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Oz

Performans degerlendirme, bir érgiitte isverenlerin ¢alisanlardan beklentilerinin ne élgiide karsilandigin
gosteren sonuglart ortaya koymaktadwr. Calisanlarin kendi aralarindaki basart durumlarvmun listelenmesi,
orgiitlere kimin ne kadar hizmet ettigini gésteren sonuglarin sunulmasi agisindan da onemlidir. Performans
degerlendirmenin orgiite ve yoneticilere sagladigi faydalarin yani sira ¢alisanlarin kendilerine de birgok
faydast bulunmaktadir. Genel olarak klasik ve modern olmak fiizere farkli performans degerlendirme
yontemleri bulunmakla birlikte, bunlarin igerisinden organizasyon yapisina en uygun olani kullanilmalr ve
organizasyon birimlerinin mevcut ihtiyaglarina gére giincellenmelidir. Herkes tarafindan kabul edilebilecek
tek bir dogru performans degerlendirme yontemi yoktur. Performans degerlendirme siirecinde, performans
notlart degerlendirme sonunda aciklamali olarak iletilmesi ve kriterlerin ¢alisanlara onceden bildirilmesi
gerekmektedir. Basarili bir performans degerlendirme siirecinde, hem degerlendiren hem de degerlendiren ile
takdir edilen sinif diizeyinde anlagmak ¢alisan motivasyonuna katki saglayacaktir. Hesap verebilirlik diizeyinde
calisan kamu kurumlarinda da o6zel sektorde oldugu gibi ¢alisanlarin performansimi  degerlendiren
uygulamalar yayginlastirimalidir.

Anahtar Kelimeler: Kamu Kurumlari, Insan Kaynaklar: Yonetimi, Performans Degerlendirme

Abstract

Performance appraisal reveals the results indicating to what extent the expectations of the employers from
employees in an organization are met. Listing the success status of the employees among themselves is also
important in terms of presenting the results showing who served how much for the organizations. Along with
the benefits of performance appraisal for the organization and the managers, it has also many benefits for the
employees themselves. In general, there are different performance appraisal methods in the form of classical
and modern, but among them, the most suitable one for the structure of the organization must be used and it
must be updated for the current needs of the organizational units. There is no single correct performance
appraisal method that can be accepted by everyone. In the performance appraisal process, the performance
grades should be conveyed in an annotated way at the end of the appraisal as well as the notification of the
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criteria to the employees in advance. In the successful performance appraisal process, agreeing both with
appraiser and appraise on the appraised grade level will contribute to the employee motivation. Practices
appraising the performance of employees should become widespread in public institutions working at
accountability level, as in the private sector.

Key Words: Public Institutions, Human Resources Management, Performance Appraisal

INTRODUCTION
1. PERFORMANCE APPRAISAL AND PERFORMANCE MANAGEMENT

Performance means status of success. It is the level of efficiency and productivity towards achieving pre-
determined objectives. It is the determination and appraisal of the criteria regarding the level of fulfillment of
the duties assigned to the employees (Dikmen & Ozpeynirci, 2010: 72). In performance appraisal, the
functionality of the roles of employees in achieving the strategic objectives of organizations are measured
(Glriz & Gurel, 2006: 235). In other words; it is the systematic appraisal of the success and development skills
provided by the employees in their work (Seyyar & Oz, 2007: 308; Sabuncuoglu, 2005: 184). Performance
appraisal is a process that aims to ensure a proper communication between the appraiser (superior) and the
appraisee (subordinate) and the employee’s self-improvement for the next periods of the work (Russell &
Russell, 2010: 42; Kondrasuk, 2011: 70; Nickson, 2007: 171; Chen & Eldridge, 2010; 249). In the process,
determining performance objectives and performance appraisal criteria, by sharing the performance appraisal,
coaching, feedback and determining new objectives with the employees and opportunities to improve
performance have an important place (Pace, 2011: 22; Sillup & Klimberg, 2009: 42). At the beginning of the
process, managers should clearly communicate the criteria by which employees will be appraised (Kondrasuk,
2011: 72).

With the performance appraisal, it is aimed for the employees to improve themselves and thus to get ahead of
the competitors. It is one of the most important functions of the Human Resources Management in terms of
contributing to the development of the employees (Kaymaz, 2009: 83). In order to achieve the aimed success
with the performance appraisal, employees should be respected ethically, treated fairly, and should be allowed
to appraise their own performance (Sillup & Klimberg, 2009: 40). Thus, the employee whose performance is
appraised will be prevented from making subjective appraisals about his/her own performance and a true
performance appraisal grade will be emerged.

Performance appraisal results are effective in making decisions (compensation assessment, location changes,
training, promotion, layoff, etc.) that may significantly affect employees in the future. Objective assessment
should not be avoided due to the high level of impact on each employee (Pace, 2011: 22). It is possible to ensure
the motivation of the employees in the long term when a fair approach is taken with the difficulty of satisfying
the employees with the performance appraisal results. The feeling that performance appraisal is done fairly is
in direct proportion to make an effort of employees to achieve the goals of the organizations. Coherent
application of performance appraisal along with other factors is also important in ensuring the motivation of its
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employees (Gurtz & Gurel, 2006: 235; Barutcugil, 2002: 125; Dikmen & Ozpeynirci, 2010: 72; Cergi, 2006:
4). Performance appraisal creates a link between strategic objectives and corporate outcomes (Mathis &
Jackson, 1997: 340). In order for this connection to function properly, employees must know and understand
the goals to be achieved and in addition to the support of managers for the results (Oztiirk, 2009: 37-38) they
want to achieve, they must give feedback to the employees about their performance and guide them to show
better performance (Gomez-Mejia, Balkin & Cardy, 2004: 223).

In a performance management system (Oztiirk, 2009: 32):

= Vision and goals should be shared with all employees,

= Individual goals must be in line with departmental and organizational goals,

= The review process should determine the degree of realization of the determined goals,

= Trainings for the result of review and development should be defined,

= Appraisals should cover the whole process, the results should be implemented with a development
plan,

= Performance goals should be measurable, responsibilities should be defined, should be integrated with
training targets,

= Appraisal procedures should be related to performance requirements.

2. BENEFITS OF THE PERFORMANCE APPRAISAL

Performance appraisal primarily contributes to distinguish between those who work at a sufficient level and
those who do not work. Regardless of the work performance, instead of an application where everyone gets the
same appraisal score, it is important for the employees to be appreciated by giving a high performance appraisal
score in order to ensure their motivation. Organizations with performance appraisal practices have higher levels
of achieving successful results. Generally speaking, the benefits of performance appraisal application to the
organizations are as follows: (Uyargil, 2013: 11-12):

= The efficiency and profitability of the organization increases,

= The quality of service and production improves,

= Training needs and training budgets are determined more easily and accurately,

= The information required for planning human resources is obtained more reliably,

= The development potential of individuals is determined more accurately,

= Flexibility is provided in meeting short-term human resources needs (caused by absenteeism, labor
turnover, etc.).

For the managers who work through others, it is important that not all personnel are appraised at the same level,
taking into account the contributions of employees themselves, and in order to achieve predetermined strategic
goals.

The benefits of the performance appraisal application to the managers are as follows: (Uyargil, 2013: 11):

= In planning and control functions, they will be more effective so the performance of employees and
their units improves,
= Communication and relationships with employees turn into more positive,
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= They identify the strength and developmental needs aspects of the employees more easily and help
them in this direction,

= They recognize their own strengths and weaknesses while evaluating their employees,

= While they get to know their employees more, the delegation of authority will be easier,

= They improve their managerial skills or obtain the conditions where they can easily apply these skills.

Performance appraisal is not only important for its success in the organizational field but also for its
contribution to the employees. The benefits of performance appraisal for the employees are as follows (Uyargil,
2013: 11; DelPo, 2007: 11; Armstrong, 2006: 496):

= Employees learn what their superiors expect from them and how they appraise their performance,

= Determines how each employee’s job can further the overall goals of the organization,

= Identifies and rewards employees to increase loyalty and motivate employees to continue to succeed,

= Maximize the potential of individuals and teams to benefit themselves and the organization by focusing
on achieving their goals,

= Employees recognize their strengths and aspects that need improvement,

= Employees understand their roles and responsibilities better within the organization / department,

= Employees develop their sense of job satisfaction and self-trust through the positive feedback they
receive on their performance,

= It reduces the risk of complaints and litigation by ensuring that employees are treated fairly and not
deviated from management decisions.

3. THE PERFORMANCE APPRAISAL METHODS

Performance appraisal methods are various. Along with the needs in working life, many performance appraisal
methods have been used in the historical process. Among the methods that can be grouped under two sub-
headings, classical and modern performance appraisal methods, the method should be applied that best suits
the needs and requirements of the organization or the department where the appraisal is made (Sabuncuoglu,
2000: 172). Although modern methods are at a level that can meet the performance appraisal needs of today’s
organizational structures, methods should be chosen in line with the purpose of performance appraisal and
sometimes different methods or appraisal criteria can be applied among the departments within the
organization. For example, while the ‘communication’ factor may be very important in evaluating the
performance of a personnel working in the public relations department, the “carefulness” factor will be more
important than the ‘communication’ factor for a staff working in the accounting department. Therefore, instead
of applying a uniform performance appraisal method for all employees, it is necessary to apply the correct
performance appraisal method by focusing on the behaviors aimed to be realized.

3.1. Traditional Performance Appraisal Methods

Traditional performance appraisal methods consist of the first personnel performance appraisal methods in
which the employees are not appraised in a multidimensional and detailed way.
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3.1.1. Graphic Rating Scales

In addition to being the oldest appraising method, it is the most common and the most used performance
appraisal method due to its ease of application and simplicity. In this method, the names of the personnel whose
performance will be appraised are written one under the other in a table, and then there are options such as
“poor”, “adequate”, “commendable”, “excellent” and “distinguished” against the names of the persons. It is
requested to mark the most appropriate option out of 5 scale appraisal scales for each personnel (Ugur, 2003:
225; Sabuncuoglu, 2000: 173). It is a frequently preferred method due to the ease of application and the fact
that the observation and opinion of the manager outweigh the performance appraisal of the employees. In the
graphic rating scales method, while the employees themselves are marked according to predetermined grades,
the performance appraisal scores of all employees also appear in the same table (Ugur, 2003: 225). Rather than

making a very detailed assessment, a general opinion is expressed about the employees.

3.1.2. Paired Comparison and Ranking Method

It is a performance appraisal method that is easy to apply just like the graphic rating scales. Unlike the graphic
rating scales, employees are appraised by comparing them in pairs. It can be considered as a more effective
method for the workplaces where the number of employees is low due to the comparison of employees with
each other. In the paired comparison method, there is no situation that forces the distribution of employees in
certain categories (Sabuncuoglu, 2000: 172; Carrell, Elbert & Hatfield, 1995: 364). The performance appraisal
scores obtained by comparing the employees with each other are then ranked, and the performance appraisal
scores of the employees are grouped from the highest to the lowest. As a result of the ranking, human resources
functions such as promotion, appointment, reward or layoff are processed. For this purpose, the “simple
ranking” technique where appraisers rank the employees from the most successful to the least can be followed,
as well as the “paired comparison matrix” where the people to be compared are written on horizontal and
vertical lines and paired comparisons are made, the result is ranked from the most signified field to the least
one can be used (Ugur, 2003: 225-226).

3.1.3. Rating Method

In graphic rating and paired comparison methods, success of employees were generally appraised in terms of
criteria such as knowledge, skills, abilities, job adaptation and sense of responsibility. In this method,
employees are appraised separately in terms of each criterion (Ugur, 2003: 226).

After determining the important criteria for the position, each criterion within itself is divided into grades such
as “poor”, “adequate”, “commendable”, “excellent” and “distinguished” and the employee’s status is marked
for each criterion in this respect and overall success is obtained (De Cenzo & Robbins, 1996: 330; Ugur, 2003:
226). Examples of the criteria used in rating method are: the quality of work, amount of work, job knowledge,
initiative, loyalty, judgment, absenteeism, humanistic behavior, commitment, job and work environment fit,
responsibility, leadership and training subordinates (Sabuncuoglu, 2000: 175; De Cenzo & Robbins, 1996:
330). Although each of the exemplary criteria is important, the most important one is the requirements of the
position of the employee. As in the job appraisal, in this method, points are given out of 100 to each criterion
and performance appraisal can be done through the points by distributing them to the degrees. Since the criteria
created for the position are graded, the rating method is considered to be more objective than other classical

performance appraisal methods (Ugur, 2003: 226).
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3.1.4. Forced Distribution Method

In the forced distribution method known as the “Checklist Method”, appraisers or final appraisers prepare forms
that contain short sentences (job involvement, have high skills, absenteeism, etc.) that will help describe
employees from various aspects. The forms are given to the managers or appraisers of the employees and the
appraisers are asked to choose from these sentences (Ugur, 2003: 228). It is a method in which the employee
is appraised in terms of all the characteristics that are valid while doing his/her job (De Cenzo & Robbins,
1996: 329). The appraiser marks out the many ready-made sentences in this list that are for the suitable person.
The positive or negative marked sentences are then appraised by the experts. If desired, specific, different
weighted scores can be given according to the importance of each sentence or criterion (Sabuncuoglu, 2000:
186). Since the score and efficiency of each word group are known only by the experts or the final appraiser,
the influence of the managers’ preconceptions is prevented thus enabling them to make a more objective
assessment (Ugur, 2003: 228).

3.1.5. Critical Incidents Method

It is an appraising method made by the managers who are also an appraiser at the same time to constantly
monitor their employees closely and to record their work-related behaviors and successes against critical duties
or events (Sabuncuoglu, 2000: 178; Carrell, Elbert & Hatfield, 1995: 365). This method is based on the
remarkable work done at different times in determining the success of the employee. Remarkable jobs called
critical incidents can either be positive, such as performing an important service or negative such as performing
a damaging action (Ugur, 2003: 228). In this method, critical events must be determined in advance. For
example, a salesperson’s behavior towards a customer, his/her relationships with his/her teammates and
positive and negative job attitudes can be discussed (Sabuncuoglu, 2000: 179). It is a performance appraising
method that focuses on the fundamental behaviors that make the difference between performing a job
effectively and ineffectively (De Cenzo & Robbins, 1996: 329). Regardless of the direction, the time and
occurrence of critical events and by whom are noted by the managers and it is ensured that they are taken into
account in the performance appraisal (Ugur, 2003: 228-229).

3.1.6. Field Review Method

In this method, which is generally performed by the “Human Resources Management” experts of the company,
no form or graphic is used. The appraiser observes the employee while on the job and collects the necessary
information about his/her performance by asking various questions to his manager. Then, this information is
subjected to a systematic appraisal and the performance value of the employee is found. As it reduces the
formalities, the field review method preferred by the managers but causes a waste of time as it keeps the
employees on the job and psychological pressure (Ugur, 2003: 229).

3.2. Modern Performance Appraisal Methods

Contemporary performance appraisal methods appraise employees in many aspects, not only in the position of
doing the work assigned to them, but also try to motivate them to do more successfully, and appraise their
performance accordingly. Therefore, criteria such as the ability of employees to take initiative, development
aspect, suggestion logic, participation in decisions include an important part of performance appraisal (Ugur,
2003: 230).
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3.2.1. Management by Objectives Method

According to the management by objectives considered as a management philosophy, management has become
a method used in the appraisal of employees today (Ugur, 2003: 230). In this performance appraisal method in
which certain goals are set for the employees, the long and short-term goals of the organization must first be
determined and then the organizational, departmental and individual goals must be clarified.

In this model, it is possible to achieve all goals in cooperation with employees and managers in order to achieve
success (Sabuncuoglu, 2000: 183). Objectives should be at a level that is easily measurable, objective and
acceptable between the parties, rather than interpretative, ambiguous and subjective statements (Carrell, Elbert
& Hatfield, 1995: 368; Ugur, 2003: 231). This dynamic method based on integrating the need to achieve clearly
defined goals with the need for contribution and self-improvement of the employees. The power that drives
people in this method is not the orders of the managers, but the desire to reach the goal. In this method, it is
also an important assumption that all employees know the business objectives and the employees participate in
the decision processes. Thus, over time, it is thought that the goals of the organization and the goals of the
individual will be integrated (Ugur, 2003: 231).

3.2.2. Assessment Centers Method

The Assessment Centers Method consists of teamwork such as leaderless group discussions, role play,
document basket, business games, ten-minute discussion. The group of employees can be brought to a place
where they can be isolated from the surroundings and tested by various methods from 1 to 3 days (For example,
a chalet). At the same time, appraiser who are the managers of the company receive the necessary training,
appraise the people (Sabuncuoglu, 2000: 180). With this method, which is made especially for managers, it is
aimed to determine the hidden skills of the personnel as well as their known characteristics and to predict their
future performance accordingly (Ugur, 2003: 232). The work of the group, which is formed to solve various
problems together, is carried out in an environment called “assessment centers” and the members are monitored
one by one by the appraisers and information is gathered about their behaviors and the relationships they
establish with each other. In the light of this information gathered, predictions are made about the future
performances of individuals (Ugur, 2003: 232).

3.2.3. Psychotechnics and Psychoanalysis Method

It is an appraising technique that is generally applied to managers. The reason it applies to managers is that it
is expensive and requires a long time (Ugur, 2003: 233). People who are considered to be appraised by
psychologists working in the business or external experts are subjected to various psychological tests.
Information is also collected through bilateral meetings and observations. This information is mostly the
information that characterizes the attitudes and behaviors of individuals such as psychological behavior, mental
activities, and emotional aspects. In line with the information obtained, it makes predictions about what the
future performance of the employee will be, whether the job and the enterprise will comply with the
development perspective and whether it will match with the business culture (Ugur, 2003: 233).

3.2.4. 360 Degree Appraisal Method

360 Degree Appraisal Method is one of the contemporary performance appraisal methods and it is an up-to-
date appraisal method. Employees’ performance are appraised in many different ways. In this method, the
employee is defined as 360 degrees because it is appraised by people from all aspects such as subordinates,
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superiors, peers, customers, and it is named “360 degree feedback” because the appraisal results are reported
to the employee (Ugur, 2003: 233-234). In addition, while determining the score of the performance, which is
also appraised by the employee him or herself, the average of the points given is taken. 360 Degree Appraisal
mainly appraises aspects such as the leadership of the employees, the level of being a team player, the ability
to manage people, self-management, communication, organizational skills, decision-making, expertise and
adaptability among the survey questions that make up the performance appraisal method (Armstrong, 2006:
524). Although there are some difficulties in the implementation phase, it has recently become widespread due
to the multi-faceted appraisal of employee performance and more realistic results (Ugur, 2003: 235). It has
many benefits compared to the other performance appraisal methods such as evaluating the employees in terms
of many different people and perspectives, giving more reliable results because they are appraised by more
than one person, and providing motivation of employees due to being active in the appraisal process
(Armstrong, 2006: 527-528).

4. FACTORS TO CONSIDER IN PERFORMANCE APPRAISAL
4.1. Determination of Performance Appraisal Criteria

Performance appraisal criteria can be explained as criteria determined for performance appraisal by the
workplace management for each job or position (white or blue collar personnel), taking into account the
characteristics and conditions of the workplace (Seyyar & Oz, 2007: 309).

The criteria used in performance appraisal should be included in the job descriptions of the employees.
Employees should know the criteria by which they are appraised when they are hired (Megginson, Byrd &
Megginson, 2006: 282). Therefore, job analyzes that contribute to the establishment of the duties and
responsibilities of the employees in the workplace must be done before determining the performance appraisal
criteria (Sabuncuoglu, 2005: 187).

Performance appraisal criteria created within the framework of job analysis and job descriptions should be clear
and clear enough to be understood equally by everyone (Chen & Eldridge, 2010: 251; Brown, Hyatt & Benson,
2010: 380).0ne of the most important elements that Human Resources Managers should do in determining
performance appraisal criteria is contribute to the determination of the criteria (Jandt, 1998: 160).

4.2. Appraisers

Performance appraisal should be done by the closest manager who knows the employees best and has the
chance to observe the entire performance of the employees. Employees should also be allowed to appraise
themselves in order to avoid an ethical problem (Sillup & Klimberg, 2009: 42; Chen & Eldridge, 2010: 252).

One of the factors that is effective in the misappraisal of employee performance is that managers who are in an
appraiser position cannot fulfill their responsibilities properly. Halo effect, novelty effect and central tendency
etc. With the effects, the evaluator cannot make the appraisal completely in some cases (Brown, Hyatt &
Benson, 2010: 378). In order for managers not to make subjective appraisals, performance appraisal criteria
should be made according to job descriptions and the directive should be prepared objectively (Okakin, 2008:
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107). Before determining the criteria to be used in performance appraisal, those who appraiser and appraisee
should be informed about the importance of the issue and where the results will be used should be determined
(Barutcugil, 2002: 144; Gurtz & Gdrel, 2006: 239). In addition, the fact that performance appraisal is seen as
an ordinary job that provides a waste of time in situations such as when someone’s performance is shown to be
low in the workplace and declared a scapegoat (Brown, Hyatt, & Benson, 2010: 378) bothers employees and
does not fit the spirit of performance appraisal. Appraisers’ failure to give the necessary importance to
performance appraisal (low score for everyone, high score for everyone, or equal score for everyone, etc.) leads
to false feedback given to employees and therefore to high performance employees being punished (Cascio,
1998: 60). Performance appraisal consists of giving appropriate grades for employees. There should not be a
subjectivity assessment such as the tendency to give employees low or high marks.

It is important for people working in appraiser positions to receive a training on performance appraisal in terms
of obtaining the desired benefit from the performance appraisal results. In the training, the assignments and
responsibilities of the appraisers should be explained in a clear and understandable way (Chen & Eldridge,
2010; 250). In this training which will be a source for the correct performance appraisal; basic elements such
as the language to be used, objectivity, legal aspect of appraisal, psychological concerns, appraisal criteria, how
to fill in appraisal forms and how the employees should be listened to in appraisal interviews should be
emphasized (Kondrasuk, 2011: 69; Gurtiz & Gurel, 2006: 238). These trainings should be repeated after each
current performance appraisal process.

4.3. Continuity in Performance Appraisal: Conducting Interim Appraisal (Pilot Appraisal)

Managers are required to regularly appraise employees’ performance through informal feedback throughout
the appraisal period, before the end of the term. This situation will create opportunities for the employees to
correct themselves before the performance appraisal period arrives (Harvard Business School Press, 2009: 7;
Sujanto, 2011; 25). The long-term situation caused by the appraisal periods covering a certain period can also
be solved in this way. This will prevent incorrect evaluations or misunderstandings (Gomez-Mejia, Balkin &
Cardy, 2004: 233). Continuous feedback on the employee’s performance will also minimize the surprises in
the evaluation interviews at the end of the period (Harvard Business School Press, 2009: 13). The timing of the
feedback is very important. The feedback will be more effective as soon as the behavior occurs, (Ovson, 2009:
13). A short evaluation can be made right after a meeting, presentation or project work in the organization.
When employees rewarded especially work harder, they work hard and more effectively (Hanks, 1999: 170-
171). Performing only a final appraisal may also cause employees to feel that they are trapped at the end of the
period. Considering the time used in periodic performance evaluations, not making interim evaluations may be
misleading. There is no need to spend too much time for interim evaluations. “How was it done? How could it
be done better?” answering such short questions will help to show the correct performance.

4.4. The Performance Appraisal and the Performance Appraisal Meeting

It should not be forgotten that “good practices will bring good results”. In the performance appraisal process

where the design is made correctly, it is important to make the implementations correctly as well as the design

(Chen & Eldridge, 2010; 246). Considering the working conditions of each organizations, appraisal periods are

generally applied twice or four times in a year that can be determined by them. Such time periods can be

determined depending on the working conditions, designing to meet the information needs of the employees,
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is important for every organization that wants to reach “high performing employees”. At the end of the period,
the realization of mutual expectations should be shared in the meeting between the appraiser and the appraisee,
employees should not only be appraised, but also be guided (Gomez-Mejia, Balkin & Cardy, 2001: 241).
According to the results of the performance appraisal application, the appraiser should be able to increase the
motivation of the employee by conducting performance interviews with the employees (Eraslan & Algiin, 2005:
103). Although today’s technological developments provide many advantages in giving feedback in
performance appraisal (e-mail, etc.), it is more beneficial to make face-to-face feedbacks in order to understand
the responses of the employees (Cox et al. 2011: 53).

The performance appraisal interviews are becoming more important in terms of knowing the current
performance of the employee and starting his/her work in the next period positively (Maund, 2001: 575). In the
performance appraisal interview, the goals should be focused. Performance results and behaviors should be
evaluated together. In addition to performance evaluation, the development of the personnel should also be
evaluated (Kondrasuk, 2011: 71; Sabuncuoglu, 2005: 197; Oztiirk, 2009: 55-56). The behaviors desired to be
corrected should be explained in detail during the interviews. In cases where it is considered as a waste of time,
results may arise in which the employee cannot fully understand the expected behavioral change (Kuzmits,
1986: 163). Supporting observations and impressions with documents are important in terms of perceiving the
interview is evaluated objectively (Harvard Business School Press, 2009: 28). Recording and writing the
performance appraisal interview are important in terms of seeing the performance status of the employee
(Maund, 2001: 575). The quality of the feedback is valuable to the extent it provides motivation of the
employees (David, 2011: 23). Instead of negative, destructive criticism, constructive criticism should be made,
the employee should be satisfied with the job and the employee should make an effort to change the desired
behaviors by providing self-confidence (Cascio, 1998: 79; Jandt, 1998: 48; Annakis, Lobo and Pillay, 2011:
80). It is a big problem that people do not understand the message given, especially because their emotions are
involved in the process of receiving negative messages (Bentley, 1999: 100). Instead of emphasizing only
positive or only negative behaviors, it is necessary to motivate employees by expressing them in a positive
communication language (Kranz, 2010: 10; Schraeder & Jordan, 2011: 7). The interview should serve
employees and managers to understand the same things. Listening to the employee after the manager’s own
speeches will eliminate the wrong or incomplete understandings (Harvard Business School Press, 2009: 41;
Eren, 2010: 355). Performance appraisal interview should not be considered as a factor that causes some
bureaucratic procedures and loss of time and is used only in determining how much reward will be received by
which employee (Nickson, 2007: 175; Oztiirk, 2009: 29). The meeting is an important element for the
productivity of the employees and therefore for the development of the organization.

4.4.1. Receiving the Employee Expectations in the Meeting

In a study with the participation of managers and employees working in the defense industry, which focuses
on technology production, it was concluded that the most important thing in an effective performance
evaluation system was that the employees marked the option of “learning the expectations of the managers
from them” (Mert, 2011: 103). Employees’ expectations which have become as important as managers for the
success of an organization, need to be considered and evaluated significantly. Managers should take into
account their thoughts and wishes in making decisions concerning employees and seek ways to benefit from
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these thoughts (Eren, 2010: 524). Employees need to know what is expected of them in order to show the
required performance (Barutcugil, 2006: 194). It should not be forgotten that employees are human beings
(Morgeson, 2011).

Considering the expectations of the employees is important in terms of showing their real performance or
increasing their performance (Casson, 2003: 67). In today’s rapidly changing conditions, human resources
which are considered as the most important factor in creating competition can show their real performance
depends on their motivation. In the performance evaluation interview, the result that constructive criticism and
employee opinions have a positive effect on the correct performance in the following periods in a mutual
interaction process in which the employee is also included (David, 2011: 16) indicates the importance of
meeting employee expectations. In order to identify and meet employee expectations correctly, we can list the
topics that the personnel want to know in the performance appraisal interview as follows (Kuzmits, 1986: 163;
Cascio, 1998: 60):

=  Area of responsibility: duty, job and responsibilities,

= The employee feeling that their manager knows their performance,

= Areas with good performance,

= Areas with poor performance,

= Having the chance to evaluate your own ideas and opinions in performance evaluation interviews,

= Aspects that need to be improved: Improving performance with training, coaching or other training
practices or other staff development programs.

One of the important practices that must be done in order to meet employee expectations is not to take actions
that may disturb employees during performance evaluation meetings. Some of the behaviors that may disturb
employees in performance evaluation interviews are as follows (Sujanto, 2011: 25):

= Attacking the employee, not their behavior (You are desperate, cannot improve, etc.),

= Making vague, abstract claims (We don’t trust you...),

= Being unable to show an example of their negative behavior,

= Using undefined expressions (You are usually not professional anyway ...),

= Failure to provide a clear direction in the employee’s behavior (You need to improve his attitude etc.).

It should be ensured that the performance appraisal interview is conducted in a planned manner and the
employee and the manager should not disturbed during the interview (Jandt, 1998: 163). It should be ensured
that employees are being active in the process of receiving feedback. During the performance appraisal
meetings, the manager should listen to the employee as much as he/she talks. Otherwise, it will only promote
what he/she thinks. But if the employee listens as well, there will be no not fully understood areas that can be
called gray areas (Morrison, 1971: 44). Listening to the employee is an important stage in terms of seeing how
the statements expressed by the managers are perceived by the employees as well. Questions to be asked to get
the opinions of the employees should be asked as open-ended questions that do not end with “yes” or “no”. In
addition, attention should be paid to the body language of the employees (Ozt[]rk, 2009: 59; Guo, 2009: 11-
12).
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5. PERFORMANCE APPRAISAL IN PUBLIC ADMINISTRATION

Performance appraisal practices are mostly applied in the private sector where competition conditions are more
severe and brutal. In recent years, within the framework of increasing the efficiency of public institutions,
individual performance has also started to be considered with the aim of improving corporate performance.
While the first performance evaluation practices emerge in local governments, where managers are elected for
a certain period of time, “Competency-Based Performance Evaluation” is predominantly preferred. Although
the Registry Note application has been abolished in Turkish public personnel system, the applications such as
360 Degree Appraisal Method which includes especially the employees in the evaluation process have not been
internalized yet.

5.1. Strategic Management Approach in the Public Institutions

Although the competition conditions are not brutal compared to the private sector, public institution managers
also have responsibilities to fulfill the society they serve. There are areas where they are generally responsible
such as auditing whether the income and corporate taxes collected in the society are spent in accordance with
the rules, the resources are used efficiently and the level of efficiency of the work is done to achieve the goals
(Cevik et al., 2008: 48). Especially after the 1980s, paradigm changes have been experienced in the public
administration with the concepts such as total quality management, governance, strategic planning,
performance management, together with neo-liberal economic policies. Within the scope of the reforms made
in the 2000s, concepts such as strategic management, audit and performance have an important place
(Cukurgayir & Eroglu, 2004: 41). With the Public Financial Management and Control Law No. 5018, a new
form of financial management was accepted in the public administration and the public institutions meeting
certain criteria were required to prepare strategic plans. This situation requires management units to set long-
term goals together with short-term duties and to use all kinds of resources effectively and efficiently to achieve
these goals (Cevik et al., 2008: 48). Thus, it is aimed that public institutions, together with their
entrepreneurship and competitiveness characteristics, will carry out activities in accordance with the targets
determined at the central level (Eren, 2011: 92). In order to be successfully implemented in public institutions
with a strategic planning, a change of mindset must occur. Concepts such as strategy, objective, goal, activity
and project have entered the agenda of both public administrators and public employees. Therefore, human
resources should be used effectively and efficiently, as well as other resources required for the service or the
production (Karasu, 2012: 160).

Concerns about ensuring efficiency in the public administration constitutes the foundation of performance
appraisal practices. While doing the job properly, effectively and economically have also become important
(Efe, 2012: 121). The understanding of responsibility towards citizens, effective use of resources,
diversification and awareness in service demands, the need to ensure coordination between public institutions
and the tasks that need to be fulfilled within the framework of the legislation (preparation of job analyzes,
standardization of works, formation of a performance measurement system, etc.) explains that it should work
within the framework of productivity (Kaya, 2003: 33-39).
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5.2. Removal of Registry Grade Application

It is thought that the motivation of employees is ensured with the performance appraisal practices and that
private sector organizations are more successful (Behn, 2003: 586). Consequently, the productivity and
profitability level of organizations increase (Mert, 2011: 91). The importance of the employees who contribute
to the productivity of the organization becomes even greater (Gulliice, 2004: 53). Performance appraisal shapes
the behavior of the employees and enables them to realize their own potential. A continuous performance
appraisal method should be used for the employees in the organization in order to fulfill their activities more
successfully to set their goals and to achieve these goals (Kara, 2009: 57). Performance appraisal practices are
needed in terms of determining the targets or competencies for each employee to the extent of their potential
and measuring the results of the implementation within this scope, defining the success and the failure, helping
the management to correct itself and learn from its mistakes (Akcakaya, 2012: 194).

Evaluation of the success of civil servants working in the public organizations was made with the registry grade
application prepared in 1986. With the removal of the registry grade application on 25.02.2011, there is
currently no individual performance appraisal applications in the public organizations. In the legislative
regulation that abolishes the registry grade application, the condition of “not taking disciplinary punishment”
has been stipulated instead of “registry” in articles 64 and 37 of the Civil Servants Law No. 657.

Relevant new articles are as follows (http://www.memurlar.net/haber/217873/):

= The new version of the article 64: “A level progression is applied to civil servants who have not
received any disciplinary punishment in the last eight years, to be taken into account in raising their
salary degrees.”

= The new version of the article 37: “According to the provisions of this law, the earned right pensions
of those who are entitled to receive pensions from the fourth grade of the degrees they can increase to
the maximum in terms of their education status, service classes and job titles and who have not received
any disciplinary punishment in the last eight years are upgraded to a higher degree without seeking a
position requirement.”

As can be seen, it is difficult to say that the registry grade application directly reflects the success of the
employees in their work. In the regulation made after the abolition of the registry grade, instead of the “registry
grade”, "the condition of not taking any disciplinary punishment" is taken into account in the progress of the
employees. Although not taking any disciplinary action is important, practices that encourage individual
employees are needed. Human resources have by public institutions are of great importance for administrations
to produce successful and effective services. For this reason, it is important to develop the understanding of
human resources management and to establish a good performance evaluation system (Coskun & Sekercioglu,
2011: 44). Performance management and therefore evaluation of employees’ individual performance will
enable public institutions to work efficiently (Efe, 2012: 125). The wage corresponding to the labor of the
employee can be evaluated differently in terms of employees of private sector and public sector organizations.
So to speak, when employees in private sector enterprises do not do their jobs, they will not receive their wages
when the organization they work for shuts down or goes to retrenchment as a result of the loss. In public
institutions, whether employees work more or less does not cause any change in their wages (Cukurcayir, 2003:
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146). Although it is important for employees to have a job security, designing and managing them in a way that
may cause low productivity can affect corporate efficiency. With the Public Financial Management and Control
Law No. 5018, it is aimed that public institutions have to renew themselves, get rid of the cumbersome and
bureaucratic structure and turn them into functional, transparent and citizen-oriented structures (Cukurcayrr,
2009: 31). In this process, the importance of human resources working efficiently and effectively is more than
previous periods. Determining performance goals for employees and measuring them are important in terms of
the functionality of the bureaucratic public structure. Performance appraisal is the measurement of the efforts
and success of employees in the workplace. It is important in terms of distinguishing those who are successful
by making more effort in their job and those who do not. Employees should also adopt the same strategic
insights of those in executive positions and implement successful practices. One of these applications is
performance appraisal applied to distinguish between employees who works adequately and not. At the end of
the performance appraisal, it is expected that those who show superior performance will be rewarded to increase
their performance and those who show inferior performance will improve their performance as a result of the
warnings made to them.

CONCLUSION

Motivating employees can be accomplished by meeting their needs. Employees’ needs consist of elements that
will mobilize and motivate them (Megginson, Byrd, & Megginson, 2006: 279-280). One of the most important
practices that will increase the productivity of the employees and make their development is to appraise them
periodically. The equivalent of this in the literature is performance evaluation. The goal in the performance
management is to create and implement an evaluation process that can satisfy everyone (Sujanto, 2011; 26).
Managers must first be sure that they are doing their part to show the performance they expect from their
employees. Employee expectations that are designed in managers’ own minds have to be expressed employees
very well. Besides, they must guide them by considering the training and development activities that employees
should take in order to do their jobs better and helping their employees to gain self-confidence by praising their
positive behaviors instead of lowering their motivation by highlighting only their negative behaviors.
Employees must also follow the behaviors that are expected from them. Employees should want to learn how
their performance is perceived by their managers as well as themselves, they should think that they are not only
the listener but a party to the meeting in performance appraisal interviews, they should be in constant
communication with their manager about the implementation of performance enhancing practices, and they
should take the necessary steps to do what needs to be done without waiting for the end of the term. It is
understood that many problems related to performance appraisal in working life can be solved through
communication. Reasons like unaware of the performance appraisal criteria of employees and not taking the
defense of a low performance alleged employee are the behaviors that hurt the spirit of performance appraisal
and damage employee and organizational development. Performance appraisal should be used as a measure to
increase organizational efficiency, not as a means of firing employees. Because employees are the only
implementers of each original project in the minds of the employers. In other words, they are the biggest
partners of employers. Employees must have the information they need to know and managers must know what
kind of expectations they have from them and act accordingly. No matter how perfect the performance appraisal
criteria are, if the management skills of the appraisers who are its implementers are not sufficient, it will not be
a very successful application. Because some minor communication mistakes that are ignored may cause indirect
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costs to the organization such as insufficient performance of the employees for a period of time and leaving the

job etc.

In order to successfully manage the performance appraisal, attention should be paid to the following:

The performance appraisal system is not a punishmental tool. It only evaluates employees according
to their job successes. Both managers and employees should have this point of view for running the
system properly.

In order to internalize the understanding of the performance evaluation system for the employees and
the managers, which is an important criterion to distinguish the personnel who perform their job
properly or not, some activities must be carried out for the creating awareness about the system.
Managers should be trained and informed about what they should or should not do in the performance
appraisal process. In the performance appraisal process, the importance should be given to the subject
of “training of appraiser”. A successful performance appraisal should start from the beginning of what
needs to be done about performance appraisal.

It is important to determine the performance appraisal criteria together with the employees and to
ensure that the employees know which criteria they are evaluated so that their motivation will be
established according to the appraisal. Employees who know the criteria that evaluate them are
expected to act in accordance with the expectations of their managers.

In addition to the performance appraisals at the end of the period, the feedback should be given to the
employees about how they work through the interim appraisals during the period. Feedbacks are
important for the employees to understand what is expected from them and to improve their
performance. The importance of such evaluations can be considered as a waste of time at first however
it is better understood when employees show a successful performance at the end of the period.

In performance appraisal interviews, instead of subjective statements objective statements and
supporting information and documents should be included. To keep documents considered important,
a care should be taken about employee performance.

Employees should definitely be given the right to speak in performance appraisal interviews and they
should be ensured to express what is expected of them in their own words. This will show whether the
employee has correctly understood the expected behaviors in the future period.

During the performance appraisal meetings or at any time of working life It should not be forgotten
that managers have an obligation to protect the employees in addition to the duty of doing the job and
loyalty of the employee and it should not be overlooked that the parties should understand each other
in line with these principles. The employees who have the same goal should be helped and motivated
to reach the information they need for the high performing employees and organizations.
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