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In today’s competitive global marker, managing emplovees is
becoming more challenging and complex. There is a great demand
for an effective managerial style as employees’ expectations towards
work are more diversified than before. It requires managers to
acquire better knowledge and skills in understanding employee’s
behaviour at work. As employees are the key plavers in an
organisation, they play a vital role in determining the success and
the survival of the organisation. Emplovees can accept or reject any
rile, procedure and regulation in the organisation. Managers should
understand that when employees come to work they are not only
contributing their knowledge, skills and abilities but also their
emaotions, creativity and personalities. So, in appraising their
performance all the above fuctors should be taken into
consideration because they affect employees’ overall performance.
Furthermore, the workers who come to work do not only aim for
recognition and rewards but also for starus, social acceprance, and
power. Thus, every employee from all hierarchies will put great
concern and interest on performance appraisal issues as they
influence his/her future career development in the organisation.
Employees have realised that the outcomes of performance appraisal
affect their rewards, determine their future career and give an
impact on social relationships among them. Besides, the
performance appraisal acts as one of the determinant factors in work
motivation, commitment and lovaltv. To ensure the success of
performance appraisal, a new approach in evaluating emplovees
that is totally different from evaluating other factors of production is
needed. This paper highlights performance appraisal issues and
determines how far the contributions of performance appraisal are
being recognised, valued, and respected by the organisation.

Key words: appraisal outcomes, emplovee attitudes, human resource
management, performance appraisal, sociological perspective

Dalam pasaran global yang kompetitif pada hari i, pengurusan
pekerja menjadi semakin mencabar dan rumit. Satu gava pengurusan
yang berkesan diperlukan memandangkan harapan pekerja tentang
kerja menjadi lebih pelbagai. Pengurus perlu memperoleh
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pengetahuan dan kemahiran untuk memahami gelagat di tempat
kerja. Oleh kerana pekerja merupakan pemain urama dalam
sesebuah organisasi, mereka berperanan menentukan kejayaan dan
penakatan organisasi. Ini adalah kerana pekerja boleh menerima
atau menolak sebarang benuk undang-undang, prosedur atau
peraturan dalam organisasi. Pengurus perly memahami bahawa
pekerja bukan sahaja menyumbang pengetahuan, kemahiran atau
kebolehan mereka semasa bekerja. tetapi juga emosi, kreativiti dan
personaliti. Jadi, semasa menilai prestasi, pengurus perlu
mengambil kira kesemua faktor ini kerana ia dapat memberi kesan
kepada seluruh prestasi pekerja. Tambahan pula, pekerja bukan
sahaja mengharapkan pengiktirafan dan ganjaran tetapi pada masa
yang sama herkehendakkan status, penerimaan sosial, dan kuasa.
Oleh itu, setiap pekerja di setiap peringkat organisasi mengambil
berat tentang isu peniluian prestasi memandangkan ia
mempengaruhi pembangunan kerjaya masa hadapan mereka.
FPekerja menyedari bahawa hasil penilaian presrasi memberi kesan
kepada ganjaran yang mereka terima, menentukan kerjava masa
hadapan mereka, dan memberi kesan kepada hubungan sosial
sesama mereka. Di samping itu, penilaian prestasi merupakan satu
Jaktor penentu dalam motivasi kerja, komitmen dan kesetiaan. Bagi
memastikan kejavaan penilaian prestasi, satu pendekatan penilaian
pekerja vang berbeza sama sekali dengan penilaian tentang faktor
pengeluaran lain diperlukan. Kertas ini menonjolkan isu penilaian
prestasi dan menggariskan besar atau kecil sumbangan penilaian
prestasi ditktiraf, dihargai dan dikormati oleh organisasi,

Kata kunci: penilaian prestasi, perspektif sosiologl, sikap pekeria,
hasil penilaian, pengurusan sumber manusia

It has been universally accepted that appraising others is not an easy task
for managers. Managers have to face dilemmas, uncertainties and risks in
whatever decision they take during the appraisal process. If they evaluate
leniently, subordinates tend not to take the performance appraisal issues seriously.
On the other hand, if managers evaluate strictly, this will frustrate subordinates
who would assume that performance appraisal is used as a control mechanism. As
a result, it will develop fears and uncertainties among raters and ratecs.

It has been suggested that there are psychological as well as sociological
problems arising from the existing performance appraisal system. The current
system invites problems and difficultics to both managers who implement the
system and employees upon whom the system is implemented. It deteriorates the
existing manager-employee relationship arising from prejudices and differences
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in expectations. Even worse, the existing performance appraisal system fosters an
atmosphere that will lead toward conflict and rivalries among members in the
organisation. The outcome of these situations will then ignite an environment of
fear, frustration, alienation and develop a sense of inferiority among those who are
being victimised. To avoid these situations, members in the organisation find ways
and means to ensure that they will be evaluated and gain higher ratings than their
counterparts. Thus, there is a tendency among the ratees to politicise and
manipulate the performance appraisal issues in order to fulfil their hopes, needs
and wants either implicitly or explicitly,

As performance appraisal has multiple roles, functions and muitifaceted
meanings, it therefore provides different meanings, expectations and hopes to
different people at different organisational hierarchies. As a result, it causes
difficulties for the organisation to design, develop, implement and evaluate the
system that can cater to the multiple interests of the stakeholders. The problen.ls
become more serious when every member in the organisation fries lo gain
maximum bencfits from the implemented system. In attempting to gain their
personal interests, some employees will exercise their power, politicise the syste.m
and manipulate the performance appraisal. In the end, there will be an opportunist
who will gain from and an apathetic who will be victimised by the system
implemented.

The sociological impact of performance appraisal is further explained.

Sociological Dimensions of Performance Appraisal

Traditionally, psychologists have played an active role in developing and
highlighting performance appraisal issues. But recently, with the effect of rap?d
expansion in the use of performance appraisal, sociologists, too, have taken partin
discussing performance appraisal issues. Their involvement enables a new
contribution of ideas to fill the existing sociological vacuum in the
implementation of performance appraisal. Sociologists have managefj to raise tbe
impact of performance appraisal on the organisational political climate, sogal
interaction and individual expectations as a result of implementing the appraisal
system, _
The sociotogists’ point of departure is towards the establishment of a social
structure among members in the organisation that involves sustaining consensus,
conformity and role behaviour. Therefore, the sociological dimension in
management will provide an opportunity for us to understand the‘ bck.lavioura.l,
social and political interaction among members in the organisation. 'I?hls
understanding will cnable us (o see how various functional groups in multlpl.c
organisational hierarchies bind the various orientations that they derive from their
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respective occupational reference groups. The crganisation should realise that
member orientation and their mode of conduct may be differentiated according to
their skills, qualifications, departments and working envirenment to which their
activities are linked. The sociological approach will tie all these differences in
order (o understand why different people in the organisation see things differently
that cause them to act or behave differently (Bennett, 1981).

According to Joseph (1989), the sociological approach towards
management is important in four aspects, as follows:

a. It alerts managers and subordinates to the common assumptions they make.

h. The concentration will be made on the similarities and differences that
exist among them.

C. It helps to show what really goes on rather than whal managers ry to
analyse and rationalise.

d. Tt shows different viewpoints on what is going on. What is good to one

group may be bad to another group.

These four situations will lead towards eradication of individualism,
egoism and group fanaticism. Everyone needs to respect the ideas of others, and
develop a questicning and critical view, that in the long run, improves the quality
of decision making. Thus managers need to encourage open discussion and
freedom of expression at the workplace.

According to Murphy and Cleveland (1995), the sociological approach will
provide answers to questions of, first, the role of the social climate and norms of
the organisation in the process of the appraisal, and second, of the role of
socialisation in the development of the performance norms and standards.

Reed's Svciological Dimension of Management

In order to understand the sociological approach in management, it is
important for us 1o look at Reed’s (1989) contributions. He had identified threc
major analytical perspectives that had shaped sociological rescarch and analysis of
the management. The three perspectives that he referred to are the technical
perspective, the political perspective and the critical perspective.

The Technical Perspective

According to Reed, the technical perspective views management as a tool that is
designed to gain systematic co-ordination of the social action among members of
the organisation. This perspective also recognises the organisation as an institution
that enables to develop and protect the interests of various groups to ensure order,
effective co-ordination and control over their social interaction,
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The establishment of certain rﬁles, procedures and policies is to enable
members in the organisation to diagnose and remedy pitfalls, maladjustment and
weaknesses that may occur during their interaction. In other words, the technical
perspective will provide a guideline for members to behave and act in the
organisation. Apart from this, it will also provide an opportunity for the
management to identify those who have deviated from the organisational goals,

The Political Perspective

The political perspective views management as a social process that will
mobilise conflict among various groups in the organisation. It is characterised by
structures of interest, goals, power and status, which are inherently unstable and
subject to change. As different interest groups have different rationale, their
interest and power within the management need to be balanced because of the
implication they have on the agenda of the decision making.

According to Reed (1989), the political perspective recognises managets
as knowledgeable human agents who are responsible for the organisational means
and outcomes. The organisational structure such as hierarchies, rules and
procedures are subjected to renegotiating, and are open to periodic reappraisal and
reconstruction. These can be achieved through discussion, negotiation and
compromise among members of the organisation.

The Critical Perspective

This perspective views management as a control mechanism to protect the
economic, social and political interest of the establishment groups in the
organisation. According to managers, subordinates (workers) are considered a cost
to be minimised and a constraint to be handled (Goodman, 1984) to enable them te
achieve guaranteed levels of profit and be permanently at the top. This perspective
also views the organisation as an agent or bearer (Reed, 1989) which enhances the
economic development that justifies it to control and direct the workforce.
Employees are means of production that need to be closely supervised to achieve
the organisational goals.

The Reed’s perspective provides a wide understanding of the behaviour of
people at work. These behaviours will influence the social interactions of the
subordinates in performing their work and at the same time give an impact on the
performance appraisal system. The perspective is also at a different level of
analysis from the usual psychological perspective, which focuses on the
individual's behaviour. Reed’s sociological dimensions, on the other hand, focus
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more on the collective behaviour among members in the organisation. The
sociological approach in management provides us with a broad understanding of
human behaviour at work. As members’ behaviours vary according to
predetermined roles, they will have an impact on the social relationships in
executing work and in determining work effectiveness. Therefore, it is important
to analyse the effect of members’ behaviours on their performance through a
soctological dimension.

Sociological Dimension on Human Assessment of Other People

The sociclogical dimension in performance appraisal systems enables
subordinates, superiors and management to understand their respective goals,
aspirations and expectations towards work. The approach also involves the
judgement of individual members in the organisation make that is greatly
influenced by their experience, learning, values, cognitive strength and their
ability to solve problems. Managers, for example, tend to develop a unique
perception towards people and tend 1o make a conclusion on their behaviour at
work (Eiser, 1978).

Eiser argued that the way an individual behaves towards other people
depends to a large extent on the impressions he/she forms of them, his/her
interpretation of their past and present actions, and his/her predictions of what they
wiil do in future. It is easy to see, therefore, why social psychologists are so
concerned with the judgements people make about one another, since an
understanding of social behaviour must depend, in part at least, on an
understanding of social perceptions.

in line with the above, Waddell (1991) identified four basic belief systems
that regulate how people see the world, and each has a substantial effect on the way
people operate at work. Waddell further suggests that managers need to use
different strategies in conducting their performance evaluation since different
people bave different working perspectives. These four basic belief systems are:

a. People view the world through an absolute frame of reference.
b. People look at others with suspicion.

c. People are recognised by their interpersonal skills,

d. People tend to evaluate others without bias.

Performance Appraisal and Its Sociological Implications
Prediction is part of management job (Parker, Brown, Child, & Smith, 1981).

Thus, managers have to predict and anticipate how employees will react towards
the establishment of the performance appraisal system. Will employees improve
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their performances significantly and/or will they protest towards the system? With
this prediction in mind, managers can reduce uncertainties and problems of soctal
integration between them and the employees. Managers should realise that the
employees tend to search and cvaluate the strengths and weaknesses of the system
implemented. The result of their search will have sociological implications on
their work.

Sociological Qutcomes of Performance Appraisal

The rater’s evaluation will influence the ratee’s attitudes and expectations
towards work, confidence towards the appraisers and commitment to the
organisation. In addition, the evaluation will also create a win-win, a win-lose or a
lose-lose situation between the rater and the ratee depending on how the
evaluation is conducted (Mullins, 1993). Four main outcomes have been
identificd that will affect employees if their performances are not properly
managed. They are alienation, conflict, motivation (Randell, Packard, & Slater,
1990) and workplace fear (Suarez, 1994).

Alienation

Blauner (1964) explains that alicnation exists when workers arc unable to
control their immediate work processes, and are unable to connect the purpose of
their jobs to the overall organisational functions. In such a case, according to Randell,
Packard and Slater (1990}, the employees will be switched off and even estrange
themselves or become sirangers to their real selves (Haralambos, 1989).

Hirszowicz (1981} claims that the alienated employees tend to deny
themselves, have feelings of misery, and do not maximise mental and physical
capabilities. Instead they tend to be physically exhausted and mentally debased.
For example, employees who work under close supervision for the sake of
fulfilling physiological and security needs for themselves and their families will
lose their sense of importance, trust and autonomy.

The alienated employees are forced to separate themselves from fulfilling
their basic rights such as freedom of speech and association. They will spend their
time of service in organisational captivity. They are discontented, oppressed and
unfulfilled. Even worse, they are not aware of the causcs of their condition. In
other words, their light of consciousness is systematically diminished, disillusioned
and distorted.

Alienation also results from the advancement of technology and
automation. According to Braverman (1974), the effect of increasing automation
caused employees to be victims of the managers’ use of technology that results in
deskilling, boredom, loneliness and repetitiveness. With the use of technology,
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employees feel that they are being controlled and lack job meaningfulness. When
this happens, their work performances and interpersonal relationships will be
deteriorated. The outcome of this situation will result in employee frustration or
hostility towards the management, the supervisors and their peer group members.

Hirszowicz (1981) further stressed that in alienating situations employees
will regard their managers as enemies rather than legitimate leaders. Employees
will disobey their managers’ instructions and deny their managerial roles.
Employces will feel that they are being exploited, and treated as unimportant
becausce their potential is not fully explored.

Therefore, in order to rectify the situation, managers need to balance
between their prerogative right of evaluating and their level of tolerance while
appraising the employees, Their failure to carefully handle the situation will
encourage the alienated ecmployees to turn to informal leaders or their unions to
express their dissatisfaction towards the appraisal system. Blauner (1964) had
identified four consequences of alienation, i.e., powerlessness, meaninglessness,
1solation and self-estrangement.

Powerlessness. Employees are considered powerless when they are
treated as objects to be controlled and manipulated by others who are either their
supervisors, peers or the organisational system. The powerless employees are also
unable to determine work-related outcomes that affect their need for autonomy
and control (Kanungo, 1982). They are being directed and dominated rather than
being self-determinant.

In terms of performance appraisal, the powerless employees wholly
depend on the system that is designed by others. They are given the opportunity to
influence or to get involved in planning, designing and evaluating the appraisal
system, Employees need to react rather than to act towards the appraisal system.
As a resull, the powerless employees cannot assert themselves or change their
conditions (Joseph, 1989). Therefore, the powerless employees are subjected to
being hired and fired by managers.

The powerless employees will develop a sense of fatalistic attitude and a
sense of resignation, which will then translate, into absenteeism from work, poor
performance, or loyalty shift towards other organisations or trade unions, The
organisation should realise that the employees’ collective voice of discontentment
may lead to devious attempts of revenge, such as sabotage, fraud, rumours and
character assassinations.

Meaninglessness. Seceman (1959) in Kanungo (1982) stated that
meaninglessness exists when the individual is unclear as to what he/she ought to
believe when the individual’s minimal standard for clarity in decision making is
not met, Due to this, there is a tendency towards employee meaninglessness that
arises when the evaluation process is made totally on managerial discretion.
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Employees tend to lose their roles, sense of purpose, pride and sclf-esteem 1n the
assigned work.

This situation will cause them to withdraw from the moral rules, laws and
dogma of the appraisal system. When this happens, the employees will start
questioning the true purpose of the existence of the appraisal system in the first
place (Eldridge, 1986). As a result, those who tack goal clarity tend not to integrate
themselves with the system as they experience the feclings of emptiness,
hollowness and purposelessness, This situation occurs when employees are
unable to understand the complex system of the goals in the organisation and its
relation to their work (Blauner, 1964). Thus, (his type of employecs no longer feel
the importance of the performance appraisal because the system will add little
value or no value to the development of their self-identity and social appreciation
in the organisation.

Meaninglessness among cmployees may kill employee initiatives,
competence and creativity at the workplace. It wiil deteriorate their social
relationships because they are unable 1o predict the social situation and the
outcomes of their own and others performances.

Isolation. Isolation of employees arises when employees do not feel a sense
of belonging (o the appraisal system because of their continuous frustration, For
them, the performance appraisal is just a tool for managerial contrel. Thus, it
creates a sense of remoteness and a feeling of distance between employees and
organisation.

The employees no longer share the ownership of the system with the
management because they have made the assumption that the system is ineffective
and unjust. Thus, their distrust of the system forces them to develop their own
norms in order to defend themselves from being victimised by the system, For
example, when the performance appraisal is made based on the forced distribution
method, employees feel that they are being isolated since thc management has
already predetermined their performance result.

Self-estrangement. Self-estrangement arises when there is a loophole in
implementing the performance appraisai. Blauner (1964) expressed that the nature
of the job that encouraged self-estrangement does not provide the opportunity for
the employees to show their unique abilities, potentials, or personality. In this
situation, employees perform their work not based on sclf-expression and self-
actualisation. Employees’ contribution toward the organisation is not voluntary
but coerced. They are not maximising their potential and ability when doing work
because they realise that the evaluation of their work does not necessarily reflect
their actual performance. The consequences from this situation will cause
boredom and monotony, discourage personal growth and be a threat to a self-
approved occupational identity (Blauner, 1964).
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So, without proper management of the performance appraisal, both the
managemeni and employees will lose and suffer. While management cannot fully
utilise the employee potentials, employees will be committed to their work.

Conflict

The feeling of alienation will lead to a clash of interest, opinion and
cxpectation between the employees and the management. The conflict arises when
employees desire to conform to a positive self-image in the hope of obtaining
rewards in terms of pay or promotion, whereas the management wants them to
accept the ncgative information about themselves.

Milkovick and Boudream (1991) found that there is a potential conflict
between the organisation’s goals and the individual's goals, which resulted from
two different purposes in the performance appraisal. These include allocating
rewards and opportunitics, providing feedback and counsclling. The conflict
exists because the performance appraisal system designed to improve individual’s
performance may not be suitable for salary administration purposes. The salary
increment of a low performer, such as newcomer who is in the process of learning,
will not be equal to that of a high performer. In other words, according to Beer
(1981), there is a conflict between the individual and the organisation goals.

Motivation

Traditionally, it is psychologists who put a great concern for employece
motivation but recently, sociologists have taken part in the discussion also. The
sociologists have realised that the level of employee motivation will affect the
social interaction among members in the organisation. According to Randell,
Packard, and Slater (1990), employees can only be motivated when there is a
balance between what is inside and what is required from them by the
organisation. Motivation will initiatc employees to work beyond their specified
jobs and responsibilitics and simultaneously make them more co-operative and
more productive (Hirzowicz, 1981).

In order to maximise employee motivation, it is neccssary to perceive the
amount of their effort, time, creativity and skills that are invested which will lead
to a favourable return from the appraisal process. However, the absence of these
variables will lead to unfavourable situations or lower the employee motivation at
work. This is due to the following differences in performance-expected result
between employees and managers:

a. Interference of non-job related elements such as physical appearance and
stereotyping in getting the job done.

b. Insufficient resources because of lack of support from the senior
management.,
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c. Gaining encouragement for undesirable behaviour.
d. Lack of knowledge or skills in getting the job done.

Longenecker, Sim, and Gioia (1987) pointed out that accuracy is not the
main concern of the practising executives in appraising subordinates but their main
concern is how to use the appraisal process best to motivate and reward
subordinates. As a result, managers tend to use their discretion in evaluating
subordinates to ensure that the level of employee motivation increases or Is
maintained as a result of the appraisal process.

According to Harris (1994}, the lcvel of manager motivation in evaluating
subordinates appraisal will be determined by three factors: {a} their perception of
the possibility of gaining extrinsic reward such as raises in pay and promaotions,
and intrinsic rewards such as recognition, (b) the avoidance of negative
consequences such as damage to subordinate-supervisor relationship,
demoralisation of employees, criticism from the rater’s subordinate, criticism from
the rater's supervisor, and interference with other tasks, and (¢) their perception of
impression management which is either self-impression or managing impressions
of others.

Workplace Fears

Another sociological outcome that will affect employees if their
performance is not properly managed is the developing fears among employees at
the workplace. Fears at the workplace act as a distracting force that will rob
employees and organisations of their potential. It affects both organisational
effectiveness and the quality of their work life.

Employee appraisal, either good or bad, develops fear among them. If the
result of their appraisal is bad, employees fear losing their status, position,
authority, reward and power. On the other hand, if their performance is excellent,
employees fear that it will deteriorate the relationship with their peers, develop
jealousy, place very high expectations, boycotting, create new enemies or be forced
to move out from their regular cliques. For example, if they were to be promoted
they would be scared of having to face new bosses, be worried about being
accepted by the new work groups and be unsure of the co-operation from new
subordinates,

According to Suarez (1994), the end-product of fears towards performance
appraisal will generate employees who tend to constantly please the boss, avoid
risk taking by ‘just doing my job’ and resist from taking new or extra
responsibilities. Besides, the individual employees will be more defensive with a
“yes-man” attitude, be apathetic and sceptic to avoid fears.
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Performance Appraisal: [ssues and Problems

Management should also realise that formal policies and systems are not
the sole determinant of an effective appraisal system but its success greally
depends on sound interpersonal relationship among members in an organisation.
The element of mutual benefit should replace individual interest. This can be done
if the organisation sets up policies and systems of performance appraisal, which
are parallel with the interpersonal needs of the members in the organisation. It is
not an easy task to achieve total commitment from members of different
hierarchies but this approach recognises that employees and management form an
integral part of the profit-making force of an organisation (Ellis, Thompson, Pratt,
& Barraclough, 1967).

Therefore, performance appraisal should not only be considered as a tool in
controlling employees at work but it should alserbe a platform for members of the
organisation to evaluate their own performance. In order to enable this approach to
be successfully implemented, the traditional approach of performance appraisal
should be changed from judgmental appraisal to one of feedback for improvement
and development purposes, which is supported by rewards.

It should be stressed that performance management is a continuous process
that should be shared by the managers and the employees. However, the question
of how to establish the agreed framework, and if a point of agreement is met, how
can it be implemented should be answered. Performance management is cven more
difficult to bandle since both parties have different perspectives or even
conflicting expectations over what is meant by good work performance.

It has been recognised that performance appraisal is the most controversial
and stressful practice in an organisation. Most people dislike it but at the same
time recognise its importance. So, in implementing the performance appraisal, the
organisation should ensure that system is technically sound and encourage the
stakeholders such as the unions, and the employees to participate in developing,
evaluating and revising the organisation’s appraisal system.

Conclusion and Summary

This paper has drawn attention (o the role sociology plays in performance
appraisal. It is not an easy task to implement performance appraisal based on a
sociological dimension because of the obstacles that have to be faced. The
sociological dimension 1s not an alternative to the psychological dimension of
performance appraisal but it acts as a complement in rectifying the existing
weaknesses that exist in the latter approach. The sociological dimension can make
important contributions to the establishment of a just and equitable performance
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appraisal system. Thus, il is the role of HRM researchers and practitioners to
undertake further research so that a strong foundation of sociological dimension in
performance appraisal can be developed as a basis for implementing a sound
performance appraisal system.
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