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Methods 
 

 

• Traditional Method 

– Essay appraisal 

– Graphic rating scale 

– Field review 

– Ranking method 

– Paired Comparison Method 

– Forced Distribution Method 

– Critical Incident Method 

– Checklist Method 

– Forced choice Method 

• Modern Method 

– 360 degree appraisal 

– Assessment Centre 

– Management by objectives 

– BARS 

– HRA 

– Balanced scorecard 
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Essay Appraisal 

• It is the simplest form where the rater writes or is asked to 
write covering individual strengths, weaknesses, potentials 
and so on. 

 
• It is qualitative technique of appraisal. 

 
• The biggest drawback is its variability in length and content. 

 
• Since different essays touch on different aspects of 

performance, it becomes difficult for comparison. 
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Graphic Rating Scale 
• It is the most simplest and most popular technique. 

 
• The scale lists traits, such as quality and a range of performance values 

(from unsatisfactory to outstanding for each trait). 

 
• The supervisor rates by checking the score that best describes his or her 

performance for each trait. 

 
• The assigned values for the traits are then totaled. 

 
• Merits: 

– Easy to construct, understand & use. 

– In expensive as traits are defined without any ambiguity. 

 
• Demerits: 

– Very high degree of subjectivity. 

– Easy to manipulate. 
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Figure 9–3 
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Field Review 

• A member of the personal or central administrative staff meets 
small group of rater from each supervisory unit and goes over 
each employee’s rating with them to : 

 
(a) identify areas of inter-rater disagreement 

(b) help the group arrive at concensus 
(c ) determine that each rater consists the standard 

similarly. 

 
• It tends to be more fair and valid, 

 
• On the negative side the process is more time consuming. 
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Ranking Method 

• Employees are compared directly against one another. 

 
• It is easy to explain, understand & use. 

 
• The simplest ranking procedure is straight ranking in which 

the evaluator arranges employees in order from best to worst 
on the basis of their overall performance. 

 
• A variation to it is alternate ranking ,where the evaluator first 

ranks the best employee, next the worst employee, then the 
second best, then the second worst, and so on until all 
employees are ranked. 
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Alternation Ranking Scale 
 
 

Figure 9–6 
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Paired-Comparison Method 

• Ranking employees by making a chart of all 
possible pairs of the employees for each trait 
and indicating which is the better employee of 
the pair. 
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Ranking Employees by the 
Paired Comparison Method 

 

 

Note: + means “better than.” − means “worse than.” For each chart, add up the number 

of 1’s in each column to get the highest-ranked employee. 

Figure 9–7 
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Forced Distribution Method 

• It operates under an assumption that employee performance level conforms 
to a normal statistical distribution. 

• It seeks to overcome the problem by compelling the rater to distribute the 
ratees on all points on the rating scale. 

 
– Example: 

• 15% high performers 
• 20% high-average performers 
• 30% average performers 

• 20% low-average performers 

• 15% low performers 

 
• It is assumed that employee performance levels conform to a bell-shaped 

curve. 
• Merit: eliminates the error of leniency. 

• Demerit: Affects employee morale. 
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Forced-Distribution Curve 
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Critical Incidents Method 

• Here the supervisor keeps a log of positive and 
negative examples of a subordinate’s work- 
related behaviour. 
– Advantages: 

• Provides actual examples of good and poor performance . 

• Ensures that the supervisor thinks about the subordinates 
appraisal all during the year. 

• Disadvantages: 
– Supervisor need to jot down. 

– Delay feedback to employees. 
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Examples of Critical Incidents for 
an Assistant Plant Manager 

 

 

Table 9–1 
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Checklist Method 

– Here rater is given a list of job-related 
characteristics or behaviours and is asked to check 
the items that are typical of a particular employee. 

– Relative weights are then calculated. 
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Forced-choice Method 

• Here the items are assembled in pairs and the 
rater has to choose the item that is more 
characteristic of the employee. 

 
• The pairs are designed so that both items 

appear equally good or bad to the rater, but 
only one is related to actual job performance. 
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