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１．Introduction 

TheJapaneseeconomyhasbeentrappedinalongtermrecessioneversincｅｔｈｅｂｕｒｓｔ 

ｏｆａｂｕｂｂｌｅｅｃｏｎｏｍｙａｎｄｔｈebusinessenvironmenthasbeentou9h．Theordinaryprofitof 

listedcompaniesinthefiscalyearendingthisMarchisestimatedtobe２０％lessthanthatof 

thepreviousterm・Thecompleteunemployｍｅｎｔｒａｔｅｉｓｏｖｅｒ４％andJapanesecompanles

arerapidlyshiftingtheirpersonnelsystemtothemeritsystemandperformance-based 

appraisalsystem・AccordingtotheMinistryofLabor'sl996SurveyonEmployment

Managemｅｎｔｉｎｔｅｒｍｓｏｆｔｈｅｂａｓｉｃｐｅｒｓｏｎｎｅｌｍanagementstyle，48.4％ofcompames 

emphasizｅ‘`meritsystem，，ａｎｄ41.7％ｕｓｅ“acombinationofsenioritysystemandmerit 

system.，，Ｉｎｔｏｔａｌａｓｍｕｃｈａｓ９０％ofcompamesaretlyingtointroducethemeritsystem， 

However，ｉｔｓｅｅｍｓｔｈｅｙａｒｅｓｔｉｌｌｎｏｔｃｌｅａｒｔｈａtwhatkindofmeritandperformancethey 

shouldhighlyappreciate・Inthispaper，theperfolmanceappraisalsysteminJapanese

Companies，Ｒ＆Ｄdepartmentsinparticular，ｗｉｌｌｂｅdiscussed・Aspecialattentionisgiven

toR＆DdepartmentsbecauseinvestmentsｉｎＲ＆Ｄ，accordingtotheNihonKeizai（1998)， 

increasedin3consecutiveyearsdespitethelonglastingrecessionafterthebubbleburstand 

JapanesecompaniesseemtoconsiderR＆Dactivitiesimportant・

Inthefollowingsections，firstlytherequirementsineffectiveappraisalsystem， 

secondlyperformancestandards，lastlytheappraisalprocess（ｗｈｏshouldevaluatethe 

performance，ｈｏｗｉｔｉｓｄｏｎｅａｎｄｗｈｅｎ）ｗｉｌｌｂｅdiscussedtakingexamplesofHONDA， 

SONY,SHARPandNECTheresultsofaquestionnairesurveybyFUjimura（1998）will 

alsobeintroduced、Inthissurvey，datewerecollectedfroml604middlemanagerswhoare

equivalenttosectionchiefsof24cooperativecompaniesandhowperformanceappraisalis 

conductedinpracticebythefrontlinemanagersisshown． 

２．RequirementsinEffectiveAppraisaISystem 

Whatarenecessaryconditionsofapersonnelappraisalsystem？Cascio（1989） 

includedrelevance，sensitivity，reliability，acceptabilityandpracticalityasnecessary 

requlrementsandstates：Relevanceimpliesthatthereareclearlinksbetweentheperform-

ancestandardsforaparticularjobandanorganization'sgoalsandclearlinksbetweenthe 

criticaljobelementsidentifiedthroughajobanalysisandthedimensionstoberatedonan 

appraisalform・Sensitivityimpliesthataperformanceappraisalsystemiscapableof

distinguishingeffectivefromineffeciveperformers・Reliabilityreferstoconsistencyof

judgment、Forananyglvenemployee，appraisalsmadebyratersworkingindependently

AnearlierversionofthispaperwaspresentedattheAsian-PacificHumanResource 

MaragementConference,Taipei,Taiwan,March5-ql999. 
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ofoneanothershouldagreeclosely．Acceptabilityimpliesthathumanresourceprograms 

musthavethesuppｏｒｔｏｆｔｈｏｓｅｗｈｏｗｉｌｌｕｓｅｔｈｅｍ・Practicalityimpliesthatappraisal

instrumentsareeasyformanagersandemployeestounderstandandtouse・Relevance，

sensitivityandreliabilityaretechmcalrequlrements，andacceptabilityandpracticalityare 

requlrementsforimplementation 

lmano（1996）proposedobjectivity,fairness，transparency,andadditiveprmcipleas 

necessaryconditionsforanappraisalsystem・Sincetheresultsofanappraisallargely

influencepromotion／demotionandwages,afairevaluationshouldbegivenobjectivelyand 

understoodbyemployees、Recently，ａfocusisgiventotransparentnatureofthesystemin

whichpersonnelevaluationrules，criteriaandresultsaredisclosedtotherateetofacilitate 

theirunderstanding，Healsoexplainsthatanadditiveprincipleisemphasizedinorderto 

motivateemployeestochallengetoinnovationwithoutfearｏｆfailure・

Honda，forexample,statesthatanepoch-making,coreidea（concept）isnecessary 

formakinggooddifferentiatedproducts、Essentialcreationisindispensableanditis

necessarytoleavethefactoryculturewhichhasgovernedtheJapanesestylemanufacturing・

Thisfactorycultureemploysscientificmanagement，standardizationandsimplification． 

Inordertoavoidinfluencesofindividualdifferencesofabilityuponproductivity， 

egalitarianismhasbeenthecoreoftheappraisal，Ｈａｒｄworking，patience，acquilingskill， 

notdisturbingharmonyofanOrganization，andteamworkhavebeenhighlyevaluated・

Certainly，thisuniformpersonnelsystemwasadrivingforceinproductivityimprovements 

infactories・However，socalledblue-collarworkersdecreasedinnumberandwhite-collar

workersareincreasingrecently・Thepreviouspersonnelsystemisnomoreapplicable・In

thecomingintellectualandcreativesociety，“fromequalityｔｏfairness”ｉｓｔｈｅｋｅｙｗｏｒｄ 

ａｎｄｆａｉｒｎｅｓｓｓｈｏｕｌｄｂethebasisofthepersonnelsysteminthefuture・

SonyfurtherstatesthatR＆Dmembersshouldbejudgedfairlywithaclearobjective 

basedonadisclosedcriteria、Ｂｕｔｉｔｉｓｏｆｔｅｎｔｈｅｃａｓｅｔｈａｔｔｈｅａｐｐｒaisalonlyshowsthe

degreeofsatisfactionoftherater・Figurelshows6itemsSonyconsidersnecessaryfor

appropriateappraiｓａｌｏｆＲ＆Dmembers． 

Figurel：RequirementsforCorrectEvaluatioｎａｔＳｏｎｙ 

LBoththepersonwhoevaluatesandtｈｅｏｎｅｔｏｂｅｅｖａｌｕａｔｅｄｈａｖｅｃｏｍｍｏｎｕｎderstandingas 
toperformancestandardsorthegoaltoachieve、Itisdesirablethattheyareexpressed
quantitativelyasmuchaspossible、

2．Naturally，theprimaryevaluationisconductedbasedontheachievementofobjectivesｓｅｔ 
ｉｎｔｈｅｓｔａｒｔｏｆｔｈｅｐｅｒｉｏｄ、Inaddition，theprocessofachievement，secondaryeffect，
cooperationIoothersandotherdepartmentsshouldbetakenproperlyintoconsideration 
fortheoveralleＶａｌｕａｔｉｏｎ、

３．Evaluationshouldbegivenasfairaspossiblebyaskingmorethanoneperｓｏｎｉｎａｄｄｉｔｉｏｎ 
ｔｏtheprimaryraterandbyadjustingtherelativelevolwiththeotherdepartments、

４．Theappraisalresultshouldbeaccuratelycommunicatedtotherateeandcomparedwith 

theratee,sself-appraisaLIfthereisagapbeｔｗｅｅｎｔｈｅｔｗｏ，ｔｈｅｒｅａｓｏｎｂｅｈｉｎｄｔｈｅｇａｐ 
ｓｈｏｕｌｄｂｅｍutuallyandthoroughlyunderstood、

５．Theratershouldunderstandthattheappraisalisconductednotonlyfortheevaluationof 
thepastperformancebutforsupportingtheresearcherstogrowinthefutureandbearthe 
betterfruits、

６．TheratershouldbefullyawareofthefactthatevaluationalwaysholdssubjecLivenessand 
arbitrarinessandthatevaluationofthesubordinatesmeansevaluationofoneself． 
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InFUjimura'ｓ（1998）survey，managerswereasked：“Doyoufindanyproblemsin 

theappraisalsystemofyourcompany？，169.5％ofmanagersfoundproblems，23.2％did 

notseeanyseriousproblems，２５％ｗａｓｎｏｔｓｕｒｅａｎｄ４９％ｄｉｄｎｏｔｇｉｖｅａｎｙａｎｓｗｅｒｓ・

Ａｌmost７０％ofmanagersseesomeproblemsintheevaluationsystemoftheircompaniesand 

veryfewofthemthinkthattheappraisalsystemofJapanesecompamesisreliable 

Therequirementsofipersonnelappraisalsysteminclude：eachemployeerecognizesthe 

systemtobefair，andtheyperceivethateffortsimproveperformancewhichenablesthemto 

getrewardstheyexpect．Ｉｎｏrdertorealizethis，theabovementionedrequirementsshould 

besatisfiedintheappraisalsystemanditisindispensablethattheproblemsassociatedwith 

theimplementationofthesystemaresolved． 

３．PerformanceStandards 

Theperformancestandardsmustcoverboththejobcontent（whatshouldbedoneand 

areexpected）andthelevelofperformance（howwellitmustbedone)．Suchinformation 

shoudbeclearlysｈｏｗｎｔｏｂｏｔｈｔｈｅｓｕｐｅｒｉｏｒａｎｄｔｈｅｓｕｂordinates・

Accordingtolmano（1996)，theperformancestandardsofJapanesecompanies 

generallyconsistof3domains：ability，attitudefortaskandperformanceaｓｓｈｏｗｎｉｎｔｈｅ 

ｆｉｇｕｒｅ２・Theabilityandtheattitudeareinputtothetaskandperformanceistheoutput

whichisshownthroughtheｔａｓｋ、Intheevaluation，thereare3methodsnemely，

evaluationbythesizeofinput，ｂｙｔｈｅｓｉｚｅｏｆｏｕｔｐｕｔａｎｄｂｙｔｈｅｃｏｍｂｉｎａｔｉｏｎｏｆｔｈｅｔｗｏ・

Themethodsbasedoneitherinputoroutputonlyhavebothadvantagesanddisadvantages・

Japanesecompaniesthereforeestablishtheirperformancecriteriabyproperlycombiningall 

three;abilityandattitudｅ（input）andperfolmance（output） 

Figure2：RelationbetweenEvaluationDomainandTask 

(Inputfromperson） 

Ability 

(Stablelnput） (LaborOutput） 

Performance 

Attitude 

Wariablelnput） 

Source:Imano，Koichiro・JinjiKanriNyumon（IntroductiontoPersonnelManagement)，

NihonKeizaiShimbun,1996,ｐ､９０． 

Theevaluationinthese3domainsarecalledabilityevaluation，attitudeevaluation， 

performanceevaluation，respectively・Theseevaluationsconsistofmorethanone

evaluationitems（elements)．Accordingtolmano（1996)，theabilityevaluationincludes 

itemssuchasknowledge,skilLunderstanding,explanationcapability,judgment，planning 

capability，leadershipandnegotiationcapability・Theattitudeevaluationincludespositi-

veness，senseofresponsibility，cooperativeness，discipline，innovativｅthinking，training 
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anddevelopmentofsubordinates，andcompany-wideviewpoints・Astotheperformance

evaluation,ＭＢＯ（ManagementbyObjectives）arebeingadoptedaswillbediscussedlater 
indetaiL 

LetusnowlookatapracticalexampleofSony・Althoughtherearesomedifferences

duetotherankofresearchersandthejobcontents,evaluationisgivenbasedgenerallyon 

３aspects;achievementoftheobjective,researchresults,abilityofandattitudetoresearch 

ａｓｓｈｏｗｎｉｎｔｈｅｆｉｇｕｒｅ３． 

Figure3：MajorEvaluationltemsatSony 

１．AchievementofObjective 

（１）Levelofachievement 

（２）Difficultyoreaseoftheobjective 
２．Research 

（１）Intellectualpropertyrights（patentapplication，qualityandimportanceofpatent， 
awardforpatent，etc.） 

（２）Activitiesinthecompany（technologytransfer，technicalsupport，technicalreport， 
activitiesincompanycommittees,contributiontootherdepartments,etc.） 

（３）Activitiesoutsideofthecompany（presentationatacademicsocietymeeting，paper 
publication，invitedlecture，activitiesinacademicsocietyandindustry，announcement 

innewspaper，etc.） 

３．ResearchAbilityandAttitude 

（１）Creativity，originality，andexpertise 

（２）Independence,positiveness,challengetodifficulttasks，andregistancetostress 
（３）Cooperationinteamworksandtootherdepartments，trainingsoffollowers，ａｎｄother 

overanattitudetowardtasks 

Theweightofeachevaluationitemdiffersindifferentkindofjobs・Forexample,if

aprojectisexpectedtobeartheresultinashortterm,theprojectleaderisexpectedtobe 

goodinachievingtheobjective・TheprOjectmembersareevaluatedbytheresearch

performanceaswellastheachievementofthegoaLIfaresearcherengagesinalongterm 

basicstudy,ｈｅ／sheisevaluatedmainlybytheresearchresults．’ｎgeneralＲ＆Ｄjobs， 

attentionsareglvenbothtoobjectiveaccomplishmentandresearchresults・Research

abilityandattitudeareevaluatedinlongtermperspectiveandtheevaluationresultsareused 

asimportantmaterialsforjudgingsalaryincreaseandpromotion・

AtHonda，itisconsideredthatR＆Dactivitiesarelargelyinfluencedbyaptitudeof 

people，TheydevelopedsocalledtheMultipleAptitudeObservationMethodtofindthe 

aptitudeofR＆Ｄｍｅｍｂｅｒｓａｔａｎｅａｒｌｙｓｔａｇｅａｎｄｔｏａｌｌocateandtrainthemanpower 

accordingtotheiraptitude・Ａｓｓｈｏｗｎｉｎｔｈｅｔａｂｌｅｌ，theaptitudeofresearchersare

largelyclassifiedintoabilityaspectsandpersonalityaspects・Ｉｎｔｏｔａｌｔｈｅｒｅａｒｅ３６ｉｔｅｍｓ

ａｎｄｔｈｅｏｂserverevaluateseachiteminto7gradesusingamarksheet． 
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Ｔａｂｌｅｌ：OutlineofObservationltemsatHonda 

Afactoranalysiswascarriedoutfor36observationitemsandtheresultshowed4 

factorsbehindtheitems，namely，management（administrativeskill)，research（researCh 

andtechnicalskill)，interpersonalrelations（friendlinessandhumanskill）andmotivation 

(motivationandwillingness)．Thefactorscoresoftheindividualswereputinto4-axis 

diamondgraphs・Ｉｔｗａｓｆｏｕｎｄｔｈａｔｔｈｅｓａｍｅｔｙｐｅｏｆｔｈｅresearchersshowsimilarshapeof

thegraph・Ｆｏｒexample，productdevelopmentteammembersseemtoneedmotivationand

interpersonalrelations・AgeneralmanagerneedsexcellentadmimstrativeskilLAproject

leaderneedsoverallbalancedabilityandmotivation．Ｂａｓｅｄｏｎｓｕｃｈｄａｔａａｎｄ 

Ｃ]asBification Viewpoints Observationltems 

Technical 

Skill 

Variables 

knowled gｅ andskillinarea‐ 

specificmethods，treatments， 
procedure，etc． 

theoreticalexpertknowledge 
expertskill 

wide-rangingknowledgeinthe 
specialty 

generalknowledge（socialscience） 

Thinking 
Variables 

thinkingabilityandstyle 
manifestedinexecutionoftask 

useofinformation 

applicationofknowledgeandskill 
abstractandlogicalthinking 
practicalandconcretethinking 
logicalandsystematicthinking 
mlcroscoplcvlew 

macroscoplcvlew 

originalｉｄｅａ 
soundideH 

graspingandpointingoutthe 
problems 

insightintothepresentcondition 
futureprojectionandforecasting 
planningability 

Administrative 

Skill 

VariableS 

Hdministrativeskillinanarrow 

senseandmanifestedability 
andfeaturesinexecutionoftask 

abilitytonegotiateandcoordinatｅ 
joballocation 

sellingofprojectandstudytheme 
senseof eｃｏｎｏｍｙ 

scheduleplanningandcoordinatio、

FＩｕｍＨｎ 

Skill 

Variables 

abilityandfeaturesmanifested 
1， ｄｏｉｎｇｗｏｒｋｓｉｎｔｅａｍａｎｄ 
Organization 

leadership 

manpowertraining 
listeningability 
cooperativenature 
(coordinationability） 

Motivation 

Variables 

willingnessandeagerness 
whichtriggeractiontowardan 
objectiveanｄｔａｓｋ，abilityｔｏ 
maintainandpromoteaction 

challengespirit 
enthusi2sTn 

patienceandperseverance 
vitalit ｙ 

desireｔｏ 1ｍprove oneself 

F】rnotional

Variables 

behaviorandattitudewhich 

characterizepersonalityin 
dailybusiness 

senseofresponsibility 
belief 

acceptanceofcriticism 
emotionalstabiIit ｙ 

attractivepersonality 
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understandingoftheaptitudeofeachresearcher，theyaretlyingtoimplementastrategic 
careerdevelopmentprogram・

AtSharp，evaluationofresearchersiscarriedoutbythepersonnelsystemcalledCM 
(CreativeManagement）ⅡTheCMactivitiesstartedinl985andthenwererevisedinl995 

intothecurrentCMLInCMactivities，thebasisisPDCAcycleinwhichindividualsset 

theobjectiveontheirowninitiative（Plan),implement（ＤＣ),consulttheirsuperior（check） 
andcarryoutmeasures（Action)，prerequisitesbeingtheirvectorismatchedwiththewhole 

companypolicyandtheworkplacepolicy、Ｔｈｅａｉｍｏｆｔｈｅｓｙｓｔｅｍｉｓｔｏｅｓｔａｂｌｉｓｈan

organizationalclimateinwhichindependenceandcreativityofemployeesarehigmymotiv‐ 

ated、ＣＭⅡattachesimportancetobothindividuarsexpertisewhichistheoriginofcrea‐

tivity，andcooperativeabilitywhichpromotescreativityinanorganization・Without

overemphasizingtheresultandachievement，theyfocusontopicfindingabilityand 
innovativeabilityandtrytoappropriatelyreflectthedegreeofcontributionｔｏｔｈｅｔａｓｋａｎｄ 

ｓｔａｔｕｓｏｆｍｏｔivationonpromotionsothatqualificationandwagesystemisapplied 

accordingtoemployee'ｓability，ＢａｓｅｄｏｎｔｈｉｓＣＭⅡtheresearchersinthetechnology 
division（SharpＲ＆Ｄ）areevaluatedintwoaspects:contributiontothebusinessandthat 

tothegenericandcoretechnologyinthefuturebusiness・Thecontributiontothebusiness

haｓｔｗｏｄｏｍａｉｎｓ，oneiscontributiontotheproductscurrentlyonthemarketandtheother 

iscontributiontofuturebusinesｓｓｕｃｈａsstrengtheningtheexistingbusinessandcreatinga 
newbusmess，Itisfurtherdividedintotwo：shorttermcontributionwhichisevaluatedin 

lto2yearsandmiddleandlongtermcontributionwhichisevaluatedin3to5years・

Thecontributiontothegenelicandcoretechnologyinthefuturebusineｓｓｉncludespatent 

application（numberofinventionitems，ｎｕｍｂｅｒofexcellentinventionawards，patent 

evaluationscore,etc.）andpresentationinconferences（paperpresentationinJapanand 
abroad,participationinexhibitions,announcementinnewspaper,etc.)． 

Theevaluationitemsandtheweightgiventoeachitemdifferaccordingｔｏｔｈｅｒａｎｋ 

ａｎｄｊｏｂｃｏｎｔｅｎｔｏｆｔｈｅｒｅｓearcher・FUjimura（1998）reportedthatevaluationitemsand

judgmentcIiteriaofeachitemareshowntothesubordinatesby67％ａｎｄ57％ofthesuper-

iors，respectively，However，ｔｈｅｗｅｉｇｈｔｏｆｅａchevaluationitemisshownonlyby44％of 

superlors、１ｔseemsnecessarythattheevaluatioｎｉｔｅｍｓａｎｄｔｈｅｗｅｉｇｈｔｏｆｅａｃｈｉｔｅｍａｒe

showntothesubordinatessothattｈｅｙｃａｎｗｏｒｋｋｎｏｗｉｎｇｗｈａｔｃａｎｇｉｖｅｔｈemagoodeval‐ 
uation． 

４．AppraisaIProcess 

（１）Whoevaluates？ 

Thepersonwhodoesappraisalneedsｔｏｓａｔｉｓｆｙｔｈｅｆｏｌｌｏｗｉｎｇｔｗｏconditions・At

first，ｔｈｅｐｅｒｓｏｎｓｈｏｕｌｄｂｅｗｅｌｌａｗａｒｅｏｆｔｈeperformancestandardsandbeintheposition 

thatallowshimtoobservethesubordinates，workforacertainperiod（６monthsfor 

example)．Secondly,thepersonshouldbemotivatedtodoanaccurateappraisalandhas 
enoughskillofdoingso・

InJapanesecompanies，ｉｔｉｓｕｓｕａｌｔｈａｔｔｈｅｉｍｍｅｄｉａｔｅｓｕｐｅｒiordoesthewholeap‐ 

praisaLThepersonwhosatisfiestheaboveconditionsmayincludethepeｅｒａｎｄｔｈｅ 
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subordinatesinadditiontotheimmediatesuperior、Eachoneofthemcanobservea

particularaspectoftheratee・Ｆｏｒexample，thesuperiorisinthebestpositionｔｏｏｂｓｅｒｖｅ

ｈｏｗｗｅＵｔｈｅｒａｔｅｅｉｓｄｏｉｎｇｔｈｅｇｉｖｅｎｊｏｂａｎｄｔｏｒｅｌａｔｅｔｈｅｒａｔｅｅ'sperformancetothe 

objectivesofthedepartmentandthecompany．Thepeerisinagoodpositiontoobserve 

whethertherateeiscooperatinｇｗｉｔｈｔｈｅｐｅｅｒｉｎｔｈｅｊｏｂ、Thesubordinatesareingood

positionstoseeextentofautholitytransferbytheratee，communicationskill，styleof 

leadership，ａｎｄｅｘｔｅｎｔｔｏｗｈｉｃｈｈｅｏｒｓｈｅｐｌａｎｓａｎdorganlzes・

Ifaratee'sjobisnotlimitedtoinhouse,itisdesirabletohaveevaluationbyclients 

andsuppliers・Suchevaluationoftenbringsinauniqueinformationwhichcannotbe

obtainedfromtheinhouserater、Takinganexampleofaresearcherwhoisengagingina

studywhichsearchesforunknownbasics，itisverydifficultforpersｏｎｉｎｔｈｅｃｏｍｐａｎｙｔｏ 

ｃａｒｒｙｏｕｔｔｈｅｅValuationanditisusefultorefertotheevaluationmadebythespecialistswho 

areactiveinacademicsocieties・

Ｉｎｓｏｍｅｃａｓｅ，self-appraisalisaddedtotheprocess、Thiswillimprovethe

motivationoftherateeandofferasmoothdialoguebetweentheimmediatesuperiorandthe 

rateeonthefinalappraisalresults・Howevertheself-appraisalisoftenmoregenerousthan

theappraisaｌｂｙｔｈｅｓｕｐｅｎｏｒｏｒｔｈｅｐｅｅｒ・Ｔｈｅｓｅlf-appraisalresultshouldbeusedas

informationforfutureabilitydevelopmentratherthanasmatelialforpromotionandsalary 
lncrease･ 

ＬｅｔｕｓｌｏokatapracticalexalnpleofHonda・Asitwasmentionedbefore，Honda

developedtheMultipleAptitudeObservationMethodwithanaimtofindtheaptitudeof 

individualsatanearlystageandassignandtrainthemproperlyaccordmgtotheiraptitude・

Inthismethod，ａｓｓｈｏｗｎｉｎｔｈｅｆｉｇｕｒｅ４，ｔｈｅｓｕｂｊｅｃｔｉｓevaluatedmultilaterallyby 

immediatesuperiorandsuperiorsofrelateddepartments，ｔｈｅｐｅｅｒｉｎｔｈｅｓａｍｅｓｅｃｔｉｏｎａｎｄ 

ｉｎｔｈerelateddepartments，immediatesubordinatesandsubordinatesintherelateddepart‐ 

ments，ａｎｄｂｙｈｉｍｓｅｌｆｏｒｈｅｒｓｅｌｆＡｔｆｉｒｓｔ，theobserversareaskedfollowing3questions： 

"howmanyyearsdoyouknowthisperso、？”，“ｈｏｗｍｕｃｈｄｏｙｏｕｋｎｏｗａｂｏｕｔｈｉｓ／her

wayofdoingthejobandthepersonality？'’ａｎｄ“howlongdidyouworkwithhim／her？” 

Bythis,thelevelofacquaintancebetweenthesubjectandtheobserversisjudgedbasedon 

whichthefinalselectionoftheobserversiscarriedout、Onepersonisobservedonaverage

by２５．５persons，andoneobewesonaverage66persons． 

Figure4：SelectionofObserversinHonda 
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Whoevertherateris，ｈｅ／sheisrequiredofaspecialskillmobservationandneeds 

knowledgeofhowtoavoiderrorswhichfrequentlyhappenintheprocessoftheappraisaL 

AccordingtoFUjimura（1998),however,only5.7％ofmanagersreceivetheratertraimngon 
regularbasis、72.1％ofthemanagersreceivetheratertrainingonlyoncewhentheyare

promotedtoaratingposition（generallysectionchief)．23.1％ofthemanagersreceivethe 

trainingnonregularlytimetotime，TherefOrethemanagerswhoreceivetheratertraining 

morethanoncearelessthan30％、Henemanetal．（1980）reportedinastudythatthe

evaluater,sintelligence，supervisoryskill，cognitivecomplexity，andanalyticalthinking 
abilityinfluenceontheevaluationresults、Ｉｔｉｓａｌｓｏｍｅｎｔｉｏｎｅｄｔｈａｔｔｈｅａｇｅａｎｄｓｅｘｏｆｔｈｅ

ｒａｔｅｒｉｓｒｅｌａｔｅｄｔｏｔｈｅｒｅｓults、Itisimpossible，therefore，toacquiretheevaluationskill

withoutreceivingspecialratertrainings・Japanesecompaniesshouldputpriorityonthe

ratertraining． 

（２）Howtheappraisalisdone 

ThefrequentlyusedinperformanceevaluatioｎｉｓＭＢＯ（ManagementbyObjectives)． 

Thisisaprocessinwhichthebossandthesubordinatetogethersettheobjectiveinthe 

beginningoftheevaluationterm，measuretheachievementsintheendｏｆｔｈｅｔｅｒｍ，and 

evaluatetheperformanceincomparisontothesetobjective・Whenthefinalevaluationis

glven，thebossgivesfeedbackoftheevaluationresultstothesubordinatｅａｎｄｔｒｉｅｓｔｏｇｅｔ 
ａｇｒｅｅｍｅｎｔｏｎｔｈｅｅｖaluationcontents・

ＴｈｉｓＭＢＯｉｓｅｍｐｌｏｙｅｄｍＳｏｎｙａｎｄＳｈａｒｐ、TherearemanymethodsexistinginSony

forevaluationofachievementsofindividualresearchers，ｂｕｔoneoftypicalappraisalis 

evaluationforbonuswhichisdoneeveryhaｌｆａｙｅａｒｓｈｏｗｎｉｎｔｈｅｆｉｇｕｒｅ５． 

Figure5：AppraisalProcessatSony 

Beforethestartoftheevaluationperiod（６monthsLeachresearcherdiscusseswith 

theimmediatesuperlorandconfirmsjobcontentandtheobjectivetoachieve・Ｗｈｅｎｍｏｓｔ

ｏｆｔｈｅｐｅｎｏｄｉｓｏｖｅｒ，thesupeliorcheckstheextentofachievementssofarandholdsan 

appraisalinterviewtoconfirmtheresearcher，sownviewofachievements、Ｔｈｅｙａｌｓｏtalk

andconfirmthejobcontentandtheobjectiveofthenextperiod，Aftertheperiodisover， 

theimmediatesuperiorgivestheprimaryevaluationbasedontheextentofachievementof 

objectivesandtheotheritemsinthefigure3・Thenthehighermanagememgivesthe

Discussionandconfirmationoftaskandobjectivestoachieve 

Midtermconfirmationofprogressinachievements 

Appraisalbasedontheextentofachievementsofobjectives 

Feedbackofthefinal ａｐｐｒａｌｓａ lresulttotheresearcher 

↓ 
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secondaryevaluation,thepersonneldepartmentdoesoveralladjustmentsandtheappraisal 

isfixedfinally・Ａｔｔｈｅｔｉｍｅｏｆｂｏｎｕｓｐａｙｍｅｎｔ，thefinalappraisalresultisconveyedtothe
researchenlftheresearcherisdissatisfiedwiththeresult，athoroughdiscussionsession 

isheｌｄ・Thisevaluationprocessisbasicallysameforthemanagersabovetheassistant

sectionchiefandthebargainables，thoughthereareslightdifferencesaccordingtotherank 

andthejobcontents 

Next,letuslookattheexampleoftheManagementbyObjectivesinSharp、Inthe

company,theycallthisasCMsystem、Inthebeginningofthetelm,majorpolicies（middle
rangebusinesspolicyofSharp，３－yearplanofthetechnologydivisio､，basicpolicyofthe 

year,andbasicpolicyoftheresearchinstitute）arebrokendowntoreflectonthejobcont-

ent,objectiveandthescheduleofeachresearcher・Progressinactivitiesisconfinnedevery
monthlntheendｏｆｔｈｅｐｅｒｉｏｄ，theresearcherdoesself-appraisalofthehalf-period 

achievementsofjobandobjectiveby5grades、Thentheresearchermeetstheheadofthe

departmenttodiscussthecontentsofself-appraisalandreceivecommentbeforethe 

appraisalisfixed・Ｔｈｅａｉｍｓｏｆｔｈｅｓｙｓｔｅｍａｒｅｔｏｓｅｅａｇｒｅementbetweenwhataresearcher

saysandwhathe／shedoes，todistinguishrightfromwrongandtomaketheresearcher,ｓ 

ｏｗｎｓｅｎｓｅｏｆａｃｃｏｍｐｌｉｓｈｍｅｍａｎｄｔｈｅresultoftheappraisalconsistent・

Next，theperformanceevaluationsystemofscientistsatNECResearchInstitute 

(NECDwillbeintroduced・

Ｔｈｅperformanceevaluationisconductedforallthescientistsexcludingfellow 

scientistsontheachievementsｉｎｔｈｅｐａｓｔｏｎｅｙｅａｒ・Eachscientistsubmitsareportonthe

resultsofthestudiesconductediｎｔｈｅｐａｓｔ３ｙｅａｒｓｔｏｔｈｅＣＳＶＰ（computersciencevice 

president）ｏｒｔｈｅＰＳＶＰ（physicalsciencevicepresident)．Thisreportshouldcover5 

items:（１）studyresults,conclusion,andmajorhighlights，（２）summaryofprogressin 
studies，（３）activitiesinNECI（contributionstoinfrastructure,recruitment,andseminar)， 

（４）activitiesasspecialistoutsideofthecompany,ａｎｄ（５）publications（thosepublished 

andcontributed)，technicalreport，oralpresentations，patentapplication，andregistered 

patents・

Theevaluationofascientistisatfirstgiveninanevaluationcommitteｅｃｏｍｐｏｓｅｄｏｆ 

２or3seniorscientists、Meritsandimprovementitemsofeachscientistarepointedoutin

thecommitteeandadraftevaluationchartismade・Ifpromotionofascientistisconsi-

deredevaluationoutsideofthecompanyiscollectedbyphoneandletterswhichisusedas 

anindex・Thedraftevaluationchartmadebythecommitteeisdeliberatedintermsof

appropriatenessbythevicepresidentofthedepartmentandthefellowscientistsinthecase 

ofaseniorresearchscientist，ａｎｄｂｙｔｈｅｖｉｃｅｐｒｅｓｉｄｅｎｔｏｆｔｈｅdepartment，thefellow 

scientistsandtheseniorresearchscientistsinthecaseofaresearchScientist，Some 

modificationsaremadewhennecessary、Thedeliberationresultsaresubmittedtothe

directors,meetingandthefinalappraisalisgiven，Thecurrentevaluationandtheprevious 

evaluationarecomparedandthefmalappraisalisgivenby5grades，ｆｒｏｍ“muchbetter 

thanexpectation，，ｔｏ“muchworsethanexpectation.，，Theresultisreflectedonthe 

salarｙｏｆｔｈｅｎｅｘｔｙｅａｒ，Thefinalappraisalresultisnotifiedtoeachscientistbythecontact 

vicepresidentandfiledafterconsentofthescientist．Ⅱascientistisdissatisfiedwiththe 

result，ｈｅ／shemustsubmitawrittenreporttothepresident・Discussionisheldwhe、
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necessary，ｂｕｔｔｈｅｒｅｓｕｌｔｗｉｌｌｎｏｔｂｅｃｈａｎｇｅｄｂａsically・

FortheappraisalbytheManagementbyObjectives，itisveryimportantthatthe 

superiorandthesubordinateagreeeachothertotheclearobjectiveinthebegｉｎｍｎｇｏｆｔｈｅ 

ｔｅｒｍ・AccordingtoFujimura（l998Lhowever，asurveyontimeforappraisalinterview
peronesUbordmateshowedthat７％ofthemanagersusedlessthan30minutes，３４％ｕｓｅｄ 

ｍｏｒｅｔｈａｎ３０ａｎｄｌｅｓｓｔｈａｎ６０minutes・Ｉｎｔｏｔａ１４１％ofthemanagersusedlessthanone

hourfortheappraisalinterview、Supposeifamanagerhasanintervieｗｗｉｔｈａｓｕbordinate

twiceayear，onesessionislessthan30minutes・Ｔｈｅｎｉｔｉｓｏｎｅｗａｙｃｏｍｍｕｍｃａｔｉｏｎｆｒｏｍ

ｔｈｅｓupenortothesubordinateandthesubordinatecannotfullyexpresshis／heropinions、

Thiswillnotenabletoestablishafairperformancestandard、Further，managerswere

askedwhethertheydisclosedtheappraisalresultstothesubordinatesandonly54％didsQ 

Subordinatesdonotknowhowtheyareevaluatedandcannotgiveconsenttotheappraisal 

result・Itseemsimportantthatmanagersfullyexplaintheappraisalresultstothe
subordinatesinaninterviewsothattheirconsentisobtained． 

（３）Whenshouldappraisalbedone？ 

ItisgeneralinJapanesecompamesthatperfoImanceandattitudetowardjobare 

appraisedtwiceayearandabilityisappraisedonceperyeanTheresultofperformance 

andattitudeappraisalsisreflectedonbonusandthatofabilityappraisalonpromotion・

ＩｎＳｏｎｙｆｏｒexample，researchersaswellasotheremployeesreceiveappraisalfor 

salaryincreaseonceperyear，ｔｈａｔｆｏｒｂｏｎｕｓｔｗｉｃｅｐｅｒｙｅａｒａｎｄｔｈａtforpromotiononceper 

year、hladdition,evaluationforliseinrank（orviceversa）andawardingareglvenwhen
opportunityrisea 

AccordingtoFUjimura（1998),６９％ofmanagersstated：“Idonottakerecordofhow 

mysubordiｎａｔｅｓｄｏｔｈｅｗｏｒｋｂｕｔｌｔｒｙｔｏｅｖａｌｕａｔewholeperiod.，，Ｏｎｌｙ１５％ofmanagers 

answered：“Itakerecordofsubordinates'worksothatlcanevaluatetheperformancein 

thewholeperiod・'’１１％ofmanagersmentioned：“Itrytoevaluatethewholeperiodbut

tendtobeinfluencedbytheperformanceinseveralmonthsbeforetheappraisaldate.”It 

isverydifficultforamanagertorecollectthesubordinate'ｓｗｏｒｋｉｎｔｈｅｐａｓｔ６ｍｏｎｔｈｓ 

ｗｉｔｈｏｕｔａｎyrecords・Takingrecordfortheevaluationinthewholeperiodseemstobe

important． 

５．ConcIusion 

ManyJapanesecompaniesarenowtryingtoshifttheirperformanceappraisalsystem 

towardmelitsystemandperformance-basedappraisalsystem・Asstatedabove，however，

theemployeesarenotconvincedoftherequlrementsintheappraisalsystemnorthe 

performancestandards，Itwasmadeclearthattherearestillmanyproblemsintheprocess 

ofperformanceappraisaLItisamajorfutureissueforJapanesecompaniestoestablish 

theperformanceappraisalsystemandimplementiteffectively． 
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