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Using Rating Systems 

The arguments for and against ratings are presented below, along with our conclusions. 

  

Arguments for and against rating    

The arguments for rating are these: 

 

 It is not possible to have performance-related pay without an overall rating (assuming 

performance-related pay is wanted or needed). 

 It provides a convenient means of summing up judgements so that high or low 

performances can easily be identified (as long as the judgements are consistent and fair). 

 It can provide a basis for predicting potential on the assumption that people who perform 

well in their existing jobs will perform well in the future in different jobs.  However, past 

performance is only a predictor of future performance when there is a connecting link i.e. 

there are elements of the present job that are also important in a higher-level job. 

 They let people know where they stand.  However, the manager’s opinion must be 

honest, justified, and fair, and the numbers or letters must convey what is really felt, and 

have real meaning in themselves. 

 

The arguments against ratings are these: 

 

To sum up the total performance of a person with a single rating may be a dangerous 

oversimplification of the complex set of factors influencing performance, some of which, such 

as systems factors, may be beyond the person’s control.
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Using Rating Systems 

 Consistency between raters is difficult, and often time-consuming to achieve. 

 Managers generally find it difficult to answer the question ‘What do I have to do to get a 

higher rating?’  Or, even worse “Why did you rate X higher than me when my results have 

been much better?” 

 Rating can encourage managers to be dishonest, probably for an easy life.  Either they 

rate everyone in the middle of a five-point range or the second point down in a four-point 

range (this is the so-called central tendency). 

 Rating can turn what should have been an open, positive, and constructive quality 

discussion into a top-down judgmental exercise.    

 

Conclusions  

It is our view that using a rating scale could jeopardise the integrity of any new Performance 

Management System, and for this reason we would advise not incorporating ratings into a 

system. 

 

In terms of best practice, although ratings are often considered to be common practice, it is 

interesting to note that many organisations with performance management systems do not 

require an overall rating. 

 

We do understand, however, that ratings are often seen as a cultural issue ie if organisations 

and managers are used to rating performance will they be able to ‘cope’ with a system that 

relies on a quality dialogue rather than numbers? 

 

We believe that ultimately this is a decision best made by the business, and on this basis we 

have set out below some key considerations on how to effectively rate performance. 


