
1 

Mila Wendt, Ruite Zhu, Yurika Ishii October 22, 2023 

Using AI to Enhance Self-Assessments - Executive Summary 

How can organizations use AI to support employees in capturing accomplishments and writing self-evaluations? 
Introduction 

As artificial intelligence moves from the current “hot topic” to part of daily life, the implications are vastly 
useful in creating more efficient processes that allow everyone to focus on the most important areas of their 
roles. In performance management and self-assessment, there is an opportunity to incorporate generative 
artificial intelligence - powered most popularly through OpenAI (ChatGPT) to increase productivity and 
accuracy of self-evaluations. We will discuss those opportunities as well as important guardrails when using 
OpenAI and discuss how the corporate world is using AI in human resource processes. 

ChatGPT - Internal vs. External 

The first important distinction to be made is the difference between internal/company-specific AI and ChatGPT. 
ChatGPT is the most commonly used generative artificial intelligence available today. AI is no foreign concept, 
but the accessible chat interface powered by a large language model (LLM) that facilitated the breakthrough 
moment for Generative AI, astonished even the most knowledgeable professionals in the field. ChatGPT-3.5 has 
been trained up till September 2021.[2][19] 

Some organizations have created a firm-specific ChatGPT for data privacy. These ChatGPTs are currently less 
accurate than OpenAI’s ChatGPT as they have not been trained or used to the same extent. Generative AI has 
been in use for recruiting, employee communications, and learning tasks. At the same time, performance 
management has been a slow mover due to the sensitive nature of performance reviews and the risks associated 
with bias in using the technology.[26] 

An example of a company-specific ChatGPT is Microsoft. Microsoft launched Azure AI, which is a portfolio of 
artificial intelligence (AI) services designed for developers and data scientists.[19][27] In partnership with 
Microsoft, KPMG, an early access partner, rolled out their KPMG-specific AI that functions similarly to 
OpenAI’s ChatGPT, but with security ramifications to protect company and client data, and that has been 
trained with KPMG’s industry expertise.[16] 

Without an internal AI, employers know that their employees are taking advantage of the benefits of ChatGPT. 
With that understanding, employers can and are providing their employees with the resources (mainly training, 
education, and guidelines) to safely use the OpenAI ChatGPT without exposing private information. 
This CAHRS firm currently operates without an internal AI platform so it is within its best interest to manage employee 
expectations surrounding ChatGPT and ensure that the tool can be used to enhance the self-evaluation process 
without jeopardizing information. 

How to Improve the Effectiveness of Self-Assessment and Manager Assessment 

Using the “Black-Box” approach, we chose to focus on the input and output rather than the details of the 
process[23]. As shown in Exhibits 1 & 2, the diagrams describe the process of self-assessment and manager 
assessment. To achieve effective assessment outcomes, the first input, the employee or manager, needs to be 
empowered. Secondly, the input of performance data needs to be complete, objective, and accurate[22] . The third 
input, the appraisal method (how to write assessments) needs to be effective, fair, and accurate[13][14][24]. To tie 
this together, AI can assist in improving the outcome and each input of self/manager assessment. 

How AI Can Be Leveraged to Improve Performance Evaluations 
● Proofread Self/Manager Assessment 

○ Sentiment Analysis* - Managers can use GenAI to analyze if their assessments contain 
improper sentiment against their subordinates. For example, the feedback may reflect the 
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manager’s personal dissatisfaction with subordinates. GenAI can rephrase the feedback to make 
the language more plain and objective[2][25]. 

○ Ensure Clear Communication* - ChatGPT can help to check the grammar and language to 
ensure the assessment conveys its intended meaning. Additionally, if the writing is objective 
without subjective biases can also be evaluated[21]. 

○ Evaluation for Effectiveness* - ChatGPT can check if managers’ feedback can effectively help 
employees grow and if employees’ self-assessments can fairly represent their performance[3]. 

● Empower Employee/Manager 
○ Improve Ability - ChatGPT, using its large database, can provide training and guidance to 

employees/ managers about how to write effective self/manager assessments[12][17] . 
○ Save time for Organizing Language* - By inputting simple bullet points and notes on their 

achievements, employees can utilize ChatGPT to create comprehensive self-appraisals. They can 
then refine these appraisals to make a more compelling case for their performance. Similarly, 
managers can therefore allocate more time to edit and refine their insights and observations, 
drawing from the compiled performance data[21]. 

● Collect and Evaluate Performance Data 
○ Collect Data* - ChatGPT can interpret images, allowing employees to upload screenshots of 

their calendars and to-do lists for ChatGPT to collect performance records. This approach can 
enhance the efficiency of data collection and ensure data completeness[9]. 

○ Evaluate Data* - Utilizing its extensive database, ChatGpt assists in assessing the objectivity of 
performance data without subjective exaggeration[11][20] . Moreover, ChatGpt’s text analysis 
function can evaluate the accuracy of uploaded data–how performance data are aligned with 
personal goals[4][15][22] . 

● Test the Validity of the Appraisal Method 
○ After uploading the current appraisal methods and the objective of having performance 

appraisals, GenAI can assist in evaluating whether the current approach to crafting self and 
manager assessments aligns with its intended purpose[4][5][10]. For instance, the HR team can 
utilize ChatGPT to assess if the guidance for managers to give feedback can effectively support 
employee development, conduct fair evaluations of their performance without subjective bias, 
and accurately reflect their actual performance[13][14]. 

*: This action may generate risks, see details in Appendix 2 
Conclusion & Recommendations 

ChatGPT has become an integral part of our daily life and offers significant potential to enhance efficiency and 
enable individuals to concentrate on their primary duties. When it comes to performance management and 
self-assessment, the integration of ChatGPT presents opportunities to boost productivity and precision in 
self-evaluations. 

In our recommendations, specifically companies without an internal ChatGPT, companies can leverage the 
OpenAI ChatGTP in at least these ways: 

1. Proofread Assessments 
2. Evaluate Effectiveness 
3. Empower Employees and Managers 
4. Collect and Evaluate Data 
5. Validate Appraisal Methods 

Nonetheless, it's vital to acknowledge the inherent risks with ChatGPT. Companies must protect sensitive data, 
and ensure the accuracy and impartiality of AI outputs. ChatGPT is a tool and cannot go beyond input 
information. Thus, addressing these risks, setting guidelines, and providing training are also essential. 
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Appendix 1 

Black-Box Approach for Self-Assessment and Manager Assessment 

(Exhibit1: Manager Assessment Process) 

(Exhibit 2: Employee Self-Assessment Process) 

As shown in Exhibits 1 & 2, the diagrams describe the process of manager assessment and self-assessment[23]. 
To achieve effective assessment outcomes, the first input, the employee or manager, needs to be empowered. 
Based on the AMO model, the employee or manager needs to know how to write an effective appraisal, have 
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strong motivation for conducting the appraisal, and have sufficient time and resources to complete the 
process[12] . Secondly, the input of performance data needs to be complete, objective, and accurate. 'Complete' 
here means that the performance data should cover all the contributions made by employees without biased 
selection. 'Objective' here signifies that the performance data needs to be objectively measured, such as using 
key performance indicators. 'Accurate' refers to the degree to which data is directly connected to business 
results; for instance, data used in assessments should correlate with predetermined performance objectives[22]. 
The third input is the appraisal method, indicating how employees/managers write their assessment. The HR 
performance management team needs to test the effectiveness, fairness and accuracy of the appraisal method. 
The appraisal method should effectively help employees to develop, fairly evaluate their performance without 
subjective bias, and accurately represent their actual performance[13][14][24]. 

Appendix 2 
Risks Associated with Open AI [1][26] 

The following are potential risks associated with using ChatGPT. We have included them as they are tools, but 
want to emphasize caution when handling sensitive data and information. 

● Inaccurate Information: The use of AI carries the inherent risk of producing inaccurate or misleading 
information, potentially harming individuals or organizations that rely on AI-generated content. The risk 
also includes a lack of specificity and natural conversation contexts among employees and managers. 

● Risk of Bias in Output : AI systems can inadvertently propagate biases based on factors such as gender, 
race, age, or other protected categories, perpetuating social inequalities.The words that it generates may 
not always be aligned with the values of the organization. 

● Privacy and Confidentiality Concerns: The use of AI may pose risks to privacy and confidentiality, 
especially when sensitive or confidential information is used for input or process. 

● Future Regulations: As AI technology evolves, regulatory frameworks may be necessary to govern its 
use, ensuring safety and ethical standards. 

Recommendations[1][26] 
● Employee Training: Companies should establish safeguards and provide employee training to 

guarantee oversight and accountability for GenAI's outputs, focusing on data accuracy, bias, and 
contextual relevance. 

● Guideline: Companies should establish guidelines to avoid incorporating any confidential information 
linked to personal identification when utilizing AI-generated content to maintain the privacy and 
confidentiality of individuals. 




