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Abstract

Performance appraisal is viewed as a distinct and formal management procedure used in the
evaluation of employees’ work performance. There has been considerable growth and interest in
the process in recent years as a result of the fact that it is considered as one of the most
important requirements for a successful business and human resource development. Productivity
is very important in every organization. This is because it is only with high level of productivity
that an organization’s strategic goals can be achieved. Organizational productivity depends
largely on the interplay of certain factors namely, capital, technology and human resource. This
study discusses the impact of performance appraisal on librarians in six state owned university
librariesin Ghana. In particular, it explains the concept of performance appraisal, methods used
in appraising employees and how far it is being implemented in the state owned university
libraries in the country. The challenges facing these ingtitutions in implementing effective
performance appraisal strategy are highlighted. Appropriate recommendations and solutions to
the problems identified are suggested to ensuring quality service delivery.

Keywords. Job evaluation, performance appraisal, work ethics, human resowelepeent,

performance indicators, performance interview, academic lilstg@rana

Introduction
Traditionally, academic institutions only collected and reportec @dtout their academic
library’s operating expenditures, staffing levels, and holdings for accreditation purposes and

annual reports, without linking those data to usage or outcomes and pederaiataff (Wolff,
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1994). According to Pritchard (1996), ‘‘the main objective for academic libraries, especially in

an environment of increasing economic pressure . . . must be totladigrselves with the
structures of higher education and the criteria by which thasgutions are judged”. The
library and information science profession should therefore, move begputs and instead
focus on the performance measures associated with the acadeang lesources and services

to ensure quality service delivery.

Although according to DeNisi and Pritchard (2006), performance appira@eademic libraries
has been a subject of research dating back as far as thel @20k, most of the studies have
focused on developed countries compared to the developing countries paytitriad south
of the Sahara. Moreover, a number of these studies have conakntrdates rating system rather
than its effectiveness as a management tool and also in othglidecisuch as business and
psychology rather than in the library and information profession. Evémeiuniversity setting,
emphasis has been limited to the human resource department of thenitition rather than
the library. The objective of this study therefore, is tothis research gap of the concept of

performance appraisal in relation to university libraries in Ghana

Performance appraisal has a number of important uses. lgjigefrily used in organizations as a
basis for administrative and corporate decisions such as employeetiprgrdismissal, transfer,
and allocation of financial rewards, employee development (includimgifidation of training
needs and performance feedback) and personnel research. It provideglEmtegpportunity
for employee and supervisor to communicate on a one-to-one basishaogoals and general
direction to their staff. Performance appraisal can also hél@rians to observe their
subordinates more effectively, to do a better job of coaching, devglapthto motivate them. It
again encourages high levels of employee motivation and performance. A faougppraisal
system, good performers know that their efforts are valued @rdiaed while poor performers
also know that their lackluster performance needs improvement. Itioaddt provides an
avenue for both good and poor performers to know their strengths and weslaresseays in
which they can improve their performance in the future. Anotheromedsr conducting
performance appraisal in academic libraries is to ensure thttimining takes place on a
regular basis.
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The performance appraisal process has come under intensenasittiécause of the growing
influence of the principles of total quality tools and practices] use globally competitive
corporations and other organisations including academic and reseaarfesibiAmong the
criticisms include the seemingly impossible task of obtaining ate@ppraisal of employee job
behaviour, a difficulty most often attributed to faults in the raforghat used, deficiencies in
appraisal content, rater resistance to judging others, and theatigis of the specific purpose
of appraisal for the rater and the ratee. In addition, superviserefi@n reluctant to conduct
performance appraisals because of the feelings of retributionatidie, and personal failure.
Appraisal reliability and validity still remain a major protleén most appraisal systems, and
new (and presumably improved) appraisal systems are often theswhistantial resistance. In
essence, effective performance appraisal in organizations contmuss a compelling but

unrealized goal.

Performance appraisal can be structured or unstructured and aree@ndifypes namely trait,
behaviour or results which can be carried out by manager/superiaisgppself-appraisal, team
appraisal, peer appraisal, subordinate appraisal and customeppsssa.Whether librarians

or managers appraise performance in terms of traits, behaviouesant$ rthe information they
assess is either objective or subjective. Objective appraisalsased on facts while subjective
appraisals are based on managers’ perception. Librarians and managers often use objective
appraisals where results are being approved because results bendasier to quantify and are
accurate, compared to subjective appraisals where the raslikely to be inaccurate because

they are based ahe managers’ perceptions.

Academic libraries’ services worldwide have changed very fast in recent times owing to the
changes in society and the education system as well as adwefiormfation technology that has

led to changes on the information landscape. In the view of Payne (2@@8gmic libraries
“must be able to demonstrate the value of what they are doing and provide evidence of the
impact that they armaking”. They must therefore manage staff, and other information resources
effectively to provide quality services to satisfy ther’s expectations. In particular, academic

and research libraries should consider it as an important tool disipgrtheir staff because of
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the unique position they occupy in the colleges, universities asaw/dfie institutions in which

they serve.

This paper therefore looks at performance appraisal as an \effestinagement tool in state
owned academic and research libraries in Ghana. It defineptitept performance appraisal,
discusses the types of appraisal systems, who appraises perdetrthe benefits associated with
performance appraisals, methodology used for the study, the findidgdistussions based on
the data analyzed as well as the challenges confronting libramiarasrying out performance
appraisal in their libraries.

Definition of Performance Appraisal

The term “performance appraisal” refers to the process by which an individual’s work
performance is assessed. In other words it is the formal grotedserving and evaluating an
employee’s performance. The Online Dictionary of Library and Information Science, (2012)
defines performance appraisal as “a structured formal interaction between a subordinate and a
supervisor that usually takes the form of a periodic interviewshich the work performance of
the subordinate is examined and discussed with a view to identifgness strength and
opportunities for improvement and skills development”. It is also defined as “a systematic and
periodic process that assesses an individual employee’s job performance and productivity in
relation to certain prestablished criteria and organizational objectives” (Wikipedia, 2012).
Lansbury (1988) defined performanagpraisal as “the process of identifying, evaluating and
developing the work performance of the employee in the organization, sorgfaatizational
goals and objectives are effectively achieved while, at thee dame, benefiting employees in
terms of reognition, receiving feedback, and offering career guidance”. Performance appraisal
involves the process of evaluating the performance and the behaviour of indiviiduhe
context of their specific positions of employment (Painter, 1994).

It could be concluded from the above definitions, that performance appsidze formal
assessment and rating of individuals by their managers, usuallyp anrmal basis with the
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primary objective of improving the performance of the individuals &edristitutions, thereby

creating a more positive working environment for all concerned.

Types of Performance Appraisal
Basically, there are three main types of performance appraanely traits, behaviour and
results performance appraisals.

Trait Appraisals

Trait appraisals are used when managers assess subordinatepal phigacteristics that are
relevant to job performance such as skills, abilities or perspnBbr example, a social worker
may be appraised based on his empathy and communication skills. Ameodigadvantages of
trait appraisals are: Firstly, possessing certain persrahcteristics does not ensure that the
personal characteristics will actually be used on the job andt ieshigh performance. For
example, a social worker may possess empathy and communicatilsn bski be a poor
performer due to low motivation. Moreover, traits do not always shdikeat association with
performance; workers and courts of law may view them as umidipatentially discriminatory.
Also, they do not enable managers to provide employees with feetlmcthey can use to
improve performance (Middlesex Community College, 2009).

Behaviour Appraisals

Through behaviour appraisals, managers assess how workers pdrériolbs— the actual
actions and behaviours that workers exhibit on the job. Whereasapaiaisals assess what
workers are like, behaviour appraisals assess what workers dex&uople, with a behaviour
appraisal a manager might evaluate a social worker on the éxteritich he looks at clients
when talking with them, expresses sympathy when they are updegfars them to community
counselling and support groups geared toward the specific problem theycanentering.
Behaviour appraisals are especially us@iudetermining ‘how workers perform their jobsin
academic and research libraries, how they organise their resaarenportant. Also important
is how the users are taught to effectively access these cesaur ensure that learning takes
place. Behaviour appraisals have the advantage of providing emploifeedear information
about what they are doing right and wrong and how they can improve thieimpence. It is
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also much easier for employees to change than the traits rparfoe appraisals (Middlesex
Community College, 2009).

Result Appraisal

With result appraisal, managers appraise performance byduksrer the actual outcomes of
work behaviours. For some jobs, how people perform the job is not as inmpastavhat they
accomplish or the results or the actual outcomes of work behavioudsil@giex Community
College, 2009).

Who Appraises Performance?

Often times it is assumed that managers or supsni$ employees are the only people who evaluate
performance. This is indeed a reasonable assungianise supervisors are the most common appadisers
performance. However, appraisals by managerseaasehully augmented by appraisal from other soaumeh

as individual employees, managers/supervisorsdindies, peers, team, and customers.

SHf-Appraisal

Self-appraisal is used when managers supplement their evaluation with an employee’s
assessment of his/her own performance. A self-appraisal sysguires an employee to
complete the appraisal form prior to the performance interviews $ystem of assessment
allows the employees to think about their strengths and weakngbgds may consequently
lead to discussion on barriers to effective performance. Songeiinweould be beneficial if
employees are asked to evaluate themselves on a self-apfoaisaCritics of self-appraisal,
however, argue that self-raters are more lenient than manag#msin assessment and tend to
present themselves in a highly favourable light (Middlesex Communitgge, 2009).

Manager / Superior Appraisal

This systenof performance appraisal is done by an employee’s manager and is often reviewed
by a manager one level higher. The Manager or Superior appraishlebasthe traditional
approach to evaluating an employee’s performance. This is because, in most instances the
supervisors are in the best position to perform this function, althougtaytnot always be
possible for them to do so. Managers who might not have the requisgteéctifully observe the
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performance of employees often delegate such functions to their Mamagers/Heads of
Department. Such managers then rely on performance records to evaluate an employee’s
performance. If reliable and valid measures are not availdi#eappraisal may be less than

accurate (Middlesex Community College, 2009).

Subordinate Appraisal

Performance appraisal of a superior by an employee, is more appdpr developmental than
for administrative purposes. Subordinate appraisal is used by bote &ngl small
organizations to give managers feedback on how their subordinetethem. Subordinates
are in a good position to evaluate their managers since theyn drequent contact with
their superiors and occupy a unique position from which to observe mudhnpanice-related
behaviour. In the university setting, the assessment of lesthyestudents could be described
as subordinate appraisal system. The major setback of thisnsigssthose managers who are
appraised by their subordinates may fail to take needed but unpoptiters amut of fear that
their subordinates will appraise them negatively (Middlesex ComynGuoilege, 2009).

Pear Appraisal

This system of appraisal is provided by an employee’s co-workers especially when subordinates
work in groups or teams. Here, individuals of equal rank who workhegebuld be asked to
evaluate each other. The feedback from peer appraisals can mdgaat members while
providing managers with important information for decision making. & p@praisal provides
information that differs to some degree from ratings by a supsiiare peers often see different
dimensions of performance. Peers can readily identify leageasiul interpersonal skills along

with other strengths and weaknesses of their co-workers.

A major advantage of peer appraisals is the belief that theysfumore accurate and valid
information than appraisals by superiors because the supervisors edteamgployees putting
their best foot forward, while those who work with their fellow emypks on a regular basis
may see a more realistic picture. Among the shortcomings ofippeaisals are that peer ratings
are simply a popularity contest; managers are reluctant tougiveontrol over the appraisal
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process and those receiving low ratings might retaliate against peers (Middlesex
Community College, 2009).

Team Appraisal

Performance appraisals based on total quality mamemt (TQM) concepts
recognize team accomplishment rather than individual performancextension of the peer
appraisal is the team appraisal. While peers are on equalrgfandh one another, they may
not work closely together. In a team setting, ityntee nearly impossible to isolate an
individual’s contribution. Advocates of team appraisal argue that, in such cases, individual
appraisal can be dysfunctional since it detractarfrthe critical issues of the team. A
company’s interest in team appraisals is frequently driven by its commitment to
TQM principles and practices. At its root, TQM is a controsteyn that involves settings
standards (based on customer requirements), measuring perfeaemagainst those
standards and identifying opportunities for continuous improvement (Midd@sexmunity
College, 2009).

Cugomer Appraisal

Sometimes customers or clients provide assessments of empesfeemance in terms of
responsiveness to customers and quality of service. Under yeiers, managers establish
customer service measure (CSMs) and set goals mplogees which are linked to
employee pay through incentive programmes. This will enable gea@roduce more
objective evaluations, mormeffective employees, more satisfied customers, and betterelsgsi
performanc€Middlesex Community College 2009).

LITERATURE REVIEW

Evaluating employee performance in academic libraries is not gghemomenon in the library
and information profession. However, not much emphasis has been gives subfect by
library administrators particularly in Africa south of the Sahak survey of library literature
revealed that most academic libraries have implemented someoftyperformance appraisal
although some disparities have existed regarding the process and et to achieve
them. According to Arnold (2005), university libraries penfi staff evaluation in line with
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the rules and procedures set out by their parent institutihsch in most cases are
conducted based on the guidelines set forth by Hwman Resource Department
(HRD) of these institutions. In his view, such centrally dedisppraisal systems have failed
to address the differences in activities from omepartment to the other. Evans (2005)
conducted a study and concluded that 90.6% out of the total of 407 libratiemvsewed agreed
that performance appraisal is necessary for good supervisioordiog to him, a further
guestion posed to these interviewees on whether they feel cdoldortén
conducting performance appraisal in their libraries revealed8$a% of them answered in the
negative, while 16.7% answered in the affirmative. This showsliboavians have down played
performance appraisal as an effective tool in managing thearies.

Aluri and Reichel (1994), on their part stated that although many idbsarfavoured the
performance appraisal process as a viable organizational toolceafhbt¢ attitude of skepticism
pervade the literature regarding the effectiveness of such ewaluabls, especially as they
relate to achieving the institutional goals and objectives of theyibkaehr (1990) opined that
majority of the studies carried out on performance appraisatsese® indicate its acceptance as
an ingredient of the management process, although most treatises deeramppraisal as the
perfect panacea many assume it to be.

A few studies have expressed their reservations about the styitaliihe appraisal system
particularly in academic libraries. Evans and Rugaas (1982) sketeperformance appraisals in
most cases have focused on the process of conducting it at the expeasg distinct
conclusions or objectives. According to Edwards and Williams (1998)y mérary
administrators rarely took performance appraisals seriously, aled to understand the vital
link that connected their personal goals with the organizational behavibay claim that,
academic librarians were reluctant to pursue a more objectiveambpto the evaluation process
because very little opportunity existed for them to provide inputs congettme overall process.
In the view of Stueart and Moran (2002), instead of making performepmaisal decisions on
the basis of supervisors’ subjective decisions, a well documented assessment can help
management make reasonable and sound personnel related decisionswgagh asd salary
treatment. Cohen (1989) suggested that the methods used for implementpgyfthmance
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appraisal process were apgthed from a very superficial perspective and therefore the use of a
reliable and constructive data on job performance were oftentimesed)in favour of personal
and subjective information. He argued that instead of academic librarians stating specifically
what to measure, what components to control, and why one applicatiabledeads to another,
they concentrate only on appraisal schemes that only touched tfi¢hgsubject.

Hansen (1995) also conducted an in-depth study of staff appraisaheschie three British

university libraries in 1993 and concluded that the library using its appraisal scheme
devoted more time and attention to it as against those which appliedlggp@raisal schemes.
The study also revealed that when recommended follow-up actions seohldmg attendance
at training courses were followed up, staff showed more interegipraisals.

George (1995) opined that academic librarians disliked the performapmeisal system
because they were not involved in developing the appraisal instrurtfesighl studies abound
on the use of performance appraisal tools in libraries by thesgidins. According to Jenkins
(1990), workshops focusing on the new and emerging technologies, cataloguitige amdrnet
are given more prominence in most academic libraries than senaindrinstructional sessions
on human resource issues such as performance appraisal. In hahigeatjtude has remained
consistent for quite a long time and needs to be addressed.
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Perspectives on Africa have been carried out byolny2009) whose study sought to identify the
perception of library staff on the effect of pamiance appraisal on productivity and career grosvihaay

of enhancing the provision of information servitesugh effective performance appraisals. He cdedu
that majority of the respondents felt that perferoeeappraisal has a positive influence on job qpegnce
and enhances career growth. He further conclu@ggénformance appraisal can only be meaningful if
employees’ job descriptions were reviewed to include job performance and recommended that academic
librarians should conduct their own appraisalsraggdrom the university-wide appraisal systemgutie
guidelines set by the H.R.D. for the sole purpds®iecting the deviations and weaknesses thativiieu

identified for their improvement.

Based on the above studies, it could be summebatia¢ademic library administrators implement
staff performance appraisal in their libraries, some disparitiowever exist regarding the
process used and the goals they seek to achieve. This problemskeasbecause of the attention
that these libraries have paid to performance appraisal systempared to other issues and
concerns in the modern academic library. If academic libranest survive in the changing
information age then, their approach to the performance appraisamsysust be carefully
looked at since they are implemented to provide specific documentagianding current and
future personnel actions such as promotions, salary increadéslestelopment opportunities,
and disciplinary action that may be required to correct problemiatiations.

METHODOLOGY

The study used a qualitative method in examining the Performfgmaisal Systems in the six
public university libraries in Ghana to identify and analyze thelaiities and differences

between them with regard to the variables selected for thiarodseThe main instrument for
data collection was the use of interviews. The interview schedasemade up of open ended
and close ended questions which sought to find out:

1. Personal information on the interviewee, including gender, tajassnumber of years spent
in their current grade, level of education etc., and

2. The study factors including whether these institutions have aaliged system of

performance appraisal, purpose and ways of conducting it and the respondents’ opinions about
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performance appraisal. In addition, secondary sources of informatibraswooks, journals and

the Internet resources were used.

The population was made up of the University Librarians or their Depafighe six public
university libraries in Ghana namely: the University of Ghanaamie Nkrumah University of
Science and Technology, University of Cape Coast, University of dEda¢ Winneba,
University for Development Studies and University of Mines andhiielogy. All the six

libraries were therefore covered giving a 100% response rate.

Qualitative methods such as the thematic analysis were usedtoarize and analyze the data.
For purposes of anonymity, the university libraries were catsgbas UL A, UL B, UL C, UL
D, UL E and UL F respectively. This was to enable the inrd@rees give accurate responses to

the question without any fear of victimization.

ANALYSISOF DATA

Gender Characteristics of I nterviewees

The sex characteristics of the interviewees showed that wWene predominantly more males
compared to females as far as the interviewees are concéuédof the six Librarians

interviewed, only two were females, while the remaining inésveles were males.

Status of Interviewees

An assessment of the status of the interviewees reveals hitia were two substantive
University Librarians and four Deputy Librarians who responded far guperiors. Of the four
Deputy Librarians, two were in substantive position while theameimg two were Senior
Assistant Librarian and Assistant Librarian respectively arahiacting position.

Number of Yearsserved on Current Position

To ensure that the true picture of performance appraisals ia titoearies is uncovered, the
interviewees were asked to state the number of years thah#weyserved in their current
position. Four out of the six answered that they have been in theentywsition for over 11
years. These included UL A, UL B, UL D and UL E. Only twterviewees namely UL C and
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UL F declared that they have served their current position fareleet 1 and 3 years. It could
therefore be concluded that majority of the interviewees havedér their current position for
more than 11years and therefore were more conversant with thésappyatem in their various

university libraries.

Performance Appraisal asatool for Promotion

Performance appraisals are implemented to provide specific doatmentegarding current
and future personnel actions such as promotions, salary increaa#fs,detelopment
opportunities, and disciplinary action that may be required to cqarebtematic situations. It is
evident from the responses provided by the interviewees that althougipprasal system is
used as a tool for promotion, such elevation is determined by the nomssars of satisfactory
service,the number of one’s publications in the case of Senior Members and other variables like

extension service and performance.

When asked to rank these variables as tools for appraising performalinthe six interviewees
were unanimous that in the case of the Senior Members, the nufrdaer's publications is the
major determining factor that qualifies an individual for promotiomsTs because research is
the core function of academic members of the university commuigitydimg the Librarians. It
should be noted however, that apart from the number of publications saime ioferviewees
mentioned other variables like performance, number of years vwtesend extension service
and this refers to the services rendered to the nation, univansitthe international community.
However, in the case of the Senior and the Junior staff, apeant thhe number of years of
satisfactory service, their promotion is based on performance put u@aaefined period of

time.

Should a performance appraisal system be adopted and formalized in Academic Libraries?
When asked to indicate whether or not performance appraisal is ned¢dedicademic libraries,
all the interviewees answered in the affirmative. A furttpeestion posed to find out whether
they agree that there should be a formalised performance apgsaitah in their libraries, they
again answered in the affirmative. It could be inferred from #epanses given by these
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interviewees that performance appraisal is an important manag#&kin the academic library
just as it is in the corporate setting.

Areyou satisfied with the existing perfor mance appraisal system in your library?

Another important question to find out the interviewees impressions aheutexisting
performance appraisal system in the academic libraries in Gjaaeavaried responses. Two out
of the six interviewees stated that they were satisfiedthtfturrent system while the remaining
four expressed their disapproval about the appraisal system cutveimy used. The wide gap
between the responses given by the interviewees thus indicatababatlLibrarians are not
satisfied with the appraisal system as it pertains in libedries.

Benefits/ Importance of Performance Appraisal

The study sought to find out from these interviewees their opiniotis regards to the
importance/benefits of performance appraisal in the Universibyaties. Almost all of them
gave not less than four benefits from the appraisal systems Wwhieh been summarized as
follows: promotes co-operation and team work, increases empiogtdeation helps in reducing
grievances among the employees, helps the management to provideesngaogsellinghelps

to identify the strength and weaknesses of employees. Also,ersndemotions, suspensions
and dismissals are based on performance appraisal.

Performance Appraisal asa Tool for Training Needs of Staff

One of the objectives of performance appraisal is to identifyrtieing needs of individual
employees. The responses given by these librarians showed thatynadjtrem strongly agree
with the view that performance appraisal helps to identify rdu@ibhg needs of the staff in the
various libraries. Five out of the six interviewees agreed thighassertion that performance
appraisal is used as a major tool to assess the training niedus staff in an organization

including academic libraries.

Challenges Associated with Performance Appraisal in Academic Libraries
Among the challenges interviewees identified with the currenesysas expressed in their

responses included: “The areas indicated on the form are too general SO one cannot appraise
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2%
2

specifically”, “Done on annual basis which is not good enough. Could be done every semester”,

“the university has a unified format for all employees. This should be department specific” and
“The University plans reviewing its current appraisal criteria and it is hoped that when it is
revised, it would make it easier for management to undertak@phnaisal process. Currently we

don’t have a clear cut criteriofior appraising staff which is a challenge”.

Suggestionsfor improving Performance Appraisal in the State owned University Libraries
On what should be done to improve performance appraisals in thesaesibrall the
interviewees were unanimous that a separate Committee be det nepiew performance
appraisal results. O¢h varied responses from these Librarians include: “the library’s appraisal
should be periodic at least biannually and also staff should be edurath@ importance of
appraisals”, “the performance appraisal should be done on a semester basis and not on an annual
basis”, Library HOD’s should appraise their staff annually and the reports sent to the University
Librarian for review and evaluation”, mentoring should be practiced in order to address all gaps”.
Findings
e ltis clear from the interviews condect that all the university libraries in Ghana do |
some form of performance appraisal system in existencd &ddne on aannual bas
and this is not good enough.
¢ All the interviewees recognize the importance that performanceaiappplays intheir
libraries. These include an aid in reducing grievances among weeglohelpful fc
management to provide employee counseling, identifying the streagthsieakness
of employees and also as a basis for transfers, demotions, saapergd dismissals.
¢ Performance appraisal is also used to identify the training neetlse oftaff in th
academic libraries in Ghana. The systematic procedure of pariocamappraisal hel
the supervisors to frame training policies and programs whichabkfwit the siccess ¢
these libraries.
e The Universities have a unified performance appraisal formatsthested forappraising
all their employees including the library staff. Academic libmasialo not have ai
opportunity of appraising their own staff on elic basis except when they are appl

for promotion.
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e The appraisal system in the university libraries is not ppaiory enough. Although t|
Heads of Department are expected to show and discuss their repotisn( complete
on their subordinatd)efore forwarding to the various University Registrars most of
fail do so. It is therefore turns out to be one sided.

Benefits of Performance Appraisals
There are a number of potential benefits to libraries if theydect formal performance

appraisals (PAs). These include:

Perfor mance Feedback

Most employees are very interested in knowing how well thegairey at present and how they
can do better in the future. They want this information to improvie peeformance in order to

get promotions and merit pay. Proper performance feedback caoveniiie employee's future
performance. It also gives him satisfaction and motivation (Wikgei12).

Employee Training and Development Decisions

Performance appraisal information is used to find out whether aiogee requires additional
training and development. Deficiencies in performance may be donadequate knowledge or
skills. Performance appraisal therefore helps a manager to findhatlher an employee needs
additional training for improving his current job performance or can perfeethin a higher
position, then he/she is given training for the higher level position.

Validation of Selection Process

Performance appraisal is a means of validating both internal (poymeaand transfers) and
external (hiring new employees from outside) sources. Orgammzgasipend a lot of time and
money for recruiting and selecting employees. Proper performancaisgbpiinds out the
validity of the various selection tools and so the company can folldabée steps for selecting

employees in future.
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Promotions

Performance appraisal is a way of finding out which employee sheugidven promotion. Past
appraisals, together with other background data, will enable manageEnselect proper persons
for promotion. In this regard, inefficient workers can be dismissettimoted after carrying out

performance appraisals.

Transfersand Dismissals

Performance appraisal is also used to take decisions regaatisfets and dismissals. Transfers
often involve changes in job responsibilities, and it is import@rint out the employees who

can take these responsibilities. Through performance appraisalesytbyees can be easily

identified and transferred to strengthen units that may needstirgices. In the same way, non-

performing staff can easily be identified through an appraistdrsyand laid off.

Compensation Decisions

Performance appraisal can be used to compensate the employeaeasing their pay and
other incentives. This is truer in the case of managerial jubglao in the case of employees in
non-unionized organizations. Compensation packages which include bonusealdrghases,
extra benefits and allowances are dependent on performance afpaldédsex Community
College, 2009).

Human Resour ce Planning (HRP)

The appraisal process helps in human resource planning (HRP). &canchturrent appraisal
data regarding certain employees helps the management in takoigiods for future
employment. Without the knowledge of who is capable of being promoted, dkrratesferred,
laid off or terminated, management cannot make employment platisefduture (Wikipedia,
2012).

Challengesin implementing performance appraisal in Academiclibraries

In spite of all the potential advantages of formal performance apiga{PAs), there are

challenges.
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Deter mination of the M ode of Performance Appraisal

Determining the relationship between individual job performance and woegamal
performance could be a difficult task which could lead to complicationise organization. It
has been discredited because too often it has been operated aslariopnd largely
bureaucratic system usually carried out by top management persbiaael ¢f Department)
rather than by line managers. Performance appraisal has reeive@ by many scholars as a
means of exercising managerial control. It has been perceivethaclevard looking,
concentrating on what has gone wrong, rather than looking forwartutime development
needs. Moreover individuals, particularly the subordinate staff, qufiten have negative
perceptions about performance appraisal because it creates room for “tension between
supervisors and subordinates”. This is because in most cases subordinates who receive poor

appraisal perceive their supervisors to hate them (Middlesex Conyn@aliege, 2009).

I dentification of the evaluation criteria
Identifying the appraisal criteria is a major challengeddngtop management. The
performance data to be considered for evaluation sheutatefully selected. For the purpos:

evaluation, the criteria selected should be in quantifiable or naddsuerms.

Resistance

The appraisal process may face resistance from the emplayddabe trade unions for fear of
negative ratings. The employees therefore, should be informed anky ebeplained the purpose
as well as the process of appraisal. The standards shouldablg clemmunicated and every

employee should be made aware of what exactly is expected fraimehim

Detrimental to quality improvement

It has been proposed that the use of PA systems in organizationsedaest organizations’
pursuit of total quality performance. Some scholars and practisiarfequality management
believe that the use of PAs is unnecessary, if there isahdoality management practice in

place.
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Negative perceptions

Quite often, individuals, particularly, the subordinate staff, hagative perceptions about PAs.
Most of them believe that such appraisals could adversely #itsatespecially in organizations
that practice the vertical form of performance evaluation. iR@cegand/or the anticipation of

receiving a PA could be uncomfortable and distressful and potentially cause “tension between

supervisors and subordinates” (Wikipedia, 2012).

Legal issues

When performance appraisgRAs) are not carried out appropriately, legal issues could result
that would place the libraries at risk. PAs are used in org@amsaas disciplinary measures and
also for promotional decisions within the organization. The impropercapipin and utilization

of PAs can affect employees negatively and lead to legal actiorsttjge organization.

Conclusions

Employee performance appraisal system is an essential toomémragement in every
organisation including academic libraries as it is used for ndéfgrent purposes such as pay
increases, improvement and training, transfers, compensations, liognseromotion,
employee recognition, and termination. The appraisees discoversmbgbected of them, are
able to set goals, gain better understanding of their faults andtbiseand can adjust behaviour
accordingly. Appraisers on their part benefit from appraisalsfigctively identifying and
measuring trends in the performance of their employees, and tcam®mrapbordinates more
accurately. They also get a better understanding of their wonlesd$ and expectations and are
able to use the information to assist their subordinates in planningdongnd short-term goals
and career objectives as well as tailor their job responskilit make fuller use of their skills.
Academic and research libraries benefit from the performapgeaigal process through
improved communication, which results in more cooperation and bettsiatesiaking; greater
staff motivation; and a more informed and productive workforce, wheells to a greater
organizational focus on comprehensive goals. In particular, the pearice appraisal process
allows these libraries to achieve a more productive divisioraloddr, develop training and
education programs, eliminate bias and irrelevant data from ¢weasizand decisions, and
design effective compensation and reward systems.
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It is expected that the personnel decisions based upon the reshksapptaisal exercise would
be much better and also well informed, which would in turn leadeatgr organizational goal
achievement. To have an effective appraisal system, it shouldd®y monitored and feedback
should be obtained on continuous basis.

Recommendations
Academic and Research Libraries should conduct research to findoautto design and
implement performance appraisal systems that would help theinipatjans improve upon

individual’s performance internally.

There is the need for an effective appraisal system that emphlacontinuous professional
development since sucprofessional development enhances a firm’s overall performance.
Performance evaluation process should be ongoing throughout the year.fEveorinal
evaluation is given only once a year, an employee should be made afvare or her
performance periodically throughout the year.

Staff in academic libraries should be educated on the essepesf@imance appraisal so that
they would give their maximum cooperation when it is being conducted. Fadhes it must be
remembered that the evaluatiomis solely based on the employee’s performance in the two to
three week period before the evaluation, buis ibased on the employee’s work during the
appraisal period, whether it is three, six, or twelve months.
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