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ABSTRACT
Performance appraisals need to be standardized to reduce any variation in
the administration and scoring processes. ThyssenKrupp Waupaca foundry did
not have this in their old performance appraisal. After redesigning their employee
appraisal the participants were able to understand the process better, were more
willing to complete the additional comment sections, and understood the appraisal
process with the addition of step-by-step instructions. The supervisors need to be
trained on how to properly administer a performance appraisal and they also need
to provide feedback to their employees. Performance appraisals should be
reviewed every year to determine if any modifications need to be made, and they
should be used alongside the job analysis and job descriptions.
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Chapter I: Introduction

ThyssenKrupp Waupaca Foundry has been utilizing the same performance
appraisal since 1955 and needed and updated performance appraisal system. Performance
appraisals should be updated every 12 to 18 months (Bartley, 1981). They should also
determine the necessary job duties so every employee understands what they need to do
to successfully perform for their specified position in the organization.
Statement ofthe Problem

ThyssenKrupp Waupaca needed to update their performance appraisal because
some of the job duties have changed since 1955. The foundry also requested that safety,
one of the five main factors in their performance appraisal, be the most important because
ifit is not many accidents could occur. After the completion of the performance
appraisal, it is hoped that the foundry will continue to modify it as necessary.
Purpose ofthe Study

The purpose of this study was to redesign a performance appraisal for
ThyssenKrupp Waupaca. Information was gathered from the company's human resources
department which helped to determine what was needed in the new performance
appraisal. Other information was collected from various books, journal articles, and
websites. A special emphasis was placed on providing every employee adequate and
timely feedback, whether it is positive or negative. The goal of this project was to provide
ThyssenKrupp Waupaca with a feasible performance appraisal that is practical and easy
to administer.
Definition ofTerms
Administration Guide describes how to administer, score, and interpret the
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performance appraisal (SlOP, 2003).

Behavioral Ratings specify successful and unsuccessful job behaviors (SlOP,
2003).

Central Tendency Error occurs when the rater rates the employee in the middle of
the scale on every rating of the performance appraisal resulting in an overall average
rating (Cascio & Aguinis, 2005).

Halo Error is when a rater rates an employee excellent in one dimension, which
in turn sways the rater to rate the employee similar or higher than they deserve in other
dimensions as well (Cascio & Aguinis, 2005; Gabris & Mitchell, 1988; Latham &
Wexley, 1994).

Job Analysis includes specific work behaviors and required tasks that will lead to
successful performance for a particular job (Cascio & Aguinis, 2005; EEOC; Latham,
1993; Sackett & Laczo, 2003).

Job Description defines the tasks and responsibilities of the job holder (Parry,
1987).

Leniency Error occurs when the rater provides the employee with a higher rating
than they deserve (Cascio & Aguinis, 2005; Latham & Wexley, 1994).

Participative Approach the employee has the opportunity to participate in
their feedback and they feel that they are being more fairly judged (Mohrman, Resnick
West, & Lawler, 1989).

3

Performance Appraisal is a supervisor's decision on how well or poorly an
employee performs their job based on predetermined criteria (Cascio & Aguinis, 2005;
Kirkpatrick, 2006).

Performance Management System is a process that ensures employee's focus on
their work efforts to help support the organizations mission. It consists of three parts: (1)
system development; which involves setting expectations for the employees performance,
(2) appraisal process; which allows the supervisor and the employee to communicate and
ensure that their performance is on track, and (3) feedback; which compares actual
performance to expected performance (Gilliland & Langdon, 1998).

Performance Standards are performance criteria that need to be met during
each performance appraisal cycle (Maddux, 1986).

Ratee is the individual being assessed.
Rater Error is the difference between the overall performance appraisal rating
based on the supervisor's perception of the employee and an accurate rating (Gabris &
Mitchell, 1988; Latham & Wex1ey, 1994).

Selection Procedures are used for making employment decisions. For example,
any procedures used to recruit members of a certain race, sex, or ethic group need to be in
compliance with the federa11aw. These practices help determine if an employee is
retained, training is satisfactory, pay is increased, discrimination is not present, and
whether to promote or terminate an employee (Cascio & Aguinis, 2005; EEOC; Mani,
2002; SlOP, 2003).
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Standardized ensures that administration and scoring of the performance appraisal
measures the employees performance in a consistent manner (Cascio & Aguinis, 2005;
EEOC; Latham, 1993; Latham & Wexley, 1994; SlOP, 2003).
The Uniform Guidelines issued by the Equal Employment Opportunity
Commission (EEOC) are the guidelines designed to aid in the achievement of our
nation's goal of equal employment opportunity without discrimination on the grounds of
race, color, sex, religion or national origin.
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Limitations ofthe Study

There was no record of who created the existing performance appraisal or the
intended scoring method. Also, ThyssenKrupp does not have any job descriptions which
are a vital component of the performance appraisal. Within the given time constraints, job
descriptions were not created. All of the above are important elements of a performance
appraisal and they should be understood and provided for anyone using the performance
appraisal. In addition, it was often difficult to receive responses from the company in a
timely manner and there was no opportunity to formally consult with the human
resources department. All correspondences with the other members of the human
resources department were done through email.
Methodology

A meeting was set up with the human resources manager to begin the process of
redesigning ThyssenKrupp Waupaca's performance appraisal. The human resources
manager discussed the elements of the performance appraisal that he was concerned with
and wanted modified. After the discussion with the human resources manager a thorough
review the performance appraisal literature was conducted. Based on this research, a new
performance appraisal was created for ThyssenKrupp Waupaca. To ensure that the new
performance appraisal was ideal for the organization, various human resources
employees and supervisors who conduct appraisals
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Chapter II: Literature Review
Performance Appraisals
Performance appraisals are integral to organizations. A performance appraisal in
the organizational context can best be defined as a supervisor's decision about how well
or poorly an employee performs their job based on predetermined criteria (Cascio &
Aguinis, 2005; Kirkpatrick, 2006). Performance appraisals are considered selection
procedures because their results are used to determine if an employee is retained, training
is satisfactory, pay is increased, discrimination is not present, and whether to promote or
terminate an employee (Cascio & Aguinis, 2005; EEOC; Mani, 2002; SlOP, 2003). An
effective performance appraisal results in higher morale, enhanced teamwork, and
increased efficiency (Step Ahead, 1993).
This paper describes the importance of incorporating both a job analysis and a job
description in the performance appraisal. In addition, the required elements of the
performance appraisal process will be discussed including: management training, error
reduction, providing continuous feedback, goal-setting, focusing on motivating
employees, and tying pay into the performance appraisal. All of these components are
crucial to the performance appraisal process and they should be done continuously
throughout the year.

Job Analysis and Job Description
Ajob analysis and job description should be used in conjunction with one another
to ensure that the performance appraisal is as accurate as possible to the job being
measured. Ajob analysis defines the specific work behaviors and required tasks that will
lead to successful performance for a particular job (Cascio & Aguinis, 2005; EEOC;
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Latham., 1993; Sackett & Laczo, 2003). The employee's level of knowledge, skills, and
abilities are always included in the job analysis (SlOP, 2003).
Once a job analysis is created, the organization can develop job descriptions for
each position in the company. A job description helps define the tasks and responsibilities
of the job holder (Parry, 1987). It is different from the job analysis in that it describes a
given job in detail and specifies the requirements that an individual needs to possess in
order to perform the job successfully. The job description is the single most important
document that links the employers' obligations to the employee's responsibilities
(Henderson & Lewis-Clark, 1981). Job descriptions should be updated every 12 to 18
months to ensure that they are still applicable to the job in question (Bartley, 1981). It
should be expressed via behavioral descriptions of the duties or tasks and the
responsibilities that are held by the job holder (Parry, 1987). Job descriptions most often
include: job responsibilities, minimum qualifications, physical requirements, and
performance expectations (Henderson & Lewis-Clark, 1981). The job description should
also include the knowledge, skills, aptitudes, and educational specifications that are
required. When an organization utilizes job descriptions they should be reviewed
periodically to ensure that the job duties are still accurate.
Developing a Performance Appraisal
Whether or not a job analysis or a job description are available, the first step in
creating a useful performance appraisal is to include all of the individuals (e.g., human
resources, management) who will be using the performance appraisal at the organization.
Performance appraisals take time to create so it is important for the organization to be
patient and make the necessary modifications as they arise (Mohrman et. al., 1989). Most
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organizations measure employee performance with behavioral ratings. Behavioral ratings
help to specify successful and unsuccessful job behaviors (SlOP, 2003). These behavioral
ratings are based on performance standards created to minimize any errors due to the
comparison of one employee to another. A standard is the ongoing performance criterion
that needs to be met during each performance appraisal cycle (Maddux, 1986). Standards
help to connect the performance of the individuals to the organization's strategic plan
(Mohrman et al., 1989). Employee's being appraised need to be aware of the standards to
ensure proper implementation. There can be as few as five or as many as 20 standards in
a given performance appraisal depending on the company's priorities for each position
(Bartley, 1981).
Once the organization agrees on the standards they need to determine how they
are going to score the performance appraisal. When the organization has decided how
they are going to score they appraisal they need to know when and how to administer it.
Performance appraisals should be administered once or twice a year, after the supervisor
has had enough interaction with the employee to accurately assess them. Measuring an
employee's performance twice a year can help the supervisors determine if the
performance appraisal needs to be modified.
If the supervisor waits too long to assess performance, the employee's motivation
and performance may suffer since they are not receiving adequate feedback about how to
improve their performance (Mohrman et al., 1989). Many supervisors feel that a
performance appraisal is too time-consuming and they often administer them last minute
causing poor results (Maddux, 1986). To overcome this, the estimated time it should take
to complete an appraisal should be written in the directions of the performance appraisal,
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so both the employee and supervisors know the expected time frame to complete the
appraisal.
The employee should also know when their performance is going to be reviewed.
Many organizations utilize the employee's anniversary date for their review. Conducting
the performance appraisal on the employee's anniversary date has both advantages and
disadvantages. One major advantage is that it helps the organization out because all of the
performance appraisals are spread out throughout the year. The disadvantage of this
method is that these times do not tie into the organizations financial measures of
performance, resulting in performance appraisals administered before, during and after
the end of the fiscal year (Mohrman et al., 1989). This is a problem because they rely on
the data from the appraisals for their fiscal year because the employee's performance
appraisals are tied to their pay raises. If the employee has an exemplar review then they
will get a pay raise, but if they perform poorly they may not get their raise.
Management Training

To ensure that supervisors are administering the performance appraisal correctly,
the human resources department needs to ensure that they are properly trained on how to
administer it. A training program can help the supervisors build confidence in their
ratings and interviews, allowing for more accurate appraisals (Sims, Veres, & Heninger,
1987; SlOP, 2003).
Management training can also ensure that performance appraisals are
standardized and consistent between all supervisors who administer them. The ideal goal
for a performance appraisal is to improve the behavioral performance of an employee,
and this can be enhanced if the supervisor is trained correctly (Kirkpatrick, 2006). Since
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managerial evaluations are the most commonly used performance appraisals, supervisors
need to be trained in order to help reduce rating errors (Cascio & Aguinis, 2005; Latham
& Wexley, 1994; Sims et al., 1987; SlOP, 2003). Raters need to have knowledge of the

employee's work demands and they must know how to observe and evaluate the
employee's work performance (EEOC; SlOP, 2003). Management training should focus
on accurately setting employee goals and standards, conducting interviews, providing
feedback, managing conflict, and avoiding errors (Cascio & Aguinis, 2005; Roberts,
2003).
Mangers should be trained on how to explain an employee's rating to allow the
employee the opportunity to improve their performance. Supervisors need to be able to
delineate the strengths and weaknesses of each employee and then explain their reasoning
to the employee. If this is done the performance appraisal is more likely to be perceived
as fair and more likely to result in behavioral changes.
Fairness is the extent to which employees feel performance appraisal procedures
and outcomes are just, dependable, or suitable (Gilliland & Langdon, 1998). Increased
perceptions of fairness lead to higher job satisfaction, commitment, and involvement in
the organization (Gilliland & Langdon, 1998; Tang & Sarsfield-Baldwin, 1996). Both
employee acceptance and job satisfaction are related to perceived fairness of the
performance appraisal process (Gilliland & Langdon, 1998). Supervisors need to realize
that an accurate, negative appraisal can do more good for the organization than a false
positive one (Step Ahead, 1993). For example, if a supervisor provides an employee
feedback on why they were rated low in an area and tells them how they can improve in
these areas for the future, this will help that employee grow and learn from their mistakes
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and hopefully deter the employee from doing the same thing again. In addition,
supervisors need to comment on all areas of the employee's performance, both good and
bad, to ensure that they are living up to the organizations expectations.
To bolster perceptions of fairness in the appraisal process, the organization should
develop a performance management system (Gilliland & Langdon, 1998). There are three
vital steps to a performance management system: system development, appraisal process,
and feedback processes (Gilliland & Langdon, 1998). System development requires
developing or revising a performance appraisal and determining how feedback and goal
setting issues will be organized. The appraisal process includes determining how the
supervisors will observe and collect information pertaining to the employee's behavior. It
also helps them decide ways to evaluate and administer the performance appraisal.
Providing performance feedback, the final step, involves how the supervisor will
communicate the results along with any rewards to the employee. Goals for the next
appraisal process will be set in this final stage (Gilliland & Langdon, 1988).
All three of the performance management processes are cyclical. Any feedback
provided by the ratee and the employee should be incorporated into any preceding and
following performance appraisals. Supervisors should ensure that they are reviewing past
performance appraisals and the comments that were stated to ensure they are following
up on any concerns that were previously stated. By looking back at previous performance
appraisals the rater can ensure that the ratee is meeting up to their expectations for the job
and that they are performing to the best of their ability. Following these three steps can
enhance the performance appraisal process and allow for errors to be corrected early on.
Errors in Performance Appraisals
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Errors can occur in performance appraisals. The most common source of error is
the rater, who is typically the supervisor (Sims et al., 1987; Twomey, 1993). Rater error
is the difference between the overall performance appraisal rating based on the
supervisor's perception of the employee and an accurate rating (Gabris & Mitchell, 1988;
Latham & Wexley, 1994). Perceived similarity between the supervisor and the employee
may occur when the performance appraisal is administered. If a supervisor feels a
particular employee is very similar to them, they may artificially inflate their
performance rating (Gabris & Mitchell, 1988; Schraeder & Simpson, 2006). Employees
that receive higher scores may behave more positively and in tum may appear more
similar to their supervisor.
Errors such as central tendency, leniency, and halo have been criticized for poor
criteria on part in the rater's judgment (Jelley & Goffin, 2001). Central tendency error
occurs when the rater rates the employee as average across the board. This type of rating
does not discriminate between employees and over time everyone is rated the same,
making a performance appraisal useless (Cascio & Aguinis, 2005).
Leniency error occurs when the rater provides the employee with a higher rating
than they deserve (Cascio & Aguinis, 2005; Latham & Wexley, 1994). This can
especially be a problem at organizations that have the employee's pay raise tied to their
performance appraisal. Many times the supervisor will befriend the employee and even if
they are not doing an exceptional job, the supervisor will give them a high score.
Supervisors also feel obligated to give the employee a good rating so they get a raise. To
overcome some of this error, the human resources department should be in charge of
scoring the rated appraisals. Halo error is an exaggeration of a person's behavior in a
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positive way (Cascio & Aguinis, 2005; Gabris & Mitchell, 1988; Latham & Wexley,
1994). A person is rated high in one category and therefore, is more likely to influence
the rater to rate them high in every other category regardless of their true performance
(Cascio & Aguinis, 2005). For example, a supervisor might rate an employee high on
punctuality and this positive feeling would spill over onto a rating of a different
dimension such as safety (even though the employee does not always wear their
protective gear). However, it is often hard to determine ifhalo is actually occurring
(Cascio & Aguinis, 2005). Providing feedback on a regular basis can help alleviate these
types of errors.
Feedback

After a performance appraisal has been administered, the supervisor needs to set
up an interview with the employee to discuss their strengths and weaknesses through
feedback. It is essential for a supervisor to provide feedback in an understandable
language to the employee. The supervisor needs to be supportive to enhance the
employee's likelihood of making behavioral changes (Mohrman et aI., 1989).
When providing feedback it is also good for the supervisor to utilize the
participative approach between themselves and the employee. With the participative
approach the employee has the opportunity to participate in their feedback and they feel
that they are being more fairly judged (Mohrman et aI., 1989). Including employee
participation, goal setting, and feedback can enhance the quality of a performance
appraisal, and allow the employee time to refute anything they disagree with (Roberts,
2003). Feedback can serve as a tool for personal development for the employee.
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Adequate and timely feedback can help the rater and ratee establish goals and
objectives for the upcoming year. "Goals are broad statements of purpose", while
"objectives are specific, measurable outcome statements" (Step Ahead, 1993, pg. 13).
Goals help to describe conditions that will exist when the desired outcome has been
accomplished. The objectives should focus on improving the ratee's performance and
promoting growth opportunities within the organization (Step Ahead, 1993). Objectives
are directed at future behavior, so it is important for the rater to have knowledge ofthe
ratee's past performance (Cascio & Aguinis, 2005; Step Ahead, 1993).
One method which specifically requires a review of past behavior is the R-A-P
Review Model (Step Ahead, 1993). This model divides the feedback process into three
parts: (a) Review past goals, (b) Analyze present goals, (c) Plan and set new goals and
objectives for the next performance appraisal. The R-A-P Model is useful because it
helps the rater prepare for the employee's annual performance appraisal by focusing on
the employee's effective and ineffective behaviors (Step Ahead, 1993). Providing
feedback to the employee can help the rater and the employee set the goals and objectives
for the upcoming year. The supervisor should document the stated goals and objectives
along with providing specific written comments during a performance appraisal (Step
Ahead, 1993). The supervisor needs to ensure that the employee understands the
comments and ratings given, so they can foster an environment of trust and confidence in
the organization for a fair performance appraisal.
Employees will be more likely to commit to the organization if they feel they
have received a fair performance appraisal and were provided with the necessary
feedback (Tang & Sarsfield-Baldwin, 1996). Increased communication between
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supervisors and employees can increase productivity in the workplace by eliminating
some unanswered questions employees may have about any area they may have earned a
low rating on the performance appraisal (Mani, 2002; Sims et al., 1987). In addition,
communication between the supervisor and the employee can help employees be more
satisfied with their supervisors.
Generally, performance appraisals are done relatively infrequently; once or twice
a year. Research suggests that ongoing and informal feedback improves productivity
while correcting problems (Cascio & Aguinis, 2005; Step Ahead, 1993; Roberts, 2003;
Sims et al., 1987; Tang & Sarsfield-Baldwin, 1996). Providing feedback to employees
throughout the year can lead to increased effectiveness and ease when the performance
appraisal time arrives. In doing this, supervisors will be more likely to remember what
the employee has done throughout the year versus trying to remember things that have
been left unsaid until the review.
Feedback needs to be specific in order to help poor performers improve in
developmental areas (Cascio & Aguinis, 2005; Mani, 2002). Performance appraisals were
found to be more effective when employees and supervisors discussed areas they
disagreed with. For example, if the supervisor were to rate the employee low on safety
they would be able to discuss the underlying reason for this rating. The employee may
not be wearing their protective glasses at all times or may not be cleaning up their work
area. Discussing why the employee was rated they way they were helps them to work on
areas they need to improve in.
When giving feedback, it is ideal for supervisors to discuss an employee's
strengths and weaknesses along with specific goals to help the employee improve their
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performance (Cascio & Aguinis, 2005; Jackson, Maingault, & Cossack, 2006; Jelley &
Goffin, 2001; Kirkpatrick, 2006; Roberts, 2003). Any weaknesses identified should be
focused on for training (Kirkpatrick, 2006). Outstanding employees may leave the
organization if they feel they are not receiving adequate feedback resulting in recruitment
costs for the employer (Mani, 2002). Supervisors, who give many positive perfonnance
appraisals to employees, allow the system to lose credibility and the performance
appraisal becomes meaningless to employees (Mani, 2002). The performance appraisal
process should be documented to help decrease outstanding appraisals (Sims et al., 1987).
Communication cannot be stressed enough. Communicating frequently with the
employees can enhance their performance and trust in their supervisors, and allow the
employee the opportunity to express their ideas and issues with the organization.
However, supervisors need to understand that not all employees will react to feedback the
same way. Employee responses depend on their personality, values, perceptions and
attitudes (Tang & Sarsfield-Baldwin, 1996). Supervisors truly need to focus on their
skills in communicating to employees. It is important to let the employee know when
their performance is not meeting standards, offer them praise for good work, and be
specific about what needs to be done (Step Ahead, 1993). If the employee helps another
employee out which causes them to clock out of their shift 20 minutes late the supervisor
should say "thank you for your help, it is greatly appreciated". Everyone reacts positively
to praise and if an employee deserves recognition for their work then the supervisor
should respect that and do it. The supervisor should conclude the performance appraisal
in a positive way, ensuring they have addressed all of the employee's issues and
providing the employee with the necessary feedback to keep them motivated (Step
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Ahead, 1993). Finally, the supervisor needs to summarize what has been discussed and
agreed upon (Maddux, 1986).
Pay Raises

In some organizations, performance appraisals are the basis for providing
employees rewards and punishments based on performance. This is often done by giving
an employee a pay raise if they have a great review. However, organizations utilizing this
type of system need to ensure they are carefully designed and employed by well-trained
staff members (Mani, 2002). Organizations need to ensure that performance appraisals
are well-defined and contain legally defensible performance standards concerning
employee performance and behavior (Jackson et al., 2006; Sims et aI., 1987, Twomey,
1993). Evidence suggests that organizations who tie pay into their performance appraisal
allow the supervisor and the employee to perceive the process as more serious and
exchange improved information about performance expectations (Mohrman et al., 1989).
Pay is considered to be in a job classification schedule, which is sometimes called
the grading system (Bartley, 1981). This type of schedule is common in a factory or
foundry environment because it has different levels of pay increases for each specific job
at the organization and for each additional year the employee has been working there.
Each pay grade is assigned a level. An employee's level is dependant on the length of
time they have been employed by the company. Grades are the variation in the levels of
duties, responsibilities, and skills that are required for performance on the job (Paterson,
1972). After jobs are classified into grades a money value is assigned to each level (e.g.,
1 = unskilled, 2 = semi-skilled). There may be many levels in one grade if there are a lot
of complex jobs.
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Pay for good performance appraisals can have positive short-term results.
Supervisors judged pay for performance and behavior as more satisfying when they were
conducted properly as stated by the organization (Miceli, lung, Near & Greenberger,
1991). Miceli et al. (1991) found that employees were more satisfied with the pay system
when they earned higher pay increases. It is best for the organization to include other
variables into the performance appraisal including: long term goals, skills, knowledge,
and competencies (Twomey, 1993). Tang and Sarsfield-Baldwin (1996) found that
employees who perceived that they received a fair performance appraisal tended to have
a higher level of both pay satisfaction and promotion satisfaction than those who did not.
These findings suggest that those who perceive fairness with the performance appraisal
process may also have higher satisfaction in pay, promotion, and organizational
commitment. Some raters may be more lenient than other raters to ensure that the
employee receives the highest pay raise available (Craig & Hannum, 2006). Giving
higher ratings would allow the employee to secure the pay raise and have a higher
perceived fairness of the supervisor (Craig & Hannum, 2006). In the long run, this can be
detrimental to the organization because an accurate portrayal of the employee has not
been established and in some instances this can cause problems in unexpected conditions.
For example, an employee receives an excellent performance appraisal each year, even
though they do not regard the safety rules for wearing the protective gear and does not
always wear the entire melt proof body gear that is required. One day he loses control of
the iron pourer and instead of the iron being poured into the proper container it lands on
him leaving him severely burned. This injury could have been avoided if the supervisor
initially took action and reprimanded the employee for not wearing their proper gear (if
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the supervisor realized that this was occurring). Supervisors truly need to document and
be accurate in their ratings because a minor incident left unchecked may lead to a larger
unexpected one, which could result in serious consequences.
With an unstable or depressed economy, pay raises may not be feasible.
Employees may lose motivation if there is no pay tied to their evaluation, when they
typically expect it (Step Ahead, 1993). Some employees may score below the cutoff
score and feel as if they are being penalized because they are not receiving a pay raise
(Gabris & Mitchell, 1988). On the other hand, those receiving high scores may feel the
appraisal is fair, but be dissatisfied because they have earned high ratings but no
monetary reward (Mani, 2002; Miceli et aI., 1991). Those not receiving pay raises may
not be more motivated to do a better job, but instead may become increasingly discontent
with their view of the organization (Gabris & Mitchell, 1988). Pay for performance can
do more harm than good ifthere is not an adequate amount of funding (Mani, 2002;
Miceli et aI., 1991). Employees may be more satisfied with pay raises if they feel that the
raise is to help motivate them into working harder (Miceli et aI., 1991).
Dissatisfaction can also occur if formal standards on how to administer a
performance appraisal are not established (Miceli et aI., 1991). Employees who are
dissatisfied with the pay raise system can cause dissatisfaction amongst others in the
organization. This dissatisfaction can lead to informal norms that can be internalized in
others who perceive the pay system as inadequate (Gabris & Mitchell, 1988). Those who
do outstanding work can feel that they deserve a higher raise than lower performing
employees. Supervisors need to address this issue by designating clear objectives and
guidelines. The employees who perform well will encourage the pay raise system
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because they feel they are being given an advantage (Gabris & Mitchell, 1988). To help
motivate employees for pay raises that are tied to performance appraisals, supervisors
really need to ensure that employees are familiar with the system and thoroughly
understand all of the components (Miceli et al., 1991).
When a performance appraisal actually depicts the performance of the intended
employee, the employee will perceive it as fair. It is the human resource department's
obligation to train supervisors to accurately administer a performance appraisal. The
training should focus on reducing common errors, providing timely and ongoing
feedback to employees, teaching supervisors how to establish future goals with their
employees and attempting to maintain high levels of motivation. By utilizing the R-A-P
review model, supervisors will be more prepared to facilitate the performance appraisal
to their employees. Tying pay raises into a performance appraisal can be a complicated
process. In order for the system to be perceived as fair, management should encourage an
environment of continual feedback with all administered processes (i.e., ratings,
behavior). Training supervisors to properly administer a performance appraisal can give
them increased confidence and enhance their skills which will overall make the
organizational environment a better place to work in, and one that is perceived as fair by
the employees.

Chapter III: Methodology
ThyssenKrupp Waupaca has not updated their performance appraisal since 1955.
Job duties have changed and the old procedure was difficult to understand. This chapter
will describe the process of how the new performance appraisal was critiqued by
management at the foundry.
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Subject Selection and Description
The sample used included ThyssenKrupp Waupaca staff members employed in
the human resources department and supervisors. The human resources staff members
were utilized for two reasons. First, they need to ensure that the appraisal follows all of
regulations. Second, the human resources staff was included because they are the
department who works with the appraisal data and record keeping. The supervisors were
included because they are the people who do the evaluations of the employees. As
previously stated, if they do not know how to administer the tool they will increase the
number if inaccurate ratings. All participants were at the organization for at least three
and have been actively involved in administering performance appraisals. Participants
were informed that confidentiality would be utilized.
Instrumentation
The new performance appraisal was created to provide ThyssenKrupp Waupaca
an up-to-date assessment. The old performance appraisal did not have a detailed
instruction guide for how the appraisal should be conducted. The old instructions were
very simplistic and not detailed enough on how to exactly conduct the appraisal. There
was also only a small section where the supervisor could insert comments about the
employee. The old performance appraisal had one large comment section at the end of
the appraisal. Placing one comment box at the end of the performance appraisal could
make the supervisor forget anything they wanted to include about the employee about a
factor and could cause fatigue because they do not want to write anymore. The new
performance appraisal included a comprehensive list of the steps on how to conduct the
performance appraisal properly and also a very detailed instruction guide as can be seen
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in Appendix A. There were many new additions throughout the performance appraisal
including more sections for comments underneath every single factor. This way the
supervisor can write comments immediately about the specific factor and then write an
overall comment of the employee's performance at the end. An upcoming goal section
was also added. This section was included to try to motivate the employees to excel in
their job and try to accomplish a new thing for the upcoming fiscal year. The goal could
include anything including taking a higher education class or being more safe in their
work area.
The old performance appraisal had 8 factors: attendance, safety, quality of work,
quantity, job knowledge, versatility & resourcefulness, dependability, and attitude. Many
of these factors were not specific enough or pertinent to the job in question. These factors
were condensed to ThyssenKrupp Waupaca's four business priorities: Safety, Workplace,
Quality, and Delivery. These factors are pertinent to the foundry because they help define
the employee's job duties and help contribute to the success of the organization. Some of
the old factors were not legally defensible and should not have been a factor on the
performance appraisal. A final factor entitled Attendance, which was originally included
in the old performance appraisal, was included because the organization felt that the
employees should be rated on this because attendance plays a very important part in the
day-to-day functioning of the foundry. If a person is absent frequently, other people need
to fill in for that individual. This factor is important to have because it helps let the
supervisors know who is absent often and then they can consult the employee on the
matter.
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Unlike the old performance appraisal, all of the factors of the new performance
appraisal were rated on a mutually exclusive scale. The old performance appraisals
categories had four lengthy sentences underneath every factor. These sentences were in a
random order and consisted of how an employee could perform both inadequate and
adequate job duties. For instance, underneath the factor of attendance they have the four
sentences of: occasionally absent or tardy; very rarely absent or tardy; excessive
absenteeism or tardiness; and frequently absent or tardy. Every factor had four different
specifications underneath it. This was confusing and it was also obvious which
specification was the best out of the four and which one was the worst one. Having a
mutually exclusive scale helps make the performance appraisal more understandable to
the supervisors and also provides them with accurate categories to rate the employee on.
It also helps the supervisors see consistency in the performance appraisal.

To ensure that the employee's at ThyssenKrupp Waupaca were satisfied with the
new performance appraisal a survey was created for the purpose of this study. Questions
in the survey were created to help determine the feasibility of the new performance
appraisal compared to the old one as can be seen in Appendix B. All of the survey
questions were created to accurately assess the feasibility and understandability of the
new performance appraisal.
Data Collection Procedures
Twenty-five 14 item surveys were administered to ThyssenKrupp Waupaca's
human resources staff members and supervisors. Each participant received a survey and a
copy of the old and new performance appraisal to compare. The participants were
instructed to return the completed surveys anonymously through interoffice mail. Ten
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surveys were returned for a 40% response rate. All surveys were completely filled out
and were used in the analysis.

Data Analysis
The data analysis program in Microsoft Excel 2003 was used to analyze the data.
Means and percentages were calculated for each question.

Limitations
One limitation with the data was that there were mostly dichotomous categories
(e.g., yes and no). Another was that the age and gender of the participants were not
recorded. A procedural weakness is that the researcher did not personally distribute the
surveys to the participants. Unfortunately, the human resources supervisor distributed the
surveys and there is not way of knowing how he asked the participants to fill the survey
out.
Chapter IV: Results
The overall purpose of the study was to create a new feasible performance
appraisal. ThyssenKrupp Waupaca can begin to implement the new performance
appraisal that was designed for them. A survey was administered, collected, and analyzed
to determine how the foundry perceived the new performance appraisal as compared to
the existing appraisal.

Item Analysis
There were fourteen questions asked in the survey:

Clarity ofthe Performance Appraisal
Seventy percent of the staff members who returned the survey agreed that the new
performance appraisal was very clear, while the other 30% felt it was clear. Having a
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clear performance appraisal will ensure that those who are using can understand it, so
they can make accurate ratings.

Business Priority Expectation
One main point that ThyssenKrupp wanted to focus on was their five business
priorities. Survey participants were instructed to rate the each factor (e.g., Safety,
Workplace, Quality, Delivery, and Financial) on whether or not they thought that the new
performance appraisal covered this concept.
Overall, the participants agreed all priorities were included, except financial.
Safety (M= 4.6), Workplace (M= 4), Quality (M= 4.4) and Delivery (M = 4.3) were all
rated as meeting the business priorities. On the other hand, financial was rated as not
meeting their priorities. Financial cannot be measured on the performance appraisal
because it is each and every employee's job to contribute and do their job correctly. If
this is done then financial stability will be achieved for the organization.
Each business priority accurately provides a clear understanding of what each
priority entails. Raters also have the ability to write comments under each priority to
specify which areas the employee may be deficient in. This was not addressed in the old
version.
The next question asked the participants which business priorities they felt were
missing in the new performance appraisal. One participant wanted to know how the
performance appraisal questions underneath the priority of workplace demonstrates
"respect of the employees". Under this category there is not one specific answer for this
because they all imply that employees and the organizations resources should be
respected by all employees. On the other hand, financial was rated poorly because it was
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not a separate category in the performance appraisal. Eighty percent of the participants
stated that financial was not included in the new performance appraisal. Each employee is
responsible for doing their job and the required duties. If the employee completes their
job successfully they are contributing to the financial success of the organization. This
business priority cannot be measured in a performance appraisal because it is not
something that only one employee has complete control of. It takes everyone in the
organization to do meet the financial priority.
Specificity ofQuestions

One hundred percent of those surveyed indicated that the new performance
appraisals questions were specific enough for the jobs at ThyssenKrupp Waupaca. This
shows that the organization's view and the researcher's views were inline with one
another. Also, the questions encompassed all the areas that the participants felt needed to
be covered under each of the factors.
Ease ofInstructions

One hundred percent of those surveyed indicated that they also felt that the
instructions were very easy to follow. The instructions on the new performance appraisal
are very specific and delineate step by step how the performance appraisal is supposed to
be administered. The instructions also state why the performance appraisal should be
conducted annually and how long it should take to complete. They also specify the
importance of including comments under each designated section. There is also a
definition of each of the ratings (i.e., exceptional, above average, satisfactory, marginal,
and improvement required), which would help anyone who is not exactly sure what a
category means.
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Some participants had suggestions for improvements regarding whether or not
they felt the instructions should be changed. Some of the participants indicated the need
to create a policy on what happens if the employee refuses to sign the performance
appraisal. Another indicated that the performance appraisal should take a minimum of
thirty minutes to complete. Another ratee indicated that the instructions should state that
the rater and ratee should be in private to discuss their results.

Additional Comments
All of the participants stated that they would be more inclined to write comments
in the new performance appraisal because there was more space. One individual indicated
that it would be easier to make comments under each topic to set goals for the next year,
while another stated that it would force supervisors/employee's to set goals for the next
year, while another said that it broke down each category specifically. Additional space
for comments will help both the employee and the rater to have a fuller understanding of
what the employee is doing well and what areas they are deficient in. The old
performance appraisal only had space for comments at then end of the appraisal. By the
time the rater got to the end of the performance appraisal they would have forgotten what
they wanted to say. Lastly, there was not enough space to provide details.

Performance Appraisal Administration Training
To ensure that everyone who administers the performance appraisals is doing
them correctly it was suggested that a training session occur once a year. Seventy percent
of the participants circled yes, which indicated that this is needed at ThyssenKrupp
Waupaca. Many supervisors may think that they are correctly administering the
performance appraisal when they actually are not. It is pertinent that a training session be
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conducted to introduce the new performance appraisal to anyone who has not seen it, and
to ensure that it is administered in a standardized way.
Performance Appraisal Preference

All of the participants agreed that they would prefer to use the new performance
appraisal compared to the old one. All of the participants indicated that and that it was
easier to understand how to use the new performance appraisal compared to the old one.
All of the participants indicated that they felt the new performance appraisal would take
longer to complete than the old one. There is more to complete on the new version but
this also helps to completely assess the employee. The additional comment space allows
the supervisor to include the areas the employee excels in along with the ones where they
can improve in.
Everyone indicated that the extra time to complete the new performance appraisal
would be worthwhile in the end. Both the employee and their supervisor will be satisfied
that the appraisal is a valid piece of evidence of their performance. The additional
comment space can help justify any discrepancies that may occur and the employee can
ensure they fully understand their ratings by receiving feedback from their supervisor.
Everyone also felt that the new performance appraisal would also provide the entire
organization a more accurate rating of the employee's performance on the job.
The final question on the feedback survey asked the participants what they felt
was the most important part of the performance appraisal process. Sixty percent of the
participants felt that the performance appraisal should be used for enhancing the
employee's understanding of the performance appraisal. Specifically, participants
indicated it should be used as a tool for employee development, for meeting and
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discussing the appraisal with the employee, and used as an opportunity to elaborate on
the employee's performance. Two participants felt that the appraisal time should be
utilized for discussing each item and their comments in detail with the employee and the
final participant indicated that this time should be used to ensure that the supervisor and
the employee have a clear understanding of their current performance and should be used
for setting future goals.
The new performance appraisal appears to be exactly what ThyssenKrupp
Waupaca was looking for. It is apparent, from the survey results that the participants feel
that the new performance appraisal is a vast improvement. The new performance
appraisal should be used as an employee development tool and should provide the
organization more accurate and precise calculations of their employees' performance on
the job.
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Chapter V: Discussion
ThyssenKrupp Waupaca was in dire need of an updated performance appraisal.
After researching appraisal methods and inquiring about what ThyssenKrupp Waupaca
was looking for, an updated version was created. Upon analysis of the employee
feedback survey there was consensus from participants that the new performance
appraisal was perceived better than the old.
Limitations
As stated previously, one limitation was that the data consisted of mostly
dichotomous categories (e.g., yes and no). This did not leave a lot of room for data
analysis or for comparison of groups to one another. A procedural limitation was that the
researcher did not personally distribute the surveys to the participants. It is uncertain of
how they were exactly distributed. This could have been the reason only 40% were
returned. Also, there is uncertainty of what the participants were told because it took over
three months to receive the surveys back completed. Despite these limitations the survey
was perceived well by those who completed it.
Conclusions
A performance appraisal is perceived better if it is updated and highlights current
job duties. Feedback is very important and can be enhanced with the inclusion of more
areas for the supervisors to include comments in. Lastly, a performance appraisal needs
to be understandable to everyone who participates in the process. If the employee and the
supervisor understand the performance appraisal they are more likely to receive accurate
results and be more satisfied with those results. It is important to have the organizations
staff members participate in the creation of new assessment tools and to have them rate
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the final version. Change is hard for any organization to do, but if they are involved in the
process they are more likely to accept the change.
Recommendations

ThyssenKrupp Waupaca should create updated job descriptions. This will help to
ensure that the performance appraisal and the job descriptions match. The foundry should
begin to use the new performance appraisal and continuously ensure that it is accurate.
By doing these things they will ensure that the supervisors are accurately assessing their
employees and that the employees are receiving a fair appraisal.
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Appendix A

EMPLOYEE PERFORMANCE RATING REPORT
THYSSENKRUPP WAUPACA INC.
Performance Appraisal Steps:
Please follow these 11 steps to effectively implement the performance appraisal.
1. Ifapplicable, overview the employee's prior year's performance goals.
2. Review the employee's performance for the entire appraisal period: judgment should
not be based solely on recent or isolated incidents.
3. Consider one factor at a time.
4. Appraise actual performance that is based on the facts and records of the employee for
the appraisal period.
5. Write COMMENTS for each employee under each factor. Comments should pertain to
specific examples and illustrations of the employee's behavior. Comments can include
specific examples of superior or deficient performance along with goals for the upcoming
year.
6. Set up a time to meet with employee.
7. Meet with the employee to review and discuss the performance appraisal.
8. Give BOTH positive and negative feedback to the employee and encourage comments
from the employee.
9. Set and establish goals with the employee for the next appraisal period.
10. Both the supervisor and the employee will sign and date the agreed upon performance
appraisal.
11. Submit the completed performance appraisal to Human Resources for scoring.

Instructions: The rating of this evaluation should be based on ThyssenKrupp Waupaca
Inc. business priorities of: Safety, Workplace, Quality, Delivery, and Financial. Rate the
employee's overall performance by marking the box that best describes thexemployee
most accurately with a D. This organization believes that an employee's performance
should be planned and evaluated on a regular basis to ensure that the highest levels of
individual and organizational performance are achieved.

* The performance appraisal should take approximately 30 minutes to complete.
Factors:
Safety
Workplace
Quality
Delivery
Attendance
Performance ratings: Referring to the definitions below, review sand rate the employee's
performance. Indicate the level that best describes the employee's performance.
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Improvement Required: Performance is frequently/consistently below expectations
Marginal: Performance is often below expectations
Satisfactory: Performance consistently meets expectations
Above Average: Performance meets and often exceeds exceptions
Exceptional: Performance consistently exceeds expectations

EMPLOYEE PERFORMANCE RATING REPORT
THYSSENKRUPP WAUPACA INC.
Name:

_
(Last)

(First)

(Middle Initial)

Occupational Classification:
Hire Date:

----------

Type of Review: (Mark with X)

_
Evaluation Date: - - - - - - Annual

Special

Six month

_

1. Safety: Business priority is to protect our employees
THE EMPLOYEE:

A. Displays an understanding of the Behavior Based Safety (BBS)
program, by performing observations andlor cooperating with the
observer team.

o

o

o

o

o

o

[]

o

o

[J

o

o

o

o

o

o

o

o

E. Is aware of the life of the equipment and repairs or replaces it
accordingly and inspects prior to each use.

o

o

o
o

o

o
o

F. Reports, replaces andlor repairs unsafe equipment, unsafe
tools, and hazardous conditions as they become aware of them.

o

o

o

o

o

G. Seeks instruction or assistance with jobs they are not familiar
with before proceeding with their work.

o

o

o

o

o

H. Demonstrates awareness of Environmental, Health and Safety
Management systems with the ability to identify and report
work activities that have significant environmental aspects and
impacts, and work activities that have significant risk.

o

o

o

o

o

B. Demonstrates responsibility for hislher own safety, the safety of
coworkers and the general public.
C. Demonstrates an understanding and follows safety rules and
work instructions. (Examples include machine lockout, confined
space entry, machine and equipment inspection, and emergency
response).

D. Wears proper Personal Protective Equipment for hislher job.
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Comments and/or goals for the upcoming year:

_

.

2. Workplace: Business priority is to respect our employees

...
...8-0
...
;;. ....

.

.~

~

THE EMPLOYEE:

8 ~
...
......

::E

sr:

A. Participates in 58 - Housekeeping.

0

0

D

0

0

B. Utilizes company supplies/resources efficiently (benchmarking).

0

0

0

0

0

C. Demonstrates professional work behavior.

0

0

D

0

0

D. Cooperates as a team member independent ofhislher personal
likes or dislikes.

0

0

D

0

0

E. Asks questions when they are unsure ofjob assignments.

0

0

0

0

0

G. Demonstrates the ability to handle tasks without a lot of assistance.

0

0

[]

0

0

Q

e
'S
PoC"

e

C

s

...

'"

.0

.~

e

...

.~

OJ)

...o
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«

;;.

~

~

Comments and/or goals for the upcoming year:

Q

3. Quality: Business priority is to meet customer expectations

...
5-0

8o§
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.
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~
::E

...C
0
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0.;:1

...

6

...

~
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.
e
0

0.;:1

...oPo

THE EMPLOYEE:

..s~

A. Demonstrates accuracy, thoroughness, and organization of work.

0

0

D

0

0

B. Is aware of relevance and importance in their activities.

0

0

0

0

0

0

0

[]

0

0

0

0

0

0

0

0

0

0

0

0

0

0

0

0

0

C. Demonstrates the knowledge of functional, technical, or
other specialized skills required to perform the job.
D. Carries out Instructions as told.
E. Prioritizes and commits to projects.
F. Offers suggestions on continuous improvement.

rJ}

~~

~

~
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Comments and/or goals for the upcoming year:

4. Delivery: Business Priority is to satisfy our customers

_
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A. Produces expected quantity of work in a timely manner.

0

0

0

0

0

B. Adapts to changes in their work environment.

0

0

0

0

0

C. Demonstrates commitment to problem solving.

0

0

[J

0

0

D. lllustrates that schedules and deadlines are important.
Factor Delivery continued:
Comments and/or goals for the upcoming year:

0

0

0

0

0

THE EMPLOYEE:

ell

«

5. Attendance
A. Overall, this employee's attendance:
o Requires Improvement 0 Is Marginal 0 Is Satisfactory 0 Is Above Average

0

Is Exceptional

B. This employee has been absent from work (not including vacation and personal days) _ _
days this year.
Additional questions:

1. Do you feel the employee's performance is
improving
is stable,
or is deteriorating

?

2. Do you feel that the employee has received the required training for their position?
Yes
No
2a. Can this employee can benefit from additional training? Yes

No--

3. For any other reason, besides advancement, would you recommend assignment of this
employee to another position
in this organization? Yes
No
_
3a. If yes, please explain:

X

r.t.l
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Overall comment of employee:

Employee Evaluated:
I have seen and discussed this performance appraisal with the evaluator.

o
o
o

I am satisfied with my job.
I request a discussion with a higher supervisor.
I am not satisfied with my job and I have the following comments:

Employees Signature
Supervisors Signature

Date
Date

.
;

.
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Appendix B
Feedback Survey

Directions: Please respond honestly to all of the questions below. Your feedback is very
important to your organization and could result in modifications to the performance
appraisal. Please be assured that the information you provide will be kept completely
confidential.
The following questions relate to your perceptions about the new performance
appraisal.

1. How would you rate the clarity of the new performance appraisal?
Unclear

Very unclear

Satisfactory

Clear

Very Clear

2. Do you feel that the new performance appraisal meets all ofThyssenKrupp Waupaca's
business priorities?
Please rate on this scale:
Improvement
Required

Marginal

Satisfactory

Above
Average

Exceptional

a. Safety
b. Workplace
c. Quality
d. Delivery
e. Financial
3. If you have marked any of the above as "Satisfactory", "Marginal", or "Improvement
Required", please describe what you feel is missing?
Safety

_

Workpla c e - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - 
Quality
Delivery - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - 
Financial

_

4. Are the questions specific enough for the jobs at ThyssenKrupp Waupaca?
Yes

No

4a. If no, please expl....
ai....D

_
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5. Do the instructions seem easy to follow?
Yes

No

6. Is there anything specific you would change about the instructionsz.Lc.,

7. Will you write more comments now that there are extra comment fields?
No

_

Yes

7a. Why or why no.....t.....?

_

8. Would you be interested in a training session on how to rate employees using the
performance appraisal?
Yes

No

The next couple of questions are comparing the new performance appraisal to the
old one
Please circle the best answer.
9. Which performance appraisal would you prefer to use?
Old one

New one

1O. Which performance appraisal do you feel is easier to understand how to use?
Old one

New one

11. Which performance appraisal do you think would take longer to complete?
Old one

New one

12. If you circled the new one - do you feel it would be worth the extra time to complete?
Yes

No

13. Which seems to be easier to make an accurate rating?
Old one

New one

14. What do you feel is the most important part of the performance appraisal process?

42

Any additional comments or suggestions:

Thank you for you time, your input is very important to ThyssenKrupp Waupaca.

