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Goal setting and appraisals: what’s supposed to happen?
“Goal setting is the process of consciously deciding goals you or the organisation want to accomplish and within what timeframe”. It is argued that goals that have been set either by an individual or an organisation affects performance and energises employees as they have something to work towards (Latham, 2004, Locke and Latham 2002). It is also suggested that goal setting increases persistence as individuals can have full control over how long they spend on a particular task. The distance from which the goal is set energises employees and creates a reduction in tension in the area in which the goal was originally set. Employees are committed to achieving the given goals they have a valid reason as to why they need to achieve. It has been found that based on a study on the effectiveness of goal setting, that 90% show that specific and challenging goals resulted in an increased performance compared to easy goals (Locke et al,. 1981).
Evaluation processes are used to explain why goal setting improves performance. Employees need feedback, knowledge of their performance. Monitoring goal progress is a crucial step from setting to attaining a goal (Harkin et al, 2016). This process motivates people towards specific attainment. Employees report stronger well-being when they can see progress being made towards their goals than they do after the goal has been attained (Klug and Maier, 2015). 
People seem to be driven less by the sense of an ending and more by making ground towards goals. Logic Models & Theories of Change are used to articulate goals and how we work towards them. Goal Setting should not be confused with creating competition. 
No consistent relationship between competition and performance. Competition motivates some employees to achieve, others become demotivated by competitive environment and avoid achieving due to fear of failure (Murayama and Elliot, 2012). The idea behind goal setting is it directs focus, makes them more energised, persistent and guides strategies to overcome barriers. 
What is Performance appraisal and how does it work?
Performance appraisal has several definitions though the most important thing to take away is that despite the two terms being used interchangeably performance appraisal and annual appraisal are not synonyms. In short, performance appraisal is the act of evaluating employee performance, in order to see the effectiveness of their individual input through the adaption of a predetermined criteria that employees are informed of and compared with (Griffin and Ebert, 2004, DeNisi and Pritchard, 2006). Building on this, Lazer and Wilkstrom (1977) state that for a performance appraisal to be beneficial it should be ‘job related, reliable and valid for the purposes its being used’. 
Generally, there are three main components; setting a criterion, comparing workers to the criteria and then providing feedback to the worker. Performance appraisal is commonly completed annually; however, could occur at any time either through self-assessment or applied by management. Carried out for two main reasons; development, to improve performance and motivation, and for administrative purposes, rewarding employees through career development or the termination of contracts in some cases. It should be noted that there is existing criticism surrounding performance management. McGregor (1957) proposes the need for appraisals to adjust their focus from the past to the future so to cultivate more realistic targets and goals. 
Three constructs exist for how appraisals work: Social comparison theory, we naturally compared our self to others, and it is that, that drives us (Festinger, 1954). Equity theory, we compare input and output with peers (Adams, 1965, Walster et al, 1978). The higher performers reaping higher rewards compels them to continue at this level and motivates the lower performance to produce higher quality work (Adams, 1965, Walster et al, 1978). Furthermore, Feedback intervention theory, when we are made aware of the difference between what we wish to achieve and what we are currently working at will motivate us to achieve what we want (Kluger and DeNisi, 1996). 
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Do Targets and Appraisals Generally Work?
A wide range of disciplines (e.g. management, medicine sports and more) have demonstrated positive effects of goal-setting interventions on performance outcome. Widely accepted that goal setting is effective for improving performance and steering in right direction. Goal setting also affects behaviour or achievement in areas other than workplace performance. Juncaj, (2002) argues that if appraisals are used correctly, it is considered to be an effective tool for providing feedback for development. 
Some scholars argue that goal setting cannot be used in all circumstances to improve motivation. From 61 controlled studies, 10000 subjects on how goals impact on learning outcomes. Studies showed an effect size of up to r=0.73 from -1 to 1 (where 0 is no correlation, -1 is perfectly negative effect and 1 is perfectly positive effect). This represents a large impact (Mesmer-Magnus and Viswesvaran, 2007). Studies also found that ‘interdependent’ goals make a moderate contribution to the performance of that team or unit (O’Leary-Kelly et al, 1994 & Courtright et al, 2015). 
Managers should use goal setting on a prescription basis, carefully considering negatives of such techniques. The overuse of very high goals can lead to diminished ability to control feelings, thoughts and actions- ‘self-regulatory capacity’- and unethical behaviour (Schweitzer et al, 2004 & Welsh and Ordonez, 2014). Detrimental outcomes are especially likely if someone falls just short of goal. Goals should not pressure employees with narrow targets and disregard other areas of job. This could have been the case in various corporate scandals; Lehman Brothers, Deepwater Horizon & Volkswagen. Goal setting can be powerful but needs to be used with care. If used wrong, it can lead to ‘distorted incentives’ as opposed to improved performance. 
The answer on whether appraisals work vary significantly. One study found that feedback makes a moderate improvement in performance, but this varies (Kluger and DeNisi’s, 1996). When given properly, feedback can be invaluable, if given poorly it can be very negative. Overall, performance appraisals tend to be effective to improve performance, but can decrease it in some circumstances. Taking into account the criticisms that appear in the management literature, companies are still likely to continue using performance appraisals despite the shortcomings (Lawler et al, 2012).
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