Attendance
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Component

Included

Partial

Not Included

Goals
Short Term
Long Term
Other
Comments
From Supervisor
From employee
Signatures
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Strengths and Weaknesses of Selected Research Method
Like other research methodologies, content analysis has both advantages and
disadvantages. Babbie (2004, 323-324) discusses a few advantages and states that
possibly the greatest advantage of content analysis is that it saves both time and
money. Safety is another advantage because it is usually easier to repeat a portion of
the study than it is in other research methods. Finally, content analysis has the
advantage of unobtrusive measures. Babbie (2004, 324) discusses two disadvantages.
First, it is limited to the examination of recorded communications. Since the research
purpose was to examine the form itself, is not generalizing to the performance
appraisal process. This is both a strength and weakness. The strength is that content
analysis enables a systematic analysis of the form. The weakness is that a strong form
may have no connection to employee performance. Perhaps the forms are corrupted
(supervisors are dishonest) or the forms are not used. This study cannot determine
this. On the other hand, it is difficult to imagine an effective performance appraisal
system that used a poorly constructed form to direct inquiry and collect data.
Analysis of the form has merits in its own right. Content analysis directed by a
sound framework is the best way to systematically study a form.

Population of Study
The Texas state agencies to be examined are non-educational institutions that
employ 50 to 1000 employees. The purpose of looking at these particular agencies
provides a sufficient number of agencies for a preliminary analysis of the
performance appraisal forms used by Texas state agencies. Information on the state
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agencies was gathered from the State Auditor’s Office website (www.sao.state.tx.us).
This criteria allows for fifty-one agencies to be assessed, however, performance
appraisal forms were gathered from twenty-seven of the fifty-one agencies. An email
(see Appendix A) was sent out to the human resources directors, asking for their
performance appraisal forms. Some agencies did not respond, some chose not to
participate, one did not use performance appraisals, and two agencies were in the
process of revising their form and did not wish to participate. Table 3.2 lists the
agencies alphabetically, and includes the number of employees as well as if the
performance appraisal form was received.
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TABLE 3.2
Agency / Number of Employees / Status
Agency
Adjutant General’s Department
Alcoholic Beverage Commission
Animal Health Commission
Board of Nurse Examiners
Board of Pharmacy
Building and Procurement Commission
Court of Criminal Appeals
Department of Agriculture
Department of Banking
Department of Housing and Community Affairs
Department of Information Resource
Department of Licensing and Regulation
District Courts (Comptroller’s Judiciary Section)
Employees Retirement System
General Land Office
Historical Commission
Juvenile Probation Commission
Legislative Budget Board
Library and Archives Commission
Office of Consumer Credit Commissioner
Office of Injured Employee Counsel
Office of Rural Community Affairs
Office of the Governor
Preservation Board
Public Utility Commission of Texas
Racing Commission
Railroad Commission
Real Estate Commission
Secretary of State
Securities Board
Soil & Water Conservation Board
State Auditor’s Office
State Bar of Texas
State Office of Administrative Hearings
State Office of Risk Management
Supreme Court of Texas
Teacher Retirement System of Texas
Texas Department of Savings and Mortgage Lending
Texas Education Agency
Texas Higher Education Coordinating Board
Texas House of Representatives
Texas Judicial Council Office of Court Administration

Number of
Employees

Status

615
640
191
76
54
364
69
483
151
270
196
229
584
276
561
104
55
138
170
52
82
63
241
139
179
68
686
80
231
83
61
191
274
101
120
63
433
56
764
272
715
170

No Response
Received
Received
Received
No Response
No Response
No Response
Under Revision
Received
No Response
Received
Received
No Response
Received
Received
No Response
No Response
Under Revision
Received
No Response
No Response
Received
Received
Received
Received
Received
No Response
Received
Received
No Response
No Response
Received
Received
Received
Received
No Response
Received
No Response
Received
Received
No Response
Received
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Texas Legislative Council
Texas Lottery Commission
Texas Medical Board
Texas School for the Blind and Visually Impaired
Texas School for the Deaf
Texas Senate
Texas Transportation Institute
Veterans Commission
Water Development Board

386
303
129
254
348
488
341
94
259

Received
No Response
No Response
No Participation
Received
Does not use PA
No Response
No Response
Received

(www.sao.state.tx.us 2006)
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Data Collection
A talley sheet is used to record data for the items on the coding sheet.
Frequency is the statistical method used to analyze the data. Frequency is a
description of the number of times the various attributes of a variable are observed in
a sample (Babbie 2004, 401).

Therefore, frequency and percentages are used to

indicate number of objectives each agency had on their performance appraisal form.

Chapter Summary
Content analysis is the research technique used in this study. The research
purpose was connected to the conceptual framework through operationalization
process. The next chapter displays and organizes the results of this study.
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Chapter Four
Results
Statement of Purpose
The purpose of this chapter is to summarize the results of this study. The
findings are used to assess the performance appraisal form used by Texas state
agencies, using the ideal characteristics developed earlier. The results of the content
analysis performed are presented in this chapter.

Job Requirements
Table 4.1 reveals that 81% of Texas state agencies have a job knowledge
component on their performance appraisal form. Only five (19%) of the appraisal
forms assessed did not base their performance appraisal on job description. For
“meets job performance standards” twenty-three agencies included it on the form, and
most of the forms included space for specific examples that the employee
demonstrated. Only four (15%) agencies did not include it in any way on their form.
Results revealed that 82% of Texas state agencies’ performance appraisal form, did
include “applies knowledge effectively to job duties.” In other words, over 80% of
the state agencies’ performance appraisal forms included a job knowledge section as
well as the components in the section. For a best practice example, please see
appendix B.
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TABLE 4.1
Job Requirements
Job Requirements
N=27
Based on Job Description
Meets Job Performance
Standards
Applies Knowledge
Effectively to Job Duties

Included

Not Included

Total

59%
59%

Partially
Included
22%
26%

19%
15%

100%
100%

56%

26%

18%

100%

Quality of Work
Improving quality of performance is one of the primary goals of the entire
performance appraisal process (Grote 1996). Table 4.2 reveals that 81% of Texas
state agencies include “meets standards” as part of the quality of work section on their
performance appraisal form. Also, 82% of the agencies provided a section for
“completes tasks in a timely manner.” More importantly, only five of the twentyseven agencies did not provide a quality of work section.
TABLE 4.2
Quality of Work
Quality of Work
N=27
Meets Standards
Completes Tasks in a
Timely Manner

Included
62%
56%

Partially
Included
19%
26%

Not Included

Total

19%
18%

100%
100%

Communication Skills
Effective communication is an essential component of organizational success,
both written and oral. Effective communication also includes effective listening.
Table 4.3 reveals that only 59% of agencies included “effective listening” as part of
the communication skills on their form. For “clear written communication”, 67% of
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the agencies included it on the form, and 3 agencies asked for examples if necessary.
Seventeen (63%) agencies included “clear verbal communication” as part of the
communication skills area. For a best practice example, please see appendix C.
TABLE 4.3
Communication Skills
Communication Skills
N=27
Effective Listening
Clear Written
Communication
Clear Verbal
Communication

Included

Not Included

Total

56%
56%

Partially
Included
3%
11%

41%
33%

100%
100%

56%

7%

37%

100%

Interpersonal Skills / Teamwork
Interpersonal skills and teamwork are an important part of the job, if one can't
play well with others, one will never accomplish the work mission. In the
interpersonal skills / teamwork category, 63% of the agencies included “assists
others,” “establish positive working relationships” and “open to diverse view points”
on the form. Sixteen (59%) agencies included “contributes in a team environment.
For those forms that included the interpersonal skills / teamwork category, the forms
also included space to provide specific examples if necessary. For a best practice
example, please see appendix D.
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TABLE 4.4
Interpersonal Skills / Teamwork
Interpersonal Skills /
Teamwork
N=27
Assists Others
Open to Diverse View
Points
Contributes in a Team
Environment
Establish Positive Working
Relationships

Included

Partially
Included

Not Included

Total

48%
37%

15%
26%

37%
37%

100%
100%

48%

11%

41%

100%

41%

22%

37%

100%

Adaptability
It is important for employees to demonstrate a willingness to learn new job
skills, effectively handle pressure and meet deadlines, and to be flexible with the
work flow in order to become a more valuable asset to employers. Eighteen out of
the twenty-seven agencies included “open to new responsibilities / duties” section of
the adaptability criteria. For “effectively handles pressure / deadlines” 66% of the
agencies included it on the form. “Flexibility” was included on seventeen agencies
forms. For best practice, please see appendix E.
TABLE 4.5
Adaptability
Adaptability
N=27
Flexible
Effectively Handles
Pressure/Deadlines
Open to New
Responsibilities/Duties

Included

Not Included

Total

41%
33%

Partially
Included
22%
33%

37%
33%

100%
100%

41%

26%

33%

100%
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Dependability
Table 4.6 reveals that 75% of Texas state agencies included “effective follow
through” under the dependability category on their performance appraisal form.
Eighteen agencies (67%) included “attendance” and several agencies included a place
for number of excused absences, non-excused absences, and tardies. For best
practice, please see appendix F.
TABLE 4.6
Dependability
Dependability
N=27
Effective Follow through
Attendance

Included
48%
45%

Partially
Included
26%
22%

Not Included

Total

26%
33%

100%
100%

Goals
Work goals are the things a staff member must achieve during the evaluation
period. Work goals are outputs or outcomes that describe what the results of
successful performance should look like; they do not list every single step along the
way. Fifteen (56%) of the Texas state agency forms evaluated contained both “short
term” and “long term” goals under the goals category. Nineteen (70%) agencies
included “other” as part of the goals category. As most of the forms read, the “other”
was for additional tasks to achieve the long or short term goals stated. The other four
that did not include a specific spot for the long or short term goals, the “other” section
was the catch all for specific goals. For best practice, please see appendix G.
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TABLE 4.7
Goals
Included

Goals
N=27
Short Term
Long Term
Other

37%
37%
48%

Partially
Included
19%
19%
22%

Not Included

Total

44%
44%
30%

100%
100%
100%

Comments
To maximize the benefit of a performance appraisal, the form should include a
section for comments. Twenty-one out of the twenty seven agencies included a space
for additional comments from supervisors on the form. Twenty-two out of the
twenty-seven agencies included a space for employee comments. For best practice,
please see appendix H.
TABLE 4.8
Comments
Comments
N=27
From Supervisor
From employee

Included
63%
74%

Partially
Included
15%
7%

Not Included

Total

22%
19%

100%
100%

Signatures
Signatures can act as a check to ensure accountability. Table 4.9 shows that
twenty-six out of the twenty-seven agencies included a space on their forms for
signatures. In addition to the standard supervisors and employee signatures, seven
agencies included a space for a human resources representative signature to ensure
that the procedural requirements were met. For best practice, please see appendix I.
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TABLE 4.9
Signature
Signatures
N=27

Included
96%

Partially
Included

Not Included

Total

4%

100%

Chapter Summary
This chapter summarizes the statistical analysis for each component in the
model performance appraisal form. The overall findings reveal that the majority of
state agencies do use the components, and some may need to be defined more clearly.

43

Chapter Five
Conclusion
Statement of Purpose
The purpose of this research is three fold. The first purpose was to describe an
ideal model of employee performance appraisal form. This study also was to gauge
selected Texas state agencies performance appraisal forms using the model. Finally,
the study sought to make recommendations to improve the performance appraisal
forms.
This chapter presents the overall results of this study and will identify whether
the components of the performance appraisal form met the ideal characteristics
developed through the literature. Recommendations are made for improvements, as
well as other components that were used by some agencies.

Overall Conclusions and Results
The overall results and recommendations are presented in Table 5.1. As
revealed in the table, the performance appraisal forms used by Texas state agencies
either meet, or somewhat meet the ideal characteristics of the performance appraisal
form developed in the conceptual framework. “Meets” indicates that the agencies
meet the component, and “somewhat meets” indicates that the agencies partially meet
the component.
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TABLE 5.1
Overall Results and Recommendations
Component
Job Knowledge

Quality of Work

Meets Ideal Type
Partially Meets

Recommendations
There needs to be more
explanation on criteria expected
to apply knowledge effectively
to job duties.

Partially Meets

Communication Skills

Somewhat Meets

Interpersonal Skills /
Teamwork

Somewhat Meets

Adaptability

Somewhat Meets

Dependability

Somewhat Meets

Goals

Somewhat Meets

Comments

Partially Meets

Signatures

Meets

This section needs to be defined
more by all agencies. The
agencies that did not include it,
should establish their own
standards suited for their agency,
and implement in their
performance appraisal form.
Attendance is an important part
of this section, and agencies
should implement an area that
coincides with their agencies
attendance policy.
This section needs the most
definition and implementation.
Without goals, what does the
employee have to work to
achieve.

Meets = 90%+ / Partially Meets = 60 - 80% / Somewhat Meets = Less Than 60%
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Other Observations
When evaluating the various agency forms, there were other components that
some agencies had on their form, which could be useful to other agencies. The
components are shown in Table 5.2. The definition of the component was compiled
from the agencies that established the criteria for using it on their form. An overall
best practice for an ideal performance appraisal form, please see appendix B.
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TABLE 5.2
Possible New Components
Component

Used By

Recommendation

Leadership –
motivates other
employees, strives to
obtain highest
achievement levels
from others,
delegates when
necessary.
See Appendix J

* Texas Judicial Council Office of
Court Administration
* Department of Licensing and
Regulation
* Real Estate Commission
* Texas Higher Education
Coordinating Board

This is an excellent criterion
for those that are in
management or supervisor
roles, as well as for those that
are on management or
supervisor tracks.

Training and
Development –
assess needs,
develops &
implements plans to
meet goals. and/or
attends classes to
advance knowledge
& skills.
See Appendix K

* Texas Judicial Council Office of
Court Administration
* Office of the Governor
* Employees Retirement System
* State Office of Administrative
Hearings
* Animal Health Commission
* Texas Education Agency

This can be beneficial to show
the rater that the employee is
willing to advance for the
agency thru training.

Planning and
Organization –
manages concurrent
assignments,
initiates ideas for
continual
improvement.
See Appendix L

* Library and Archives Commission
* Employees Retirement System
* Office of Rural Community
Affairs
* Department of Licensing and
Regulation
* Racing Commission
* Texas Higher Education
Coordinating Board
* Secretary of State
* Office of Rural Community
Affairs
* Department of Licensing and
Regulation
* State Office of Administrative
Hearings
* Public Utility Commission of
Texas
* Water Development Board
* Texas Higher Education
Coordinating Board

This can benefit the overall
agency to make sure that the
goal of the agency continues
to be reached in an effective
manner.

Human Resource
Representative
Signature – to
ensure conformity
with the procedural
requirements, and to
ensure that the
evaluation does not
discriminate, and
also to ensure that
ratings are supported
by objective, and job
related.
See Appendix M

After seeing this on several
forms, the importance became
apparent. All agencies
delivered the completed
performance appraisal form to
the HR dept. for records.
However, the department may
or may not read the actual
appraisal. The HR signature
ensures that the appraisal does
not violate any laws, that can
hurt the agency.
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Conclusion
This study attempted to address the gap in knowledge, since there has been no
systematic analysis on the performance appraisal forms used by Texas state agencies.
The practical ideal performance evaluation form that was developed can be
implemented by all state agencies. It is hoped that the agencies will use this study as
a reference to review their existing performance appraisal forms and make revisions
as necessary.
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APPENDIX A
Good Afternoon,
My name is Mindy Martinez and I am a public administration graduate student at Texas
State University. I am in the early stages of my applied research project, and I have
decided to explore employee performance evaluations/appraisals.
Some back ground information why:
I am a current human resources assistant. I am new to the working field and I only have 3
months of experience.
Ever since it was discovered that employee performance held the key to
success, there have been continuous efforts to understand what optimizes performance,
and how performance evaluations/appraisals can be used as a vital observation tool
(Kressler 2003, 3). This topic is important because performance evaluations/appraisals
are an important part of our jobs, and if used correctly, they could be used as a powerful
tool. They should guide future development, leverage existing strengths, and address skill
deficiencies.
If performance evaluations/appraisals are fair, and if the evaluatees know what to expect,
then the process will be easier on everyone.
I am interested in knowing what different state agencies in Texas have in their
performance appraisal forms. I am inquiring for a copy of your agency's appraisal form,
as well as the procedures if applicable. If for any reason your agency is unable to give
out the performance appraisal form, I understand. However, please inform me of it.
If I can be of any assistance in answering questions about my project, I am more than
willing to. If you would like to contact my Professor Dr. Patricia Shields, I can provide
you with her contact information.
Thank you in advance,
Mindy Martinez
mm1189@txstate.edu

