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ABSTRACT 

Performance appraisal comprehensively evaluates employee performance with regard to his 

or her performance on the job and his/her potential for development. Providing someone a 

sincere candid evaluation based on the measurement is a taxing experience for most 

evaluators. Combative behaviour on the part of the person acting as an evaluator is frequent. 

Workplace stress then is the harmful physical and emotional response that can happen when 

there is a conflict between job demands and the amount of control an appraiser has on the 

employee. This study examines the correlation between discomfort and general work stress 

among managers and senior managers during the period of appraisal (N=76, Sample location: 

Delhi NCR, Experience: 8-10 years). The study follows a cross-sectional research design. For 

the purpose of this study the two statistical tools employed were Performance Appraisal 

Discomfort Scale and General Work Stress Scale. A moderate correlation was established 

between discomfort and stress, experienced by appraisers, which highlighted their substantial 

relationship.  It preaches extensive knowledge and awareness of the discomfort experienced 

from the employers’ point of view when administering performance appraisal.   
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 formal appraisal of an employee’s job performance, typically conducted by his or 

her supervisor at least once a year refers to performance or job appraisal. The review 

may be in the form of a quantitative rating or a more subjective appraisal and 

usually involves feedback to the employee. Performance appraisal refers to assessing an 

employee's present and/or past performance relating to his/her performance quality. The 

concept of performance appraisal is as old as that of an organisation itself. An organisation 

is created when a group of people get together to work towards the achievement of common 

goals and satisfaction of need. As members of the organization, they are required to achieve 

certain objectives using organizational resources. How well they have been successful in this 

effort is found out through the appraisal of their performance. Performance appraisal is also 

defined as the systematic description of job-related strengths and weaknesses of an 

individual or a group. It provides an opportunity to look back and find out how well 
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employees have functioned during the reporting period and then look forward to their likely 

achievements in the future.  

It involves the identification, measurement and management of human performance in 

organizations. Identification refers to determining what areas of work a manager needs to 

examine when measuring performance of an employee. The appraisal system should hence 

focus on performance that affects the organisation. Measurement refers to making 

managerial judgements of how ‘good’ or ‘bad’ the employee performance was. All 

managers should maintain comparable rating standards. Management is the overriding goals 

of any appraisal system. Appraisal processes should take a view of what workers can do to 

achieve their potential in the organisation rather than criticize or praise them for their 

performance in the preceding year. 

 

Performance appraisals are one of the most important and often one of the most mishandled 

aspects of management which due to several factors lead to discomfort and stress. As Nesbit 

and Wood (2002) point out, as crucial as performance appraisal is to motivation, 

organisations face substantial issues in effectively executing performance appraisal systems 

and there is extensive dissatisfaction with their use. Pettijohn and Taylor (2000) report that 

employees and supervisors alike often perceive the performance appraisal with fear and 

detest. Many managers are uncomfortable with the appraisal procedure and employees 

despise receiving the appraisals (Milliman, Nason, Zhu & De Cieri, 2002). The logical 

concern given that one of the roles of performance appraisal is of an executive nature where 

salary increases and/or promotion are determined and so, for the appraiser in particular, the 

performance review interaction is often a stressful occasion which might directly affect the 

well-being of the employer/employee (Delahaye, 2005).  

 

Appraiser’s Work Stress and Discomfort 

A bit of stress will help you remain focused, enthusiastic and ready to deal with new job 

challenges, this type of stress is called eustress. Yet in today's hectic environment, the office 

seems to be an emotional roller coaster all too much. Long hours, tight deadlines, and ever-

increasing demands can leave one feeling worried, drained, and overwhelmed leading to 

distress. And when stress exceeds one’s ability to cope, it stops being helpful and starts 

causing damage to one’s mind and body, as well as to one’s job satisfaction.  

Distress warning signs at work can consist of:  

• Feeling irritable, anxious or depressed most of the time at the workplace as well as in 

an individual’s personal life. 

• Irregular sleeping pattern, lack of sleep due to the rising demands. 

• Fatigue, both physical and mental. 

• Social withdrawal or isolation from an individual’s social environment. 

• Use of alcohol and drugs to cope in distress. 

• Binge eating or in other words, eating up their exhaustion. 

 

The impact of the COVID-19 pandemic has impacted productivity leading to an added 

amount of stress due to the rising demands as well as the terror of expelling employees as 

the corporate world has encountered a major economic set-back. It has been seen that many 

performance appraisal reports neither push forward the appraisees nor lay out effective 

guidance to them. Rather, the reports create friction between the appraisees and appraisers 

that lead to debilitating organizational environments.  

 

Reasons for appraiser’s discomfort: 
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• Generate Negative Experience: The performance appraisal can create a negative 

experience for both the employee as well as the manager if not conducted suitably. 

Proper training on processes and techniques can help create a positive or neutral 

experience for both the appraiser and appraisee. 

• Time Consuming: Performance appraisals are usually time taking and can be 

overwhelming to employers with numerous employees. Managers who were 

responsible for doing an annual PA on hundreds of employees are exhausting and 

may be less accurate. 

• Intrinsic Biases: Human assessment is subject to natural biases that result in rater 

errors. Managers need to understand these biases to eliminate them from the process. 

Rater errors are errors in judgment that take place in an organised manner when an 

appraiser observes and evaluates another appraisee. Personal perceptions and biases 

may influence how one assesses an appraisee's performance. 

• Stressful Workplace:  Performance appraisals can create stressful work 

environments for both employees and managers. Proper training can help to reduce 

the stress involved in the process. 

• Inaccuracy or fallacy: Managers often don’t have or don’t make time to complete 

them in an honest, open way. And without doing so, that means that they will not be 

as accurate or as helpful as they should be. 

• Problem of lacking documentation of issues: This means employers are open to 

wrongful termination claims if an employee has a record of good reviews but is later 

fired for poor performance seemingly out of nowhere. This may lead to further 

conflicts between the appraiser and appraisee.  

 

In a study conducted by Grote (1996), it was found that employers are often found in the 

conflicting situation of being a judge or a coach to their subordinates as the appraisers don't 

like to deliver negative messages to people with whom they must work, and whom they 

often like on personal basis. Marchegiani et.al (2013) conducted a research to review the 

impact of Severity vs. Leniency bias in performance appraisal. The research mentions that 

evaluating employees in any way of subjective or objective appraisal is stressful for the 

supervisor as errors occur in both and appraisal has an impact on agents’ performance. The 

study also states that when a perfect assessment of employees’ effort provision is not viable 

it is better to be on the lenient side. So, it states that the performance appraisal becomes 

stressful for the appraiser. The effect of performance appraisal on the organization and the 

employee was studied by Singh et al. (2011). The findings of the research indicated that 

there is a significant effect of the performance appraisal on the individual. In a study by 

Smith W.J., Harrington K.V., Houghton J.D. (2000), 108 state and federal employers 

responded to a questionnaire concerning their feelings of discomfort during performance 

appraisal. Regression analysis denoted a significant relationship between beliefs about 

performance appraisals and PAD, as well as between communication inhibition and PAD. 

Contrary to predictions, length of appraiser-appraisee relationship did not have a significant 

impact on PAD. According to a study conducted by Lu Hui and Gu Qin-xuan (2009) on 

‘Performance appraisal: what’s the matter with you?’ say about being an appraiser, 

confirmed that there are factors relating to discomfort management, human relationship, 

profit and so on. It is difficult to think about all the factors. It also worried numerous 

managers about friction with employees so they felt it was hard to choose between part and 

whole benefit. When told about halo error effect, stereotype effect, “similar to me “effect 

and other effects that result in performance appraisal’s results have deflections. Some 

appraisers think these factors cannot always be controlled, while others think they have 
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nothing to do with these diversions because they lack the training of skills and connected 

knowledge. All these issues create significant stress among appraisers, which leads to them 

complaining about their job. 

 

Long hours, tight deadlines, and ever-increasing demands can leave one feeling worried, 

drained, and overwhelmed leading to work stress. Additionally, the appraisal reports create 

friction between the appraisees and appraisers that lead to debilitating organizational 

environments and discomfort. Therefore, based on the mentioned literature, the present 

study was formulated with an aim to find correlation between discomfort and work stress 

among managers/appraisers during the annual performance appraisal time. As a result of the 

COVID-19 pandemic, the corporate sector has encountered a major economic set-back 

directly leading to an increase in factors affecting stress and discomfort of appraisers. 

Adding to this pressure, appraiser’s are facing a problem in satisfying appraisees.  

 

To attain the decided aim, the following objective was decided: 

• To study the relationship between discomfort and stress experienced by the 

appraiser.  

• Therefore, the following hypothesis was formulated to fulfil the purpose of the 

present research: 

• There will be no relationship between the performance appraisal discomfort and 

stress experienced by the appraiser. 

 

METHODOLOGY 

Research Design 

The purpose of the study is to investigate the relationship between discomfort and stress 

among middle and senior managers. While conducting performance appraisals, managers 

evaluated employees leniently or severely, and these practices had an impact on managers. 

So, in order to study the discomfort and stress of managers during performance appraisal, it 

was decided that managers who do appraisal will be selected. For studying this relationship 

two scales were used which are “Performance Appraisal Discomfort Scale” (PADS), and 

“General Work Stress Scale” (GWSS). Because of the pandemic situation, it was not 

possible to approach the managers personally and therefore the data was collected through 

the Google form, which was sent to senior and middle managers of a multinational company 

(MNC), who have had at least eight to ten years of experience and were involved in the 

process of appraisal at least once a year. The sampling technique used was convenience and 

purposive.  It was a cross sectional study and the total sample size for the study was 76 

managers. In this study, the independent variable was performance appraisal while 

discomfort and stress were dependent variables. After the collection of responses, 

correlation technique was used as a statistical analysis to determine the association between 

the two variables. 

 

Participants 

For the purpose of present study, the senior managers/managers were chosen as a sample. 

The managers were from MNCs organisation with the experience of 8-10 years in the 

organisation and had appraised once a year. The sample was selected through the purposive 

and convenience sampling. The managers could be male or female. The location of the 

target sample selected was Delhi NCR.  
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Instruments Used 

To successfully measure the correlation between discomfort and stress during performance 

appraisal, the following statistical tools were employed.  

• Performance Appraisal Discomfort Scale. Performance appraisal discomfort scale 

is an application of the theory of job compatibility, which refers to the extent to 

which workers maintain preferences for job characteristics that are consistent with 

the actual demands of the job (Villanova et al., 1993). The Performance Appraisal 

Discomfort Scale (PADS) was developed by Villanova et al. (1993) to capture and 

measure this construct. Mainly the reliability lies between the range of 0.84-0.91. 

Scoring-the scoring is done from 1 to 5 where 1 is no discomfort, 2 is little 

discomfort, 3 is undecided, 4 is some discomfort and 5 is high discomfort. 

• The General Work Stress Scale (GWSS).  It is a brief self-report measure of an 

individual’s overall level of subjectively experienced or work-related stress. The 

scale forms part of the Sources of Work Stress Inventory (De Bruin & Taylor, 

2006a), which also includes scales of different sources of work stress, namely role 

ambiguity, poor working relationships, inadequate tools and equipment, job 

insecurity, limited career advancement prospects, difficulty in balancing work and 

home demands, lack of autonomy, and excessive workload. The reliability of the 

obtained scores, as estimated by Cronbach’s alpha coefficient, 0.88. The response 

options are labelled as 1 = Never, 2 = Rarely, 3 = Sometimes, 4 = Often, and 5 = 

Always. The higher the score, more the stress level was depicted. The lower the 

score, there was a low stress level that was depicted. 

 

Procedure 

To fulfil the aim of the study, a Google form was created based on Performance appraisal 

discomfort scale (PADS) and General work stress scale (GWSS). The form was sent out to 

various managers/appraisers and a telephonic conversation was conducted with each to 

convey the purpose of this study. All the ethical guidelines were kept in mind during the 

entire process and the participants were assured of the same. A sample of 76 participants 

was collected and the data was subjected to statistical correlation by Pearson's R.  

 

RESULTS 

Table 1 Correlation between performance appraisal discomfort and work stress of 

appraisers. (N= 76) 

Dimensions Correlation Description 

Performance Appraisal 

Discomfort 

  

+.52 

Moderate correlation, 

substantial but small 

relationship 
General work stress 

  
Note. This table represents the correlation between performance appraisal discomfort and 

work stress among 76 appraisers/managers who were responsible for annual appraisals in 

their respective organizations. The correlation calculated was +0.52, indicating a moderate, 

substantial but small relationship between the two variables. This provides us evidence that 

as performance appraisal discomfort increases, work stress may increase too. Therefore, the 

hypothesis formulated was rejected.  

 



Performance Appraisal: Appraiser’s Discomfort and Stress 
 

© The International Journal of Indian Psychology, ISSN 2348-5396 (e)| ISSN: 2349-3429 (p) |    1982 

 

DISCUSSION 

Performance appraisal is the process of figuring out how well employees do their job in 

relation to a standard and communicating the received data to the employee. Performance 

appraisal is essential for providing employee feedback and training, deciding salary 

increases, determining promotion decisions, evaluating termination decisions, and 

conducting personnel research. The appraisal procedure can cause distress to both the 

appraisers and the appraisees being appraised. Most of the research done has explored the 

appraisal related distress in the employees, there is a lack of research from the points of view 

of the appraisers. The present study aimed to explore the relationship between performance 

appraisal discomfort and stress among employers during appraisal.  

 

This study was actualized with the objective of investigating the relationship between 

performance appraisal discomfort and stress among employers during appraisal time. The 

results specify that there is a positive moderate correlation, substantial but small 

relationship. Performance appraisal has been normally accepted as being stressful for both 

appraisers and appraisees. A single performance appraisal can make or break a career, 

making it an anxiety-provoking process. It can be supported by many research studies 

revealing that though performance appraisal is crucial to motivation, organisations face 

significant problems in effectively implementing performance appraisal systems and there is 

extensive dissatisfaction with their use (Nesbit & Wood, 2002). The positive correlation 

between PAD and stress suggest that the employers do feel stress when they conduct the 

performance appraisal process. Employers often feel reluctant to offer negative feedback. 

Even though this feedback might help the employees, it may also decline their motivation 

towards their goals or reject the feedback altogether and this is a major factor to lead to 

distress for the employers. While engaging in performance appraisal, the consequences of 

providing the feedback can generate stress for the employers. This can often lead to the 

leniency error (rating employees leniently) and low appraiser motivation (Nense et al., 1999 

and Tesser & Rossen 1975). 

 

There are several other reasons that could make the appraisal process potentially stressful for 

the employer. One of it could be external factors (factors outside the workplace) such as 

family discord and an unstable home environment. When any individual faces family issues 

their performance is negatively affected in the work sphere as well. In addition, if in an 

organisation, an individual employer is responsible for doing appraisals for all the 

employees, it can become extremely burdensome. This process can be especially taxing for 

someone new to appraisals. Furthermore, certain policies of the organisation can cause stress 

in the process. For example, if the appraiser hasn't got much chance to communicate and 

interact with the employees he's appraising, it'll lead to stress as he/she may feel the 

judgement is not based on complete information. In addition, if the appraiser is unable to 

justify his appraisal, guilt may set in. Sometimes company's policies may not allow for open 

communication of this sort. On the basis of appraisal, an employee may be given a salary 

raise or a position promotion without a salary raise, not being able to justify this decision 

may be a further stressor for an appraiser. Another factor that could be taken into 

consideration could be the health of the employer. If the employer has poor health condition, 

then it might lead to more stress and thus affecting the appraisal process of the employees. If 

there are a large number of employees to be appraised then it could also lead to the building 

up of the stress.  
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Other reasons because of which performance appraisal becomes stressful might be due to the 

appraiser’s own beliefs that led to the distortions in performance evaluation such as 

similarity error (When evaluators rate other people in the same way that the evaluators 

perceive themselves, they make a similarity error. That is, they project self-perceptions onto 

others); appraisers have the tendency to rate every employee at the upper end of the scale 

regardless of the actual performance of the employee known as leniency error or may rate 

every employee at the low end of the scale which is referred to as strictness error. These are 

some common errors that might impact the evaluation process and can lead to discomfort. A 

study done by Pettijohn et al (2000) reports that employees and supervisors alike often 

perceive the performance appraisal with fear and loathing Many managers are 

uncomfortable with the appraisal process and employees dislike receiving the appraisals 

(Milliman et al, 2002).  

 

Like Taylor et al. (1995) have shown, there is almost universal dissatisfaction on the part of 

both supervisors and subordinates with the performance appraisal process. This includes 

dissatisfaction with what is being rated, the instruments used to do the appraisals, the basis 

on which ratings are calculated, and how often they are conducted. The employers feel 

stressed while rating their employees and even choosing the appropriate measure for the 

same as they have to be cautious about preventing errors that might occur during the 

appraisal process such as the halo error, similarity error, central tendency error, etc. 

However even after having engaged in the appraisal process for several years and received 

adequate training, performance appraisal errors can occur subconsciously. Performance 

appraisal is a tiresome process and requires attention. If the relationship between the 

employer and the employee is not very straining, they share a good bond and then appraising 

is less burdensome on the employers. A study by Flaniken (2009) administered a research 

study on Performance Appraisal Systems in Christian Institutions. It was established that 

there was a significant quantity of dissatisfaction with the appraisal process due to (1) 

absence of leadership assistance for the appraisal process, (2) supervisors not being held 

responsible for the timely completion of their appraisals, and (3) the deficiency of training 

provided supervisors for doing performance appraisals appropriately.  

 

Overall, in this study it was seen that various factors lead up to a positive correlation 

between PAD and stress. However, there are also reasons that explain why this correlation is 

of an average degree such as the relationship between the employee and the employer, the 

years of experience of the employer in the appraisal process and the fact that they are not 

held accountable for the appraisals. Training is being provided as a means of intervention so 

that the interaction between the employer and employee is better and the employers stress 

levels are reduced. After an analysis of the results achieved it can be concluded that 

managers with a considerable amount of professionalism tend to learn how to deal with the 

performance appraisal discomfort and work stress plus to handle appraisals in a better 

fashion.  

 

Significance of the study 

The results of this research yield a few implications. It preaches extensive knowledge and 

awareness of the discomfort experienced from the employers’ point of view when 

administering performance appraisal. Given this, organizations could consider measuring 

performance appraisal discomfort as a training needs assessment for employers in 

management positions. This would not only help in reducing the discomfort felt, but also 

help in improving the accuracy of these evaluations. As a consequence, this would have 

practical implications on the performance of the employees, as through accurate and positive 
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nature of the feedback, there would be improvement in their performance. Lastly, this study 

adds on to the limited and restricted literature on the discomfort experienced by appraisers. 

(helpful for large MNCs). 

 

Limitations of the present study 

Because of the time constraint, the sample size was small and was confined to the urban 

population leading to generalization issue. Adding to it, the responses made by the 

participants might be socially desirable due to the online constraint because of the Covid 19 

pandemic. As it was a correlational study, it could not be determined various factors whether 

Performance Appraisal Discomfort leads to stress or personal reasons cause stress or if there 

were other factors contributing to it. Earlier research has been done mostly from the 

perspective of the employee and not the employer's perspective. No gender differences were 

considered in the present study which pose as another limitation. 

 

Suggestions for Future Studies 

Future studies can take into account gender differences that may be present in the experience 

of performance appraisal discomfort, as well as perceived stress. Future researches can also 

shift their focus towards the perspective of employees at the receiving end of a performance 

appraisal. Another possible consideration that can be accounted for in future research are 

individual differences in personality factors. Further studies related to this aspect can also 

focus on providing insights into the atmosphere and environment of the company which 

gravely determines the intensity and level of discomfort faced by the employers during 

performance appraisal. Studies conducted in future in the similar context may also be 

cautious of the fact that the size of the company (i.e., whether the company is big or small) 

can also affect the perceived stress levels experienced by the appraisers during the process of 

performance appraisal.  

 

CONCLUSION 

The variables, discomfort and stress, taken into consideration in this study correlated at a 

moderate level. To summarise, it was successfully concluded that the appraisers 

experiencing discomfort when administering performance appraisal were moderately 

correlated with the work stress they felt. This can be substantiated by assessing the fact that 

appraisals are not always positive and can create conflicts leading to discomfort, stress and 

unhealthy workplace environments.  
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