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Abstract

This paper provides a description of the Employee Performance Evaluation 
Systems (EPESs) in five selected manufacturing firms in Sri Lanka and an 
evaluation of those systems in the light of an evaluative framework developed from 
the current theoretical arguments, empineal findings and expert opinión. The 
evaluative framework has its focus on eight dimensions of Employee Performance 
Evaluation System (EPES) including Employee Performance Evaluation (EPE) 

•purposes, EPE policies, EPE criteria and standards, EPE methods, feedback 
interviews, evaluator training, practices for ensuring accurate implementation and 
review and renewal. The results indícate that the degrees of systematic 
utilization/quality of EPESs in three firms (A, C, and D) are modérate and those of 
EPESs in two firms (B and E) are low as per 5-point scale suggesting significant 
revisions to be made to the EPESs so as to improve them.

Introduction

Socio-economic development of Sri Lanka depends heavily on the success of all 
the organizations operating in the country, particularly firms in manufacturing 
sector, which has potential for creation of employment opportunities and income 
opportunities on a sustained basis. Success of an organization largely depends on 
how effectively employees perform their jobs (Heneman 111 and Schwab, 1982). 
Employee Performance Evaluation (EPE) is concemed with how far and how well 
employees perform their jobs. EPE identifies, measures and develops job 
performance of employees in an organization. Employees in a firm are required to 
generate a total commitment to desired standards of performance to achieve a 
competitivo advantage and improved performance for sustaining that competitive 
advantage at least for a prolonged period of time, if ríot forever. In view of Judge 
and Ferris (1993), perhaps there is no more important human resources system in 
organizations other than performance evaluation and ratings of employees’ 
performance represent critical decisions that are key influences on a variety of 
subsequent human resources actions and outeomes. Effective EPE drives 
employees in a firm to produce excellent standards of performance and even 
beyond the excellent (exceptional) standards of performance.

There are a very few studies carried out in Sri Lanka in respect of EPE including 
an in-depth audit research carried out by the author (Opatha, 1992) focusing on 
employee performance appraisal practices of selected State corporations in Sri 
Lanka. It is noted that no prior empirical case studies carried out on EPE of public 
quoted manufacturing companies in Sri Lanka. Henee there is a gap in the 
empirical research knowledge in respect of the practices of Employee 
Performance Evaluation Systems (EPESs) of manufacturing firms in Sri Lanka.
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It ¡s hoped that this study will prímaríly be important for manufacturíng firms and 
they will be in a position to identify the strengths and weaknesses of the current 
EPESs and to improve the Systems. Also this study may be of assistance to all 
other organizations in Sri Lanka in general for the purpose of improving their 
EPESs. Also the paper may be useful for those who are interested in 
understanding the practice of EPE in Sri Lankan firms.

Objectives of the Study

This study attempted to achieve the following two objectives:
i. To explore and describe the EPESs in the selected manufacturíng firms 

in Sri Lanka.
ii. To evalúate EPESs in the light of the evaluation framework developed

from the current theoretical arguments, empirícal research findings and 
expert opi: <.

Study Design

As this study went beyond merely describing the current EPESs in the 
manufacturíng firms selected to evaluation of the EPESs the nature of the study 
was evaluative. The study was conducted in the natural environment of the selected 
manufacturíng finms the extent of the researcher interference is minimal with the 
normal flow of events. As the data for the study were collected over a point in time, 
the study was cross-sectional in time horízon.

In order to achieve the objectives of this study, qualitative case study investigation 
was used as the major research method. The reasons are that it was needed to 
investígate the phenomenon (i.e., EPES) within its actual natural context and there 
was no purpose of generalization of the findings of the study.

For the objectives of the study five public quoted manufacturíng firms were 
selected and their ñames are not revealed for the reason of anonymity. Henee, the 
five firms are identified as cases A, B, C, D and E. These firms were quíte similar 
in terms of size of the employee forcé.

Both primary and secondary sources were needed to collect the relevant data to 
achieve the objectives of the study. In case of primary sources of data collection, a 
comprehensive structured questionnaire/checklist was given to the hum$n 
resource managers of the firms and direct interviews were held with them. The 
relevant EPE forms and documents were used as the secondary sources of data 
collection specially to collect data in respect of the dimensions of performance 
evaluation criteria and method and the element of content of training manual under 
the dimensión of evaluator training.

The Evaluation Framework

Employee Performance Evaluation (EPE) is the human resource management 
activity by means of which the organization determines the extent to which the 
employee is performing the job effectively (Glueck, 1979 and Ivancevich, 1998). 
EPES was conceptualized as a system of interrelated dimensions that inelude 
EPE purposes, EPE polides, EPE criteria and standards, EPE methods, EPE
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feedback interview, evaluator Training, practices for ensuring accurate 
implementation%and review and renewal. An evaluative framework was developed 
from the current theoretical arguments, empirical research findings and expert 
opinión in relation to the above eight dimensions, which were used to evalúate the 
degree of systematic utilizaron or quality of the EPES being applied by a 
manufacturing firm.

Purposes of EPE

Any proper EPES must have a formality and olear purposes for which it is used. 
EPE is used by the organizaron for administrative purposes, employee 
development and program assessment (Storn and Melt, 1983). According to 
Prasad (1993) EPE is expected to provide answers to many of the questions in 
respect of people management in the organizaron. In view of Prasad and 
Behnerjee (1994), the purposes of the periódica! evaluaron should be to evalúate 
results and plan for better performance, to understand the gaps in the knowledge, 
skills, and training needs and to idenrfy employees with potenral to fill higher 
positions in the future. There are several important purposes served by EPE and 
not served by any other human resource system or pracrce (Carrell, Bbert and 
Hatfield, 1995). Thus, ideally an EPES can be used to achieve at least 
administrative purposes that inelude: (1) To g ra it salary/wage increment; (2) To 
select employees to be promoted; (3) To determine the gravity of disciplinary 
actions; (4) To terminate/confirm employment; (5) To valídate selecron tools; and 
(6) To reward employees (other than salary/wage increments and promotions) and 
development purposes that inelude: (1) To ascertain potential performance and 
development needs of the employee so as to develop him/her; (2)To identify 
training needs of each employee so as to improve each employee’s job 
performance; (3)To counsel employee; and (4)To assess results of training 
programs.

These purposes were taken as elements or indicators of the dimensión of 
purposes of EPE and adequacy of purposes were rated on a 5-point scale of 
‘Always, Often, Sometimes, Rarely and Never’. Scores of 5,4,3,2,and 1 were given. 
to the responses respectively.

Policies of EPE

There are generally four EPE policy issues for which an organization needs to 
answer ór clarify in terms of well-defined policies (Glueck, 1979 and ivancevich, 
1998). These are:
1. On whom should EPE be done?
2. When should EPE be done?
3. Who should do EPE?
4. How often should EPE be done?

Effective policies in respect of the above policies, which are considered as 
indicators of the dimensión of policies of EPE, are as follows:

1. The writing of Glueck(1979) and Schular and Youngblood(1986) suggests that 
job performance of all permanent and non-permanent employees should be 
evaluated in order to accomplish as many purposes of EPE as possible. 
Unnecessary negative attitudes that will create if a part of employees are
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evaluated are avoided by evaluating all employees. Further this will further to 
ensure legal defense.

2. General approaches for timing of EPE indude Fixed Time approach 
(evaluating job performance of all employees within a certain period of time- 
one day or severa! days), Arbitrary Time approach (evaluating job 
performance of different employees at different days/times) and Job Cycle 
approach (evaluating job performance of an employee when he/she finishes 
all the duties for one time). It is more appropriate to use fixed time approach 
plus job cycle approach (rather than arbitrary dates approach) in order to have 
more convenient administration of EPE, more concentration of evaluator on 
EPE, easier comparison of EPE of different employees and lesser possibility 
of unfair and inaccurate EPE owing to organizational and environmental 
causes (such as transfer or promotion of evaluator) and clear starting and 
ending of work (Glueck, 1979).

3. Arguments of Glueck(1979), Schular and Youngblood(1986), Bemardin and 
Russel(1993) and observation of Judge and Ferris(1993) suggest that 
immediate superior of an employee should be allowed to particípate in 
evaluating his or her job performance and, however only the immediate 
superior is not sufficient. Immediate superior is relatively in a good position to 
observe the subordinate’s job performance closely and he or she has a 
greater degree of interaction with the subordínate. Use of immediate superior 
only may encourage a situation where the evaluation is based on not on 
actual performance but on prejudices. Several sources ¡ncluding immediate 
superior, immediate superior and immediate superior's superior, several 
superiors, a committee, an outsider, peers, customers, and self and a 
combination can be used for job performance evaluation of an employee. As 
each source has its own advantages and disadvantages use of several 
sources will enhance the degree of accuracy of EPE by maximizing 
advantages and minimizing disadvantages (see, Ivancevich, 1998).

4. Companies that conduct múltiple EPE had better results in terms of total 
shareholder retum on equity, sales growth and cash flow (Martínez, 1997). In 
the current business climate, to consider monitoring performance often may 
be well for all firms (Mondy et al, 1999). Research has shown that many 
employees believe performance feedback should be given more frequently 
than once or twice a year (Bernarding and Christopher, 1997 as in Anthony 
and et al, 1999) and, thus, suggesting doing EPE frequently. To do EPE often 
or too frequent is not realistic due to tíme and other constraints. To conduc£ 
formal PE at least twice per year seems to be more appropriate owing to 
lesser probability of occurring recency effect and greater opportunity of giving 
feedback.

Degree of soundness of EPE policios being followed by the selected cases was 
rated on a 5-point scale based on the above effective policies. Scores of 
5,4,3,2,and 1 were given depending on the varying degrees of soundness of EPE 
policies. Soundness of on whom was measured by giving 5 for ‘on every 
employee’; 4 fo r ' on permanent employees only1; 3 for ‘on managerial employees 
only’; 2 for 'on every employee except minor sta ff and; 1 for ‘on other specific 
category only’. Regarding second policy issue, 5 was given for fixed time and job 
cycle approaches, 4 was given for job cycle only, 3 for fixed time only, 2 for 
arbitrary time only and 1 for no clear policy. Third policy issue (soundness of who) 
was rated on a 5-point scale (5= combination of more than three sources; 4=
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combination of three sources; 3= combination of two sources; 2= immediate 
supervisor onlyr^md 1= any other source only). In respect of fourth policy issue, 5 
was given for monthly/fotrrth-monthly (for every two m onths),4 for quarterly, 3 for 
semi-annually, 2 for annually, and 1 for more than one year.

EPE Criteria and Standards

The dimensions/factors of performance on which an employee is appraised are 
referred to EPE criteria (ivancevich, 1994 and Ivancevich, 1998). Criteria are 
measures of identifying success of job performance of employees. It is 
indispensable to have good PE criteria for fair and accurate EPE.

Three elements of EPE criteria such as adequacy, definition and objectivity are 
considered for this study. Use of one criterion is not appropriate at all to evalúate 
the success of an employee’s job performance (Ivancevich, 1994). It is 
recommended that use of múltiple criteria is appropriate (Ivancevich, 1998 and 
Mathis and Jakson, 2000). For instance, criteria such as quality of work, quantity of 
work, commitment to work, attendance and relationship with relevant people may 
be used to assess success of job performance of employees. In order to 
successful EPE, criteria should be developed in respect of traits (qualities), 
behaviors (activities) and results (outcomes) as well because there are both pros 
and cons to focusing exclusively on one group of criteria and then use of the three 
groups enhances adequacy of evaluation (Beach, 1980 and Tripathi, 1991). Traits 
are special qualities possessed by the employee such as job knowledge, honesty 
and trust that do contribute to better behaviours and to identification of employees’ 
training needs. Behaviours such as planning the work, organizing the work, 
attendance and punctuality are particular activities to be performed for success of 
the job and are generally free from contamination by external uncontrollable 
factors (such as economic conditions, power failures or inadequacy or detective 
tools). Results are the outcomes that are the primary goals of the job performance 
and are the most important at the final analysis. Relatively results are easier to 
evalúate more fairly and more accurately. Both objective and subjective measures 
of performance should be taken into consideration for formal EPE (Anthony, 
Perrewe & Kacmar, 1999). Traits and behaviours are more subjective measures 
rather than objective compared with results that are more objective measures.

Adequacy of criteria was rated on a 5-point scale. 5,4,3,2,and 1 were given for 
criteria clearly focused on traits, behaviours and results; focused on results and 
behaviours; focused on behaviours and traits; focused on results only and traits 
and behaviours only respectiveiy.

All the criteria used EPE must be clearly defined (Chruden & Sherman, 1980 and 
Anthony, Perrewe & Kacmar, 1999). If criteria have been defined clearly the users 
can understand them properiy for effective EPE. Nature of definition ( degree of 
clearness) was rated on a 5- point scale (5= all the criteria defined clearly; 4= 
majority of criteria defined clearly; 3= almost a half of the criteria defined clearly; 
2= a few criteria defined clearly and 1= no criterion defined clearly).

Compared with subjective criteria, relative degree of accuracy is higher in case of 
objective criteria (Stone and Melt, 1983; Werther and Davis, 1985). It is more 
appropriate to use objective criteria for EPE as they can be quantified distinctly 
and verified by others. The degree of objectivity of the criteria becomes maximized 
if all the criteria being used for EPE can be quantified clearly. Even in case of
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subjective criteria, they can be made objective through the use of objective 
standards/rating scales as much as possible in order to improve the degree of 
objectivity of the EPE.

The degree of objectivity of the EPE was rated on a 5-point scale with scores of 
5,4,3,2,and 1. The highest score (5) was given to ‘all criteria are can be quantified 
ciearly'. 4 was given for 'many criteria can be quantified clearly; 3 for *50% of the 
criteria can be quantified’; 2 for 'many criteria cannot be quantified clearly; and 1 
for ‘almost all the criteria can not be quantified clearly’.

By using standards, performance criteria take on a range of valúes (Schuler and 
Youngblood, 1986). EPE standards refer to rating scales that should be developed 
systematically and fairly.

“Based on job analysis Information, the levels o f performance deemed to be 
acceptable versus those that are unacceptable are developed. In essence, this 
determines a standard against which to compare employee performance. A good 
performance standard describes what an employee should have produced or 
accomplished upon completing a specific activity." Wrote Anthony, Perrewe and 
Kacmar, (1999: 379).

“Standards should be set with great care, fo r if they are too liberal little  benefit w ill 
be gained by the control, and if they are too stringent, they w ill demoralize the sta ff 
and may even precipítate industrialaction." Stressed Denyer (1993:513).

Standards should not be static and they should be dynamic. In view of Anthony et 
al, (1999) performance standards should meetseveral important requirements. First 
the standards should be written. When they are in writing, anyone who reads them 
will be able to recognize the difference between acceptable and unacceptable 
levels of performance. Second, the standard should challenge the employee. 
However it should be attainable by the relevant employee. To set an extremely high 
standard to motívate employees to perform at their máximum level may backfire. 
Also the standards should have the quality of measurability and a specified time 
trame.

Regarding the number of rating scales in respect of a particular criterion there is no 
certain number. Rice (1996:244) observes:

“In an attem pt to improve the reliability o f ratings, severaI researchers have 
experimented with varying the number o f rating categories. The results indícate fía t 
consistency among raters drops significantly when there are less than 4 or more 
than 10 categories. Five to nine categories seem to produce the most consistent 
ratings.”

Thus, it is better to have rating categories between five and nine. This will improve 
consistency among raters and then reliability of EPE.

The degree of quality of standards was rated on a 5-point scale according to the 
number of requirements being met out of the five requirements. The five 
requirements are clearness of showing acceptable and unacceptable levels of 
performance, realistic but challenging standards, measurability, specified time 
frame and five to nine categories. 5 scores were given to ‘all the five requirements 
are met’; 4 for ‘four requirements only m ef; 3 for Ihree requirements only m ef; 2 for 
‘two requirements only met’ and 1 for ‘one requirement only met'.
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EPE Methods
* %

Generally EPE methods xefer to techniques that can be used in evaluating job 
performance of employees. Three elements i.e., appropriatenéss of the technique, 
quality of the content of the evaluating form and quality of the EPE procedure were 
considerad under this dimensión.

Traits, behaviours and results of the employee should be assessed for a better 
EPE. The Management by Objectives (MBO) technique focuses on results only 
(Werther and Davis, 1993, Mathis and Jackson, 2000). Behavioral Anchored 
ñating Scales (BARS)/Behavioral Observation Scales (BOS) technique focuses on 
activities or behaviours (Schuler and Youngblood, 1986 and Mamoria, 1991). 
Graphic Rating Scales (GRS) technique has generally the focus on traits of 
employees needed to perform the jobs. A 5-point scale was used to rate the 
degree of appropriateness of the technique. 5, 4, 3, 2, and 1 were given for ‘use of 
MBO + BARS/BOS + GRS’, ‘use of MBO + BARS/BOS, ‘use of MBO or 
BARS/BOS’, ‘use of any other technique except Essay Technique’ and ‘use of 
Essay Technique’ respectively. As the Essay Technique has relatively more 
disadvantages such as difficulty of comparing evaluations among employees, high 
subjectivity in evaluation and unequal skills in writing possessed by different 
evaluators, less consistency and less accuracy in evaluating, the lowest score (01) 
was given.

EPE form is a specific form used for the purpose of performance evaluation of an 
employee and it is the heart of EPE. The quality of the content of the form was 
assessed by taking into consideration of the foilowing indicators (these are based 
on recommendations of Cumming, 1998): (1) Identification information such as 
ñame of the evaluee, job title, department, unit, date of evaluation etc.; (2) 
Instructions (appropriate); (3) Evaluation on criteria; (4) Comments of evaluator 
(for notes on present deficiencies, strengths/potential and actions to be taken to 
fulfill potential shown or correct deficiencies and other remarks); (5) Comments of 
evaluee about evaluation given; and (6) Comments of reviewing official(s).

The ratings relating to the above indicators were done on a 2-point scale of 
‘Provided’ and ‘Not provided’. Score weightages of 5 and 1 were given to this 
scaling.

*

A procedure outlines specific steps to follow in particular recurring situations 
(Bovee, et al., 1993). EPE procedure gives, broadly writing, the relevant specific 
guidelines for completing the EPE form. The quality of the EPE procedure being 
used by the cases was evaluated by taking into consideration of the foilowing 
indicators (these are based on recommendations of Bernardin and Russeil, 1993): 
(1) Steps to be followed are clearly indicated; (2) Weighting according to the 
significance of each criterion (as all the criteria being used do not equally 
contribute to success of the employee job performance.); and (3) Overall score 
computation.

The rating for the above indicators was done on a 2-point scale of ‘Included’ and 
'Not included’. Score weightages of 5 and l^were given to the scaling.
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EPE Feedback Interview

EPE feedback interview refers a performance review session giving evaluee 
information regarding his/her past performance assessed and improvement of 
future performance. The objective of the feedback interview ¡s to get employees to 
do more talking and thinking about their job performance in order to improve 
individual performance (Jone, 1998). Due to several important reasons such as 
providing the superior an opportunity to discuss the quality of performance with the 
subordínate, exploring areas of possible improvement and growth, providing an 
opportunity to identify the subordinate’s attitudes and feelings more thoroughly, 
and thus, improving communication between the parties that may lead to feelings 
of harmony and cooperation (Chruden and Sherman, 1980) EPE feedback 
interview is an integral part of an EPES. In observation of Kaye (1984), motivation 
of an employee to improve his/her current performance increases when received 
feedback specifying goals, which in tum enhances future career moves. The Job 
Characteristics theory developed by Hackman and Oldham (1980) as in Fried, 
Cummings and Oldham(1998) shows that knowledge of the results of work is one 
critical psychological State that controlls satisfaction and motivation and this 
knowledge of the results of work is delivered through feedback interview.

The elements such as availability of the feedback interview, appropriateness of the 
method and adequacy of the expected behaviours are considered for this study 
under this dimensión. Tell-and-sell, tell-and listen and problem solving are the 
three basic methods of feedback interview (Schuler and Youngblood, 1986; Mathis 
and Jackson, 1988). Advantages and disadvantages can be seen relating to each 
method and therefore a combination seems to be better. Advantages such as 
stimulating growth and development in employee, increasing freedom, enhancing 
responsibility and facilitatíng change will maximize while disadvantages such as 
suppressed defensivo behaviour, loss of loyalty and inhibition of independent 
judgment will minimize as a result of the use of a combination (Chruden and 
Sherman, 1980 and Mamoria, 1991).

Before a manager/evaluator performs a feedback interview he/she is supposed to 
prepare well for it and then appropriately conduct it. There are several expected 
behaviours from evaluators in relation to feedback interview, which are considered 
as indicators of the element of expected feedback interview behaviours that are 
based on the recommendations of Donnelly, et al. 1987 and Kleiman, 2000). 
These are: (1) scheduling so that evaluator and evaluee agree upon an 
appropriate date and time for the interview; (2) selecting a neutral prívate location 
(neither the evaluator ñor evaluee’s work place); (3) informing the evaluee of tiie  
interview sufficiently in advance; (4) reviewing the ratings given and beir\g 
prepared to State the reasons of each rating; (5) making criticisms specific, not 
general and vague; (6) focusing críticism on performance and not personality 
characteristics as m udí as possible; (7) identifying specific actions that can be 
taken by the evaluee to improve performance (emphasize on a plan of action). 
Thus, seven expected feedback interview behaviours were considered for the 
element of adequacy of expected behaviours.

The degree of systematic utilization/quality of the EPE feedback interview was 
judged according to the three elements, i.e., availability of feedback interview, 
appropriateness of the method of feedback interview and adequacy of expected 
behaviours. Responses to the availability were elicited on a 2-point scale of 'Yes' 
and ‘No’ for which scores of 5 and 1 were given respectively. The responses to the 
appropriateness of the method of feedback interview were elicited on a 5- point
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scale (5= Problem Solving + Tell and Listen; 4= Problem oolving + Tell and Sell; 3= 
Problem Solving only; 2 = Jell and Listen only and 1= Tell and Sell). A 5-point scale 
of ‘Always’, ‘©fien’, ‘Sometimes’, ‘Rarely’, and ‘Never' was used to rate the degree 
of use of the expected~feedback interview behaviours. Scores of 5,4,3,2, and 1 
were given respectively.

Evaluator Training

Training o fa ll the relevant evaluators is im portant fo r successful ¡mplementation o f 
the EPES (Mathis and Jackson, 2000). It refers to a systematic attem pt to improve 
knowledge, skills and attitudes withln the relevant evaluators in respect o f EPE, 
particularly the scheme or the program devebped for EPE in the organization. In 
view o f López (1968) few people are born with evaluation skills. Smith (1986) 
observes that proper training o f evaluators w ill heip avoid o r alleviate evaluator 
errors such as teniency, strictness, central tendency, and especially hato effects. In 
view o f Kirkpatrlck (1986) the relevant knowledge should be provided, the skills in 
evaluation should be devetoped, and the relevant positive attitudes should be 
created for an effective EPE system through evaluator training. The training is 
recommended fo r raters and a ll decision-makers and analysts (Bemardin, Kane, 
fíoss, Spina and Johnson, 1995).

For this study, the dimensión o f evaluator training is considered to have three 
elements i.e., availability o f evaluator training, availability o f evaluator manual, and 
contení o f evaluator training program.

A good EPE evaluator-training program should focus on: (1) giving an 
understanding of the significance and objectives of EPES; (2) an understanding of 
the EPES designed/ used in the organization; (3) an understanding of the 
existence and avoidance of common errors associated with evaluators such as 
halo effect, bias, central tendency, harshness and leniency, recency effect and so 
on; (4) practice ¡n completing EPE forms; (5) understanding and practice in 
feedback interviewing; (6) and, an understanding on other important issues 
associated with EPE such as documentation for proper evaluation, ethics, legal 
defensibility, and responsibility of ¡mplementation of the EPES (López, 1968; 
Schuler and Youndblood, 1986 and Carrell, et.al.,1995).These were considered 
as elements of the content of evaluator training program.

Responses to the availability of evaluator training and availability of evaluator 
manual were elicited on a 2-point scale of ‘Yes’ and ‘No’ for which scores of 5 and 1 
were given respectively. The responses to the content of the evaluator training were 
elicited on a 2-ponit scale of ‘Induded’ and ‘Not included’. The score weightage of 5 
was given to ‘Included’ and 1 was given to ‘Not included’.

Practices for Ensuring Accurate Implementation

Having designed an EPES it is essential to implement it as planned in order to 
realizo the intended purposes. The following practices, most of which are based on 
López (1968), were considered as elements for this dimensión: (1)
Personnel/Human Resource Department makes sure that reports are completed 
and processed punctually; (2) Top management communicates the significance of 
EPE at all level; (3) EPE is a direct responsibility of every manager; (4) Personnel/ 
Human Resource Department does periodic attempts to discover methods for
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improving EPES; (5) The top management introduces EPE to all the leveis oí the 
organizaron as a general management program, not a personnel management 
program; (6) To complete EPE form at least in duplícate; (7) EPE reports/forms 
remain confidential; (8) There is an opportunity available for appealing against 
evaluations; (9) To recognize and reward evaluators for accurate evaluation; and 
(10) To review the EPE form by at least one higher management level before it 
becomes official.

This dimensión was divided into two elements such as responsibility prácticos for 
ensuring (above practices numbered 1, 2, 3, 4, and 5) and other practicas (5, 6, 7, 
8, 9, and 10). Degree of use of the above practices was rated on a 5-point scale of 
‘Always’, ‘Often’, 'Sometimes', ‘Rarely’, and ‘Never’. Scores of 5,4,3,2, and 1 were 
given sequentially.

Review and Renewal
%

Final dimensión of EPES of this study is review and renewal. Adapting from López 
(1968), ‘Review’ refers to a systematic attempt to find out whether the EPE program 
is being carried out in the manner it was planned and to determine whether 
improvements can be made for more successful system while ‘Renewal’ refers to 
redeveloping of the EPES so as to incorpórate all the improvements determined 
through the review.

Systematically evaluating the validity of the EPES should be a key feature and an 
unmonitored system can create havoc within an organization if problems go 
undetected (Anthony et al., 1999). By gauging the users* satisfaction with the 
EPESs most firms evalúate it and its users (employees) are displeased with the 
system, there is probably something wrong with it (Kleiman, et al., 1987). 
Observation of organizational records (grievances, appeals and legal cases etc.) 
and attitude surveys are two methods from which user satisfacen can be gleaned 
(Kleiman, 2000).

t r

Use of systemarc review and renewal and its continuity were rated on a 5- point 
scale of ‘Strongly agree’, ‘Agree’, 'Undecided', ‘Disagree’, and ‘Strongly Disagree’. 
Scores from 5 to 1 were given respectively.

Descríption of Current EPESs
/

In this section, it is intended to present EPESs being followed by the five firms 
selected for this study. Each of the five firms has been following an EPES. The 
history of the systems goes back to the commencement of the firms. Terminology 
used by the firms with respect to EPE is as follows:

Firm Term inology

A Performance Evaluaron
B Annual Evaluation Report
C Performance Appraisal
D Annual Performance Appraisal
E Annual Salary Increment Report
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Objectives

All the five firms used EEE information to achieve many purposes. All the firms 
were using nona o f the administratíve objectives and development objectives 
aíways. Cases B, C, 0, and E always used EPE information to grant salary 
¡ncrements while case A used EPE information to grant salary increments 
sometimes. None of the cases used EPE information for selecting employees to 
be promoted. Case B never used EPE to select employees for promotions. Also 
none of the firms used always EPE information to determine the gravity of 
disciplinary actions, to valídate selection tools, to reward employees (other than 
salary increments and promotions). Regarding development objectives case A 
always used EPE information aimost all objectives considered. Case C used it 
always to identify potential performance for employee development and to counsel 
employees, and often used to identify training needs and, assess results of training 
programs.

EPE Policies

The staff of all the cases comprised of permanent, temporary and casual 
employees and EPE was done by cases A, C, and E on all permanent and 
temporary employees^ However cases B and 0  did EPE on permanent employees 
only. In performing EPE fixed time approach was used by all the casés. All the 
cases did EPE annually except case C that did semi-annually. In case B two 
persons: the immedlate superior and immediate superíor’s superior were invoived 
in the evaluation. Immediate superior only did the evaluation in cases A, C and E. 
Case D used a mixed approach that involved immediate superior, immediate 
superior’s superior and Personnei Manager/General Manager.

EPE Criteria

The case A considered four objective criteria such as attendance, productivity, 
English knowíedge and other Language proficiency and seven subjective criteria 
such as responsibility, conduct, attitudes, ability to get on with others, neatness, 
ability to train others and leadership style. In the case B, four objective criteria such 
as attendance, warning, penalties and output contribution and four subjective 
criteria such as personaiity, reliability, discipline and co-operation were used to 
measure job performance of executives. Attendance, quantity and quality of work 
and late arrivals are the objective criteria and discipline, co-operation, job
knowledgé and effort are the subjective criteria used to measure the job
performance of supervisors. Clerical and allied employees’ performance was 
measured by the use of three objective criteria such as attendance, quantity and 
quality of work and late arrivals and five subjective criteria such as reliability, 
behaviour, co-operation, knowíedge and e ffort Job performance of
watchers/security personnei was measured by the use of attendance and late
arrivals as objective criteria and discipline, co-operation, expectations and efforts as 
subjective criteria. Two objective criteria (attendance and late arrivals) and four 
subjective criteria (reliability, behaviour, co-operation and effort) were used to 
measure the job performance of labourers. The case C used attendance and 
defects as objective criteria and ability, attitudes, reliability, co-operation, behaviour, 
discipline and knowíedge as subjective criteria to evalúate job performance of 
trainees/probationary employees. One objective criterion i.e., attendance and 
eleven subjective criteria i.e., knowíedge, initiative, quality of work, effort, co-
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operation, communication, leadership, leaming ability, dependability, commitment 
and personal impression were for evaluating all other employees. Case D used 
warnings issued, leave utilized, achievement and number of no-pay days as 
objective criteria and man management, co-operation, technical ability, organizing 
ability, effort, oral communication, and written communication as subjective criteria 
to measure managerial performance, and warnings issued, leave utilized and no- 
pay days as objective criteria and application, motivation, initiative and conduct as 
subjective criteria to measure non-managerial performance. The case E used two 
objective criteria, i.e., attendance and work and one subjective criteríon, i.©., 
conduct to evalúate all employees* performance.

Case C had almost half of criteria clearty defined while case D had no criteria 
clearly defined. Other cases had a few criteria clearly defined. In relation to 
objectivity of the EPE criteria used by all cases, many had not been quantified 
clearly. Only one o f"  i  five requirements of the quality of standards i.e., five to nine 
categoríes of rating i iad not been met in all the cases except case D that had met 
only two requirements such as cleamess of showing acceptable and unacceptable 
levels of performance and five to nine categoríes.

EPE M ethods

Some form of MBO and Graphic rating scales were used in cases A and 0. The 
general method used to evalúate job performance of employees in case C was 
Graphic Rating Scales. Case B and case E used Essay method to do EPE. The 
forms used for EPE by the selected cases for the study are not given in this paper 
for the reason of anonymity as well as the reason of space.

EPE Feedback Interview

All the cases held feedback interviews. Case A and case E had the type of tell-and- 
sell while case B had tell-and- listen. The feedback type used by case C was 
problem solving plus tell-and- listen. Case D used problem solving only. First and 
second expected feedback interview behaviours were missing from all the five 
cases. The third expected behaviour could be seen sometimes in case C only. The 
fourth, fifth and sixth behaviours could be seen often in cases A and B and while 
they were seen sometimes in cases B, D and E. The eighth behaviour, i.e., 
identifying specific actions that can be taken by the evaluee to improve performance 
(emphasize on a plan of action) was sometimes in cases A, B and D while iteras 
often in case C and never in case E.

Evaluator Training

In all the cases irrespective of case A, there was no specific training given to 
evaiuators to train them in EPE. The cases B, C, D and E had no a manual to be 
used for the evaluator to do EPE while case A had such thing. Two elements such 
as understanding and practice in feedback ¡nterviewing and an understanding on 
other important issues associated with EPE such as documentation for proper 
evaluation, ethics, legal defensibility, and responsibility of implementation of the 
EPES had not been ¡ncluded in the content of evaluator training program in case A.
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Practice for Ensuríng Accurate Implementation
*

It revealed that practices i.er, top management communicates .the ¡mportance of 
EPE at all levels, EPE has been made a direct responsibílity of every manager and 
review the EPE form by at least one higher management level before ¡t becomes 
official were being followed always in all the cases. The practice-Personnel 
Department does periodic attempts to discover methods for improving EPES- was 
never in case A; always in case B; rarely in cases C and E; and sometimes in case 
D. The practice- introducing EPES as-a general management program instead of a 
personnel management program was never followed by any case studied for the 
study. All the cases did completion of EPE form at least in duplícate sometimes. 
EPE reports remained confidential always in cases B and D; sometimes in case A; 
and never in cases C and E. While there is always an opportunity available for 
appealing against evaluations in cases A and C, there is never such opportunity in 
cases B, D and E. Case A always recognized and rewarded evaluators for accurate 
evaluation while other cases did sometimes.

Review and Renewal

Other than C and D, all the other three cases had done no review and renewal in 
respect of their EPESs. Case C and case D did a review once its commencement 
and consequently changed the system in order to improve. However theré was no 
continuity of EPE review and renewal in the case C and the case D.

Resulte and Discussion of the Evaluation

This section presents the results of the evaluation of the eight dimensions of the 
EPESs being applied by the cases selected for the study basing on the framework 
given earlier. The overall ratings in relation to each element of the each dimensión 
are indicated in the table -1.

Table-1 Results of the Evaluation of EPESs

Dim ensions and Elem ents R atings
Case A Case B CaseC Case D Case E

I.Purposes
(a) Adequacy of administratlve purposes 3.2 1.6 4.3 4 3.1
(b) Adequacy of development purposes 4.8 1.6 4.4 3 1.8
Mean 4 1.6 4.35 3.5 2.48
2. Policies
(a) Soundness of on whom 4 3 4 3 4
(b) Soundness of when 4 4 4 4 4
(c) Soundness of who 3 4 3 5 3

. (d) Soundness of how often 3 3 4 3 3
Mean 3.5 3.5 3.75 3.75 3.5
3. Criteria and Standards
(a) Adequacy of criteria 4 4 3 3 1
(b) Definition of criteria 2 2 3 2 1
(c) Objectivity 2 2 2 2 2
(d) Quality of standards 1 1 1 2 1
Mean 2.25 2.25 2.25 2.25 1
4. Methods
(a) Appropriateness 4 2 2 4 2
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(b) Quality of the content of the form 2.3 3 3 3.6 2.3
(c)Quality of the evaluation procedure 3.6 5 5 5 2.3
Mean 3.3 3.3 3.3 4.2 2.2
5. Feedback Interview
(a) Availability of feedback interview 3 5 5 5 3
(b) Appropriateness of the method 1 2 5 3 1
(c) Adequacy of the expected behaviours 2.2 2.1 3 2.1 1.8
Mean 2.06 3.03 4.3 3.36 1.9
6. EvaluatorTraining
(a) Availability of training 5 1 1 1 1
(b) Availability of training manual 5 1 1 1 1
(c) Quality of training program content 3 1 1 1 1
Mean 4.3 1 1 1 1
7. Practices for ¡mplementation
(a) Use of responsibility practices for1 
ensuring

4 3.5 4 4 4

(b) Use of other practices 3.6 4 3 3.3 2.3
Mean 3.8 3.6 3.5 3.6 3.1
8. ñeview and Renewa*
(a) Use of system review and renewal 1 1 5 5 1
(b) Continuity of review and renewal 1 1 1 1 1
Mean 1. 1 3 3 1
Overall Mean Valué 3.02 2.41 3.18 3.08 2.02
Key: 5 Very High; 4: High; 3: Modérate; 2: Low; 1: very Low

As can be seen ¡n the table-1, degree of systematic utilization/quality of EPES of 
case A, case C and case D is modérate and that of case B and case E ¡s low. 
None of the cases is rated as having the very high or high degree of systematic 
utilization/quality of EPES as far as the evaluative framework of this study is 
concerned. The ¡mplication of this finding is that there is a need for each case to 
improve its EPES to reach the standard expected by the evaluative framework of 
this study. This need of improving is more severe in case of cases B and E whose 
systematic utilization/quality of EPES is low. In relation to any dimensión of the 
EPES none of the cases can be rated as*very high in systematic utilization/quality 
(see mean valúes relating to dimensions in the table). Only case A has a high 
degree of adequacy of EPE purposes, only case D has a high degree of EPE 
methods and, only case C has a high utilization/quality of EPE feedback. None of 
the dimensions of EPES of case B and case E has got a high rating. This implies 
that there is a room for each dimensión to improve in order to reach the standard 
suggested by the evaluative framework of this study (see table-2 for the results of 
the degrees of systematic utilization/quality of each dimensión of EPESs when.all 
the cases’ ratings are summed up).

Table-2 Results o f the  Dim ensions o f EPESs of A ll the Five Cases

Dim ensión Scores Standard
1. Purposes 3.18 Modérate
2. Policies 3.6 Modérate
3. Criteria and Standards 2.05 Low
4. Methods 3.26 Modérate
5. Feedback Interview 2.93 Almost Modérate
6. Evaluator Training 1.6 Very Low
7. Ensuring Practices 3.57 Modérate
8. ñeview and Renewal 1.8 Very Low
Overall 2.74 Above Low but less than Modérate
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With respect to the dimensión of étFaluator training all the cases except case A 
are rated as yery low. It is rated in case A as high, not very high. Also three 
cases i.e.f A, B.'and E arp rated as very low with respect to the dimensión of EPE 
review and renewal. These results imply that there is a strong need of improving 
for evaluator training in all the cases except case A and a strong need of 
improving for renew and renewal in almost all the cases.

Another notable finding is that each case has at least two dimensions rated as 
very low or low. This finding implies that each case strongly needs to improve 
totally at least two dimensions/aspects of its EPES. As far as the dimensión of 
criteria and standards is concemed, the degree of systematic utilization/quality is 
low for all the cases suggestíng a strong need to improve criteria and standards. 
We strongly recommend for all the cases that EPE criteria and standards, which 
are relevant and more objective, should be developed. As a whole, there is a 
very strong need for case E to improve its EPES. It is recommended for case E to 
discontinué the existing system and introduce a new EPES that incorporates all 
the dimensions rightfully. As case B has a low degree of systematic 
utilization/quality of its EPES, it is better for it also to introduce a new EPES. As 
other cases' EPESs are modérate in their systematic utilization/quality, the 
existing systems can be revised so as to avoid all the weaknesses.

As far as terminology is concerned cases A and C are OK. But cases B, D and E 
used the word ‘annual’ indicating frequency of EPE is annual, which is not 
appropriate because frequency should be higher (at least two times per year) for 
better feedback to improve the performance. The terms 'Annual Salary Increment 
Report’ used by case E indicates that EPE is done only for the purpose of 
determining salary increments underestimating the valué of EPE that can serve 
many purposes. Therefore, these terms need to be changed.

There should be some reasons for modérate or low degree of systematic 
utilization/quality of EPESs in the five cases studied. It might be the reason that 
each firm has no right expertise to understand all intricacies and aspects involved 
in EPE and, develop and implement a more systematic/high quality EPES. 
Otherwise, there is an adequate expertise available within the firm but top 
management or the relevant authority has no serious motivation to develop and 
implement a more systematic/high quality EPES owing to lack of understanding 
the overwhelming significance of EPE or mere ignorance. The Personnel 
manager, having understood the very importance of EPE that has a variety of 
Utilities, gets no support from top management and/or line management. This 
might be another reason for modérate or unsatisfactory level of quality of EPES. It 
might be that all the important employee-related decisions such as promotíons, 
rewards and training etc. are being made by managers based on organizational 
politics or personal influences or haphazard judgement rather than EPE 
Information. In fact, it was revealed that none of the cases studied used EPE 
information for selecting employees to be promoted. Promotíons should ideally be 
given to employees on the basis of both seniority and competence.

Conclusión

An attempt was made to explore, describe and evalúate EPESs of five selected 
public quoted manufacturing firms. The investigation covered eight major aspects 
of EPE such as purposes, policies, criteria and standards, methods, feedback 
interview, training, practices for ensuring accurate implementation and review and
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rcncwal Sun i m ar/ o* the evaiuation indicates that the degrees of systematic 
utilizatioti'auaiitv of EPESs in cases A, C and D are modérate whiie cases B and 
E being lew. General Implication of the findings suggests that the current EPESs 
of all the cases need to be revised largely or at least significantty and further 
improved fot realizing the important purposes ot performance evaiuation and then 
for better employee performance towards better human productivity.
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