CHAPTER 5
DISCUSSION

Performance appraisal has a very elaborate past and many changing faces. This re-
search has helped the researcher understand performance appraisal system in a wider
sense. As the study is concerned with analysis of the system, the researcher has tried to
compare and contrast the prevailing systems from one organization to the another. it
also helps in differentiating the same between private and public organizations. In the
present discussion, an attempt will be made to cover all the possibilities thrown out by
the data. It begins with comparing the private organisations and public organisations.

And, lastly it assesses the effect of personality type of rater and his rating style.

Beginning with the basic thrust of the performance appraisal systems in different organi-
zations, it was observed that the main emphasis in the appraisal system was on perform-
ance of the individuals (Table 4) followed by managerial skills and personality traits :r;
public organisations. In private organisations, importance is given to managernial skills,
followed by performance of the individual and his personality traits. The dlff‘erences be-
tween these variables were not much in private organizations. This finding is agau]st the
hypothesis number one made in the beginning of the study. it was assumed that the
organisations in the private sector will emphasize on performance, whereas, as observed
the emphasis 1s on personality traits and managenal skills. However performance of the

individual has been stated as second factor in private organisations.
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Thrust of the performance apprarsal in organization will decide the targets or objectives
of the organization. Now, setting—up targets can be achieved with the help of individual
managers, or it may remain in the hands of the few people to communicate down the
line. It showed that there was no prescribed system in the organization for setting tar-
gets. The results obtained here showed that to some extent, fixed targets for sales per-
sonal were given (Table 5). Chi-square analysis was applied to test the significant differ-
ences in frequency of responses across all organisations and types of responses. Result
yielded a significant value (39.55). Indicating that all six organisations differed among
themselves in matter of provision of setting targets in therr P: A. System (Table 5X). The
respondents seem to be satistied with such a practice (one that prevailed) of setting the
targets or that it could be as they have been accustomed to the practice and were not
aware of a better system. Though, the difference between positive and negative responses
for satisfaction is very less In public organisations (Table 5.1). All the organizations re-
port that they have the provision of setting up individual targets (Key Performance Areas)
on their own (Table 6). And also, the provision of setting up departmental targets are
also there (Table 7). To have a complete picture, the researcher tried to find out as to
who determined the individual manager's targets or objectives. 44 per-cent of the pni-
vate organisation's sample believed that appraisal is done after some discussions with
the superior and subordinates. 41.2 per—cent of respondents, in public organisations,
conveyed that the superiors determine the targets and objectives and just communicated
1o their subordinates {Table 8). Also, the resuits indicated that the respondents seem 1o
be by and large satisfied with the prevailing practices, irrespective of which organisation
they belonged to. It could be that they have been thinking that as they are involved in

their individual target setting and, to some extent, in departmental target setting they are
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satisfied. It seems that though they are not provided with a proper system of setting
targets, they are provided with some decision making power. They count this as their
contribution to the organization. This gives them some breathing space. In both the situ-
ations, as mentioned above, the difference, between the percentage of satisfied and dis-

satisfied respondents is very less (Table 8.1).

The sample was asked to respond to the question in more than one alternatives if re-
quired about the sources of information used by the appraiser for appraising. in private
organizations, it was seen that the main source of information for appraising was gener-
ally the superior's memory. But, in public organizations, self-appraisal was staled as the
main source (Table 9). t may be because, in the public organisation, they have fixed
promotion policy. These responses were followed by the opinion that discussion with
subordinates and other managers was another way for deriving information in private
organisations. Depending on superior's memory was the second popular way in public

organisations That is, order of priority to get information changes in two types of crgani-

zations.

In the individual comparison of the organisations 02 and O5 differed from their own
groups. O2 emphasized on discussion with subordinates and other managers as a source
of information. Same was for 05 but added supertor's memory to the same. The results
also indicated satisfaction among respondents with the prevailing practice of deriving
information for judging the performance. The respondents in the public orgamisation did
not seem to be satisfied. Though the difference between satisfaction and unsatsfaction

percentage was not much (Table 8.1).
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Further it was inquired whether the personality traits and managerial skills were clearly
defined in their P. A. System to ensure that all appraisers understand and interpret the
factors in the same manner. The results obtained showed that it was not so in both the
type of organisations. O6 and O3 had different views regarding the same. Again the
difference in score between 'Yes' and 'No' response was very less in public organisations
(Table 10). The appraisal system of all the organisations under study include relevant
personality traits and managerial skills in their apprai'sal system (Table 11)}. Chi-square
analysis applied to the same obtained significant vaiue (47.48) depicting differences in
the types of traits and skills across the organisations (Table 11X). These resuits reflectin

brief the different aspects of P. A. System in various organisations.

Performance appraisal is a system of assessment. Methods of assessment can ditfer
from organization to organization, often depending upon the objectives of appraisal in a

particular organization.

Method of assessment also includes the judgment of personality trait and managenal
skills of the employee. To start with, the respondents were asked to as 'How were traits
and skills judged 7" The respondents felt that superior’s judgment regarding traits of the
appraisee depend on their memory (Table 12). However, some people in the private or-
ganisation said that the superior discussed 1t with concerned subordinates. In rest of the
cases, percentages were very low. Again satisfaction is also associated with the method
of judging personality and managerial skills in private sector. In public sector, though
high percentage of respondents are not satisfied with the prevailing practice (Table 12 1).

The difference is not significant.
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To arrive at an over all rating, different dimensions required for assessment should be
summated. Inquiring on this point a separate question was put up where in the respond-
ents had to give their responses on more than one alternativeé if required. The results
indicated that personality traits, managerial skills and targets/objectives/tasks settings
accomplished within a time period were considered for rating in private organisation (Ta-
bie 13). This is in agreement with the results obtained on the basic thrust in private
organizations (Table 4) . Comparison of the results of private organizations with the pub-
lic organizations, for overall rating showed Targets / Objectives / Tasks accomplished as
the prime factor followed by personality traits and managerial skills (Table 13). The situ-
ation is just the reverse of private organisations, but in ine with its previous response of
the basic thrust (Tabie 4). The respondents believed that enough weightage was given to

the above mentioned traits (Table 13.1).

The system pertaining to the evaluation shouid have a uniform method and technique.
Cn inguiring, it seems that there ts no proper standardized measure to ensure uniformity
of standard in different departments as the score were scattered all-over the possible

alternatives. Also, the scores are very low 1n both the private and public organisations

(Table 14) --

There are many organizations where the appraisals are Jointly done. In such a situation,
it 1s done by the reporting officer first and then by the supervisor or by the functional
managers. After that the heads of department do the appraisal. In some other cases, it 1s
done jointly or separately done by the two which are then coordinated by the reviewing

officers. The responses n the present sample showed that it 1s generally first done by
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the functional manager and then by the heads of the departments (Table 15). The re-
spondents seem to be satisfied with this kind of practice in their. organizations in both the
type of organisations (Table 15.1). Two organisations held different views on this issue
(Table 15). This was supported by the results of chi-square administered to see the sig-

nificant differences between the organisations and variables (Table 15X).

The method of assessment is a long process encompassing various aspects. Therefore,
if is important to know whether the appraisers are aware of the previous ratings. Inquir-
ing about this aspect of the technique in appraisal process, the responses revealed that
in private organisation, appraisees are generally aware of previous rating where as in
public organisations, they may not be so (Table 16). Irrespective of what prevails in the
organization, the investigator asked if the respondent considered the previous ratings
when appraising for the current period. The answer was affirmative in private organisa-
tions and negative in public organisations (Table 18). This supports their earlier response.
Researcher also inquired from the appraisers whether their previous ratings are consid-
ered in therr current appratsal. This again corroborates with the earlier finding against
the above two questions indicating the trend 42.9 percent respondents agreed in private
organisations and 44.7 per-cent of respondents disagreed in public organisations (Table
18). Extending the same question to know whether it ever affected their (respondents’)
ratings, majority of the respondents affirmed 1t. Since, the scores for negative alterna-
tives were nearing equal to those for positive alternatives (Table 19). It is obvious that

the previous ratings and the other sources of information used for the current appraisal

have far reaching effect
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Talking about the present and previous ratings, the researcher questioned as to who
does the appraisal as such. The results showed that it was the immediate supervisor
(Table 29). The frequency of the appraisals done is generally annual, i.e. once in a year
(Table 21). Lastly, it was also tried out to see what safeguards were built in the appraisal
system to avoid errors / aberrations. The response yielded that the review by apprais-

er’s superior helped in eliminating errors in both the types of organisations (Tabie 20).

To sum up, it can be said that the self—appraisal is not practised widely. Appraisals are

held annually. Previous reports do effect the current ratings of appraisers.

Any good appraisal not only considers the functional aspect of the system but tries to
cover individual's potential skills. Researcher tried to find out about the same. Identifica-
tion of potentials should be a component of the appraisal system. The results of this
study showed that most systems have the component which seeks to determine the po-
‘tential of the appraisee {Table 22). The factors which determined the potentials were
presented. in order of preference, the two factors stated were ~

(  The performance of the individual on the present assignment.

(1) Personality traits and managenal skilis in both types of organizations.

Thus, it can be inferred that potential of the employee 1s important for the organization

and is taken care of (Table 23).

The results obtained from appraisals are utilized in various ways. The common uses are
fixation of salary, training and development of the employees, etc. Therefore, identifying

the weakness of the employees and putting them for training should be one of the impor-
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tant aspect of the appraisal system. Whether this very aspect is considered at all or not
is the question. The responses of the sample for the same were generally positive. A
very high per\centage of respondents (90.7%) in private orgénizatlons and {(70.6%) in
public organizations responded in affirmative (Table 24). This result supports the hypoth-
esis of the study. Further, inquiring into the process of determining these needs, the
response indicated that the superior's own judgment was one of the method for identify-
ing the training and deve!opment needs in both type of organizations (Table 25). One
organisation in private crganisations had a different view. |t pointed out that training and
developmental needs were determined on the observation of demonstrated strengths
and weaknesses of the individuals. The respondents in public organisations also reported
that the method of identifying these needs was not acceptable to them {(Table 25 1).
They were not satisfied with it. Respondents in public organizations accepted the same
and showed satisfaction. Such a finding could be because the respondents in public
organizations feel that subjectivity prevails in such practices of identifying training and
developmental needs. For example favouritism in selecting personnel for training. The
respondents seem to be unhappy with this method of identifying training needs because
according to them when the mdivvduais‘are required for training the results of perform-
ance appraisals are forgotten and (hence) the people required to undergo tramning are
missed. It was also reported that often some people are sent for training again and again,
irrespective of whether they require it or not. The reason could be either they are not
wanted in their department where they are working, (therefore to avoid them they are
sent for training) or training is thought to be a routine matter and not so important activ-

ity To fill up certain amount of seats, people are sent for training in a rather casual way.
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In private organizations, the demonstrated strengths and weaknesses of the appraisee
become the criteria for identifying training and developmenta! needs besides superiors’
judgment. This makes the selection procedure more objective as the individual himseif
can perceive his weaknesses. It was also observed that for training usually it is the train-
ing course which i1s recommended and job rotation or job enlargement are rarely recom-
mended (Table 26). It was observed that though training and developmental needs were
identified through P. A. System its results were occasionally used (Table 27). This view
differed from the view of other organisations in private sector. Chi-square applied ob-

tained differences in the opinion between the organisations and the variables. Chi-square

value was highly significant {(Table 27X).

Promotions has emerged as one of the prominent factor in the uses of P.A. reports in
public organizations (Table 28). Respondentis in private organizations feel that P.A. 1s
considered as one of the relevant factors for promotions. There is a contradiction in the
result here. For it was assumed that the data obtained from the appraisals wili be effec-
tively used for training and promotion purpose. But the results did not withstand the
assumptions compietely. it suggested that the data is partly used. According to the present
researcher, if the P.A. of an organization covers all the dimensions, 1.e., what an ideal
appraisal needs to have, it should help in deciding the promotion of the individual as well.
But, in organizations where promotions are given over a period of time (i.e., time bound
promotions), it stands nullifted (e.g.. O4). It seems that the respondents seem to be
satisfied with whatever practice prevails in both the types of organizations (Table 28.1).
The reason for being satisfied with the prevailing system could be that they have been

accustomed to such a practice. Also, it ts a human tendency that f one gets adjusted to
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a new situation, he feels settled and satisfied.

It has been a general practice to review the appraisals over a period of time. This is
generally done by the immediate boss and then by their seniors. {t helps in eliminating
the bias factor in appraisals. In the organizations under study, the immediate superior of
the appraisee (Table 30) gave the ratings i both types of organizations. The common
method used for reviewing was discussion {of doubts and controversial entries) with the
appraiser before entering their own (superior of the immediate reporting officer) com-
ments in private organisations except one organisation. This could be as the organisa-
tion has more open system as stated by the previous results. The practice is different in
public organisations. There, the reviewing authorities enter their comments and make
changes on their own without consulting the appraisee (Table 31). Ironically the sample
seem to be satisfied with the prevailing practice in both the types of organisations (Table
31.1). This practice may be in use because all the public organisations have not gone for
open appratsals yet. Or, appraisal are viewed as routine jobs at many places. Another
reason could be that the organisations taken for study had generally greater span of

control. In private organisations there were more accountability among the employees.

Heviewing of appraisals should be fol!owed~by or should include review discussion. The
resuits of the present study showed that there is no such provision in their appraisal
system (Table 32). Still, to probe 1t further, it was inquired as to who participates in the
review discussion ? The responses indicated that the appraisee and the reporting officer
in both public and private organisations participated in review discussion. The responses

further indicated that often with the appraisee the reviewing officer, and the HRD manag-
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ers also participated in review discussion in some private organisations. However, the
percentages obtained for various alternative answers of the question were very low (Ta-
ble 33). The overall picture of review discussion does not seem fo be very clear. This was
further complicated when the reports in private organisations reported of confidential
appraisals. The respondents in public organisations reported that only adverse comments
are communicated. At the same time, an equal number of respondents reported that
appraisals were confidential (Table 34). Chi-square analysis was applied to test the sig-
nificant differences in frequency responses among the organisations and between the
variables. The result showed significant value. Indicating that all organisations differed
among themselves in the matter of discussion of appraisal reports with the appraisee
(Table 34X}. This view of the respondents is in congruence with their previous responses
where they said that there was no provision of review discussion in their appraisal sys-
tems. Performance Discussion Review, if practised, facilitates openness, enhances -
behefs in sharing various thoughts, feelings and issues. It integrates concern for the task
and person and helps to build a culture of team work. Managers can foster the unique
competence, creativity, aspirations and risk taking ability. It is a worthwhile process as it

can make use of the PA. system to its optimum level,

A good appraisal system should have the facility of counseliling for the employees . Coun-
selling can be done in the area where the employees need special attention. The results
cbtained in this study report that counseliing generally does not form an essential part of
the appraisal process (Table 35) and therefore, the answer to the question as to ‘who
gives performance counselfing to the employees' is normally ‘No’. Results obtained inds-

cated that it is not largely practised in the orgamizations (Table 36). Some respondents
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stated that it is done by the immediate superiors. As there was no clear response as to
who gives performance counselling. Chi-square was administered which obtained sig-
nificant value (26.93) indicating that differences prevailed on this view across organisa-
tions and variables (Table 36X). It is possible that the respondents must be indicating to
the adverse remarks or negative feedback comments given to the employees after ap-

praisals. It could be possible that the employees are not aware of counselling process

practised after appraisal.

Management by objectives (MBQ) is practised in many organizations . The sample used
for the present study reported that MBO 1s not practised as a formal part of their P.A.
system (Table 37) in any one of them and, also, that it is not perceived to have any
linkage to performance appraisal system (Table 38). However, some respondents did not
answer this question. Chi-square analysis obtained significant value (26.93) at 0.005 /

0.001 level. This shows that there is variation of views on this (Table 38X).

To accomplish a complete process of appraisal, 1t has to undergo different phases and
involve many people at various levels. For example, the appraisee, appraiser, reviewer,
issuing and collecting of forms from-the personnel-department,-etc -are the individuals
and processes involved. Though the main role played in the P.A. process is by the per-
sonnel departments, at some places 1tis the HRD / Personnel department which takes
the lead. The respondents of the present study were asked to enumerate the different
roles played by these functionaries. The resuit indicated that HRD/ Personnel functionar-
ies mainly acted to coordinate the P.A. processes. Another function of these depart-

ments was to maintain records of appraisals particularly in private organizations. The
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respondents of public organisations stated that these functionaries just maintained PA.
related records. However, some respondents maintained that they also coordinated the
P.A. system (Table 39). It can be observed from the table 39 that other than these two
activities, the HRD/personnel functionaries do not involve themselves either in scrutiniz-
ing the reports or any other work like training of appraisers etc. It is surprising indeed,
further it was inquired about the opinion of the respondents as to whether they would like
these functionaries to continue to do what they were doing, the responses were in posi-
tive (Table 40). The suggestions given by private organizations were that these function-
aries should scrutinize all appraisals, review the working of the system and advise the
operating managers on appraisals. The suggestion from respondents of public crganiza-
tions was that they wanted these functionaries (Table 41) to review the working of the
system and scrutinize the reports of all appraisals as mentioned by private organiza-
tions. One thing which was different from in public organisations from the private organi-
zations was that the public organizations wanted HRD / Personnel functionaries to assist
in the traning of appraisers (Tgble 41.1). it may be that the respondents wanted to

involve these functionaries for making the appraisals more objective and effective so that

they just do not remain a routine affair.

it i1s & general g;racttce to appoint or at least consult an external expert for developing or
revising an appraisal system. In some organizations, the appraisers are trained by the
experts before appraising the employees. They are also trained in developing counsel-
ling skills. Thus, based on this view, it was inquired whether the organizations in the
study took help of such kind. The results yielded that the public organizations did not

have any such practice. Whereas respondents in private organizations did agree for the
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same (Table 42). Though in the public organisation O4 had a similar response like O5,
and O6. The variation in ‘Yes’ and ‘No’ response was very less. This is possible as some
of the people in the sample must have received some kind of training in appraisal. O1, in
private organizations reported that they have not used any external consultant. O1 1s
supposed o be one of the leading organization in HRD activities once upon a time. Though
it is undergoing economical crisis at present. It has reduced HRD activities. The reason
stated by private organizations for taking such a help from external consuitant was the
development of appraisal system or revising the present system. From table - 42.1 it can
be observed that different alternatives mentioned in the study were sparingly used It
could be that those managers who were involved in the training by the consultants must
have only given their opinion. This is particularly true in public organizations. This view is
complementary to their previous view of not using external consuitant. éfurther it was
inquired as to whether the organizations involved in the study trained the appraisers
before the actual appraisal is done. This was strongly denied by both type of organiza-
tions, i.e. private and public organisations (Table 43). However, from the present results
it should inferred that public organisations do not involve external consultants or do not
train for appraisal at all. Because it is well known that place like SAIL, BHEL, SBI etc.
have done both. So, the present results should be treated as specific to the organisa-

tions covered in the study.

The questionnaire used for the study also contained questions which asked the respond-
ents to evaluate their own performance appraisal system. The respondents felt that the
appraisal system had lost meaning and that there were wide variations in the standards

of evaluation. At the same time, 32 per—cent of the respondents reported that there was
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no serious problem with their appraisal system. This is the contradiction observed in
systems operating in private organizations. Similar responses were obtained in public
organizations also where 42 per-cent of the respondents reported that appraisals have
lost meaning. 26.5 per-cent reported that there are no serious problems with their ap-
praisal systems (Table 44). The reason for this kind of responses could be that either
they did not want to convey the truth or that for them appraisals have become a routine
affair and which they do it rather casually and, hence, do not find any problems as such.
It could also be that they are happy with their appraisals and do not want any more
complications added to it. It could also be perceived in this way that it is a human ten-

dency that over the pertod of ime when one gets used to the system, he feels he is

satisfied.

Asking in the end if they (respondents) were entirely satisfied with the present appraisal
system in their organizations or needed any change. The respondents are of the view
that there was a scope for impraovement in their appraisal system (Table 45). To cross-
check their responses, the investigator indirectly inquired if the managers in their organi-
sations were satisfied with P.A. system in general. The responses generally were in nega-
tive (Table 46). This i1s corresponding to the previous response of table 45. O2 and O8
differed from the rest. And, finally, all the respondents agreed that P.A. 1s an important
aspect of development for an individual as well as for the organization (Table 47). These
views were put to chi-square analysis to find out, if there is a difference of opinion at
significant fevel. The results did indicate a difference of opinion among the variables and

organisations.
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Results derived from the annual appraisals are utilized for various purposes by organiza-
tions. The purpose for which the appraisal reports are used, differ from organization to
organization. In the present research the researcher inquired in to as what were the
different purposes for which the reports are utilized and whether they are actually being
used. The purpose of P.A. system could vary from rewards, to promotions, to training and
development etc. Later, taking each possible alternative, as an independent variable
analysis of variance was worked out to see the satisfaction of the respondents. The re-
sults of table 48 implied that appraisals are used for the purpose of review of effective-
ness of selection methods in private organisations. Whereas in public organisations ap-
praisals are used for promotions. As the respondents were permitted to mark for more
than alternative, the next alternative indicated was promotions as the purpose of P. A.
System. At the same time tramning and development was the purpose given by public
organisation. The difference between the twc alternatives in public organisations was

more than 50 per-cent. 02 and 04 differed from the other organisations in their respec-

tive groups.

Table 49 shows companywise average ranks of the different purposes for which appraisal

" reports are used.

It is generally observed that salary progression is the main purpose of P.A. system in
organization. Therefore, taking this as the purpose of the P.A. system, ANOVA was worked
out. The results yielded significant (F = 23 29) value (Table 50). Therefore, Gap Test was
administered to identify the variations in different organisations (Table 50G). The highest

mean value obtained was of O6 (6.28). This indicates that salary progression is consid-
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ered as the major purpose of P.A. in O6 in comparison to other organisations. The result
of the Gap Test showed that O1 differed from all the other organisations in this respect
except O3. O3 differed from 02, 05, 06. And 04 is different from O5 and O6. This differ-
ences imply that the difference of opinion among organisations is in relation to salary

progression as the purpose of P.A. system.

The next possible purpose of any P.A. system could be, utilization of its results for giving
special rewards. ANOVA yielded a significant (F = 8.86) value again {Table 51). The re-
sult of the Gap Test produced ten significant differences (Table 51G). O1 significantly
differed from all the organisations except O3. O3 differed from 02, 04, O5 and O6. Where
as 04 and O5 differed from O5 and 06 respectively. The highest mean value {6.92) was
acquired by O5, denoting that O5 rates special rewards as the important purpose of P.A.
system in their organisation. It shows that O1 and O2 are on the similar platform for

salary progression and special rewards as the purpose of P.A, system,

Another important use of P.A reports could be for the purpose of promotions in the or-
ganization. Again ANOVA was worked out which yielded highly significant F-value (11.42)
(Table 52). The Gap Test procured many pairs of organisations which sigmﬁcantly dif-
fered from each other. The differences were seen in O1, which was significantly different
from 04, 05 and 06. O2 differed from all the organisations. Whereas O3 differed from
05 and 06. Lastly O4 differed from O5. The highest mean value (3.73) was of O2. Which
was followed by O1 and O3 respectively (Table 52@G). indicating that the purpose of P.A.
system in private organisations 1s for promotions. This supports the previous result of

considering promotions as one of the relevant factor in the P.A system (Table 28).
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Similar test was put up for placement and transfer accounting it as one of the purpose of
P.A. system (Table 53). The results of the gap test showed that O3 was ditferent from all
the organizations. O1 significantly differed from O3 and O5. Similarly 02 significantly
differed from O3 only. O4 and O5 differed from O5 and O6 respectively (Table 53G). The
mean value calculated was highest for O3 followed by 06, O1, 04, 02 and O5. Thus in
the order of rating 1t can be observed that O6 utilizes its P.A. reports maximum for the

purpose of placement and transfer in comparison to other organisations.

Training and development of the employees forms the major aspect of the P.A. system.
Generally the trainers are recommended for training after the appraisals are over. Hence,
taking this as one of the variable, ANOVA was worked out. The F value obtained was 6 32
(Table 54) which was significant. Gap test which was administered yielded 6 pairs with
significant difference (Table 54G). O2 was different from all other organizations and 05
differed from O6. The highest mean value procured was of O6 intimating training and
development as the main purpose of P. A. in their organisation. The means scores of all
the organisations for the present purpose were comparatively low. This result 1s compl-
mentary to the previous result indicating the occasional use of P. A. reports for training

and development purpose (Table 27).

Similar analysis was applied for the purpose of managerial, succession planning and
career planning as a use of P. A. system in the organisations. The value (F = 3.07) ob-
tained from ANOVA was comparatively lower than the values obtained on other alterna-

tives regarding the purpose of P. A, system (Table 55). Later when put to Gap Test it
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obtained only five significant differences (Table 55G). The mean values were also lower
in comparison to other alternatives. The highest mean value was obtained by O1. lt was

also observed that O2 differed from all the other five organisations.

Performance appraisals can have a negative use in the organizations. it is possible that
it could be utilized for the purpose of demotion, early retirement or even termination.
Therefore to get the opinion on this and finding the differences between organizations,
ANOVA was worked out initially and later gap test was administered (Table 56). The re-
sults of gap test indicated that 02, O3 differed from 04, 05 and 06. Whereas O1 differed
from O6. Thus making a total of seven differences (Table 56G). As this is a negative
option amongst the different options given for the purpose of P. A. in the organisations,
the lowest mean value obtained should be considered. The lowest mean value obtained

was of O4 and the highest was of 02,

Lastly review of effectiveness of selection procedure and review of effectiveness of train-
ing were thought to be as the uses of P.A. system. The F-values obtained after adminis-
tering ANOVA were lower for both the alternatives {Table 57 and Table 58). in the first
alternative O6 differed from O3 and 02, whereas in the sécond alternative O4 dlfferea

from O6 and O3 respectively,

The above analysis showed that O3 differed from all the other organizations in respect to
the various purposes of PA. system. Also O2 was seen to be differentating with organi-
zations on various purposes taken for the study. O1 showed a higher mean value for

review of effectiveness of selection methods indicating that the P. A. system of O1 uti-
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lizes its reports for the purpose of review of effectiveness of selection procedure. 05
being a government concern, its purpose of P.A. reports is for giving special rewards. O6
has the purpose of training and development. O2 utilizes its P.A. reports for the purpose
of deciding on promotions. This couid be noted from the mean values obtained by each
organisation on different purposes. O2 also yielded a higher mean value for the purpose
of demotion, early retirement and termination. This alternative has a negative implication
on the purpose of P. A. system. However, this is in line with the basic culture of the
organization, as this is one organization which has a developmental approach. Indicating
that P. A. is least used for the purpose of demotion, early retirement and termination. O3
showed higher mean values for four different purposes of P.A. system. They were salary
progression, placement and transter, managerial manpower planning and review of ef-
fectiveness of training. It seems O3 utilizes its P.A. reports for various purposes at its
‘maximum. The purposes identified in the results are more of evaluative in nature. This

could be possible as O3 is a traditional organization run by a single person.

Keeping in mind the different dimensions of performance appraisal system, the present
research tried to study the satisfaction level of the managers with the prevailing appraisal
system in their respective organizations. The objective was to compare the satisfaction
level of the managers between the public and private organizations. And to see the dif-
ference in satisfaction level within the company for different dimensions. The results indi-

cated a mixed reaction.

The respondents in private organisations showed satisfaction over different dimensions

of P. A. System compared to the resutts shown by the public organisations in the sample
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used for the study. Also the scores obtained on satisfaction in private organisations were
more than 50%, except on the dimension of method used by reviewing authorities. As
mentioned before the reviewers discussed doubtful / controversial entries, this might not
be acceptable to the respondents. The sampie has shown high satisfaction for the di-

mension numbers 3, 4 and 6 {Table 59) in private organisations.

The scores in public organisations seem to be equally divided into satisfaction and
unsatisfaction. Four dimensions viz. 2, 4, 8 and 9 have shown satisfaction at a higher
level in comparison to other dimensions {Table 59). The sample seem to be more dissat-
istied with dimension 3 and 6 (Table 59). This finding of the study supports the hypoth-
esis that there will be more satisfaction in private organisations with the method of ap-
praisal. Some of the previous results have also supported this view. This may be be-

cause of the kinds of organisations involved in the study. It is also possible that it may not

be so with other private organisations.

The kind of disparity 1n the results of overall satisfaction of the employees / appraisees
between the public and private organisations could be seen because of the kind of or-
ganisations (;;ublic and private) involved in the study. in fact the interaction with the peo-
ple in one private organisation gave a clear feeling that the organisation was develop-
ment oriented and also tried to keep up with the changing trend in management styles
and systems. Another private organization in the study is a pioneer 1n adopting HRD

systems and policies. This also has been supported in the previous results.

To check the effectiveness of the prevailing P.A. system the respondents were asked to

180



state their satisfaction with the P.A. system. This was later correlated with all the other
dimensions of P.A. system. The result obtained was significant (r = -0.20) but negatively
correlated at .01 level. Respondents were also asked as to whether other managers
were satisfied with the prevailing practice to crosscheck their responses. This yielded
negative nonsignificant correlation value ( r = -0.14). This result contradicts the result of
previous finding (Table 59). The reason for such a responée could be that either the
respondents have marked the statements casually or that over the period of time they
get used to the system and hence feel that it is satisfying. Satisfaction / unsatisfaction
counts for the people who are interested in development of the system. While for people
who give importance to monetary benefits, type of P. A. System prevailing in the organi-
sation does not matter. Lastly it could be interpreted as "interpretation bias" on the part
of respondents. This result does not support the hypothesis that dimensions of P. A.

System will positively correlate with the dimension of overall satisfaction.

In further analysis ANOVA was used to see the difference between the organizations for
the dimension of over- all satisfaction. The (F = 1.49) value obtained was found in- sig-
nificant. The highest mean value (3.79) was obtained by O5 indicating good amount of
satisfaction over the prevailing P.A system in their organisation (Table 60). Similar analy-
sis was done to see the difference in satisfaction level for other managers in different
organisations. The value (F = 2.78) obtained was signtficant at 0.05 level (Table 81). As
it gave a significant value, 1t was put to Gap Test analysis. Five significant differences
were seen. O5 differed from O1, 02, 04, and 06 and O1 differed from O3. ANOVA was
administered to see the difference in satisfaction level of the respondents in respect to

the type of organisation on the overall satisfaction of the respondents. The (F) value
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obtained was nonsignificant (Table 62). This states that variation in the company type
(i.e. manufacturing and service organisations) did not have its effect on the satisfaction
level of the respondents used for the study. Similar procédure was used to see the differ-
ence of opinion among the respondents for other managers. It also yielded nonsignifi-
cant result (Table 63). This states that the type organisation, whether manufacturing or
service organisation does not have its effect when it comes to technical aspect of the

organisation like performance appraisal used in the study.

The last part of the analysis involved personality aspect of the appraisers. One of the
objective of the present research was to see if any relationship existed between ap-
praiser and his type of personality. Personality is a unique organisation in the individual
encompassing many folds of individual's behaviour. The researcher in the present study
tried to isolate two main type of personality characteristics - extraversion and introver-
ston. This was done by administering Eysenck's Personality Inventory. The questionnaire
was used with P. A. Evaluation Questionnaire. The results obtained identified extraver-
sion and introversion traits of individual managers (sample). The hypothesis of the study
emphasized that extravert employees will be more satisfied with the prevailing P. A. Sys-

tem. Hence a series of ANOVAs were worked out, taking personality type and purposes

of P. A. System.

All the results indicated that the type of personality of an individual (extravert or intro-
vert) did not seem to have its effect on the variablies of P. A. System. As the results
obtained were nonsignificant (Table 64 - Table 70). The results were shown significant for

the variable main effects and organisation. This could be because of different types of
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organisations used in the study. It could be observed that when organisation and extra-
version was taken together in main effect the result was significant (p = <0.001), but
stated, insignificant results when extraversion was taken independently. in table 71 and

table 72 it did not obtain a significant value for any variable.

Similar statistics (ANOVA) were applied for the introvert type of personality for various
purposes of P. A, System. The findings indicated nonsignificant values for the variable of
personalty (introversion) and significant F values (p = < 0.001) for main effects and

variable organisations (Table 73 to table 77 and table 79). Table 78, table 80 and table 81

showed insignificant F value for all the variables.

This results do not support the hypothesis stated for the study. It implies that whatever
type of personality an individual possess do not effect when it comes to objective / tech-
nical aspects like, rating of performance appraisal system in the organisation. It could be
that when higher order systems of an individual are involved (i.e. stylistic systems like J.
Royce's Rational, Empirical and Metaphoric) , they take over the lower systems (i.e.
traits, and attitudes etc.). It can be interpreted as when an individual considers a system
as an independent variable his ‘views are more rational. However, when it comes to rating
of an individual it is influenced by the lower order system that 1s his personality traits (in
other words by the experiences one has with each individual and his own perceptions of

it}. This 1s 1n line with the Stylistic Processing model of D. Wardell and J. Royce.

To summarize 1t can be said that P. A. System is undergoing a drastic change. The or-

ganisations involved were from both public and private sector organisation.
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In the private organisations, O1 does not have a developmental oriented appraisal. _They
are more of evaluative in nature. Though O1 has been one of the pioneering organisation
in HRD applications once upon time. The reason for such results could be because of
financial problems prevailing in the organisation. Many of its subdivisions are being closed

down and there is continuous in number of employees. This could have affected the re-

sults of the study.

02 has been the most outstanding organisation amongst all the six organisations used

for the study. O2 is a multinational, development oriented organisation. This was also

observed from the results of the study.

03 is a traditional, private, family-run organisation. There is enormous dissatisfaction
amongst emplioyees. CR system still prevails in the organisation. As inferred from the
interaction with the respondents it was found out that they (O3) are in a process of change.

The change is for an open system of appraisal.

04 i1s an undertaking of Gujarat Government. They practice appraisal as formality. As
conveyed by the respondents, appraisals are very irregular. They have an upgradation
system, hence appraisals have lost meaning. Employees are upgraded in terms of sal-
ary and position, without relating it to their performance or development needs. The present
picture of this organisations is that, it has bloated from the middle (hierarchy). There are

less number of people 1n the bottom line and upper line of hierarchy.
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05 1s also a government organisation but has been trying to keep up with the changing
environment. The period when the data was collected for the study, the organisation had
already introduced an open appraisal system in the upper two levels of hierarchy. The
organisation has plans to extend this to the lower levels of hierarchy in the subsequent
years. One habit observed in the orgar‘xisation was to maintain a diary to record critical

events, which help during annual appraisals.

06 is a vast service sector organisation. Which showed an enormous dissatisfaction.
This could be because of its giant size. As reacted by the sample, it seems they still
pfactice CR System. Some respondents also mentioned that they too are undergoing

change in their appraisal system.

The dissatisfaction reported in the results could be because of 04 and O6 At the same
time we should not overlook other variables of the organisation which can help or affect
the working of complaint-free appraisals viz. the culture of the organisation, manage-
ment policy, type of organisation, number of people employed. The latest stage of P. A.
System 1s that the organisation are going for 360° appraisals. In India also, people have

started talking of it. But the question is will it succeed in Indian context ?

Factors which determine P. A. effectiveness in general are -

- the characteristics that leave both appraisers and appraisee with the perception of
positive outcomes from the appraisal process.

- those that merely lead appraisees to feel that their needs are met.
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And the two perspectives accounted for appraising any P. A. System are -

the effectiveness of the system as judged by the management or the appraisers.

the effectiveness of the system as judged by the subordinate employees or the

appraisees.

Findings :

(1)

(3)

(4)

Every organization has thrust areas of its own. While in some organizations, it‘is
the managerial skills which are given importance, in some others it is the perform-
ance of the individual that is given importance. Since private organizations are more
oriented towards performance, It is hypothesized that the performance of the indi-

vidual will be the thrust area in private organizations. Hypothesis is not supported.

Since Open Appraisal System is development oriented, it 1s assumed that employ-
ees of the organisations practising Open Appraisal System to Confidential Report
System will be more satisfied with the method of appraisal prevailing in their or-

ganisations. Hyothesis is supported.

Appraisals have critical role to play in identifying training and developmernital needs
of individual employees. Thus, itis assumed that the performance appraisal system
as practised in the organizations takes care of this requirement of 1dentifying the
training and developmental needs of individual in the organizations in satisfactory

ways. Hyothesis is supported.

The results obtained from the performance appraisal system in various organiza-
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(5)

(6)

(7)

(9)

tions have different purposes. P.A. becomes an important tool in reaching those
outcomes. Therefore, it is assumed that data obtained from the appraisals will be

used effectively and widely by all organizations. Hyothesis is partly supported.

it is also hypothesized that both manufacturing organizations and service sector
organisation would be managing their performance appraisal systems equally ef-

fectively. Hyothesis is supported.

The different dimensions of performance appraisal system should positively corre-
late with the dimension of overall satisfaction of the employees/appraisees.

Hyothesis is not supported.

it is commonly believed that private organizations are more closely controlled than
public organizations. This is because, as the argument goes, there is more (or bet-
ter) accountability in the pr§vate organisations than in public organisations. And
because of more accountability, 1t 1s assumed that the performance appraisal sys-
tem would be more effective and objective in the private organisations than in pub-

fic organizations. Hyothesis is partly supportedl

It is hypothesized that all organisations under study will be able to achieve the

purpose and the objectives of their appraisal systems by their annual appraisals.

Hyothesis is partly supported.

Looking at the characteristics of extravert employees, it is quite obvious that they
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carry an impression of being smart people. One associated thinking is that smart
people are more intelligent and hence it has "halo effect” on the appraiser which
leads to positive appraisal. So it is hypothesized that extravert employees, being
positively appraised, will be more satisfied with the prevailing P.A. system in their

organisation. Hyothesis is not supported.

In lieu of the data obtained in this research and some verbal comments made by the

various respondents during data collection some suggestions are given hereunder in

order to make the P. A. System stronger and more effective in different organisations.

1.0

2.0

3.0

4.0

5.0

6.0

70

The system can find a basic acceptance because of the involvement of executives
at the design stage.

Cemplete education and comprehension of a system should precede its implemen-
tation for better participation of the executives.

involvement of line managers in the system can show improvement in activities like
target setting, review discussion and counselling of iow performers.

Job description or specific job goal documents shouid be based on behavioural or
job-relevant performance standards.

A system once introduced, has to be reviewed on a continuous basis, and modified
even if it has to be done In stages.

Appraisals should have a problem-solving focus, as it calls for supportive organisa-
tional climate.

Information needed for administrative actions should be derived and effectively used

from P. A. System.
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8.0 Managers should be rewarded for developing their subordinates.

9.0 The role of appraisal as a judge should be clearly separated from a helper /

counsellor.

10.0 The appraisers should form a habit of writing a diary on daily basis especially of

critical incidences to help at the time of annual appraisals.
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