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ABSTRACT

Performance is thus about the way the task is accomplished and the results achieved
(outputs). The way inputs (resources) are utilized and the extent to which outputs (results) are
achieved at institutional level designates organizational performance, which therefore, is best
explained in what and how an employee in the structure is expected to get tasks geared and
accomplished towards the organizational goals. The pattern a task is accomplished and the
results achieved thereby flows through and within different interacting and interrelated sets
of activities that constitute a system i.e. performance system. The contemporary period of
increasing global competition has put more focus on effectiveness that the systems and
processes in the organization be applied in the right way to the right thing:

Performance management is of performance improvement process linked to performance
appraisal. In effective organizations, goals are agreed and work is planned routinely,
progress is measured and feedback is communicated. And this study draws on effectiveness
in appraising the performance of employees for a continuous improvement of organizational
performance in the Ethiopian Radio and Television Agency (ERTA). It focuses on how
effective is performance appraisal in improving the performance of employees in ERTA and

in achieving strategic and operational goals.

The methods of participant observation and Likert-type questionnaires are the preferred
methods to collect data from primary sources, and the required data regarding factors that
contribute to effectiveness of the performance appraisal system are obtained. Accordingly,

that indicates that the system in the agency is ineffectively implemented.
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CHAPTER 1: INTRODUCTION

1.1 Background of the Research

This research study is an instrumental case study that intends to examine in some depth the
system adopted, and set of interrelated activities practiced in appraising the performance of
journalists, production technicians, the staff and their supervisors in the Ethiopian federal

public broadcasting media.

Institutionalized public broadcasting media service in Ethiopia well began with the
establishment of the Voice of Ethiopia in 1950s, a decade latter to be followed by the
Department of Ethiopian Television. Each electronic media, i.e. the Voice and Television
served independently of the other till both were structurally merged to form the sole and
strong public broadcasting media organization, presently called the Ethiopian Radio and

Television Agency (ERTA) in the early nineties.

ERTA is accountable to the FDRE parliament and structured into divisions of Radio,
Television, Resource management and promotion, and Engineering. Each division is further
organized into departments consisting of units and sub units. The agency is organized by
branch offices almost all over the Federal Republic, and its total number of employees
exceeds nine hundred in 2007. In appraising the performance of its employees ERTA adopts
the system prepared and approved by the Ethiopian Federal Civil Service Commission.
Accordingly, a Result Oriented Employees’ Performance Appraisal System (ROEPAS) has
been declared as a frame of reference for conducting performance appraisal in the agency.

The organization is chosen as a typical case example as it shows the nature of performance

management systems and processes in the public broadcasting media of the state. This

research is an attempt to measure employees' performance appraisal effectiveness by using

indicators. And the basis upon which the issue of employees’ performance appraisal is
X1l



selected as a functional instance of the study indicates its purpose: why the ‘system’ is not

working effectively.

1.2 Statement of the Research Problem
The research study explores the extent to which employees’ performance appraisal ‘system’

is effectively implemented among journalists, production technicians, the staff and their

supervisors in the Ethiopian federal public broadcasting media.

Recent observation (by the researcher) at employees’ request for a sustainable performance
appraisal and its inadequate implementation for the last three consecutive years have created
public interest and there are important implications to go through the appraisal process and

reconsider the application techniques by the agency.

In addressing how effective is ERTA in appraising the performance of its employees there
are points to be considered
e How can ERTA make performance appraisal a highly effective tool for monitoring
and motivating team members and employees?
e What performance appraisal system is adopted in the agency?
e What are the key elements in the system adopted?
e What effectiveness indicators are set for the key elements?

e \What do the indicators show?

1.3. Importance of the Research
In this case study of appraising the performance system adapted to journalists, production

technicians, the staff and their supervisors working for the Ethiopian Federal broadcasting
media Institution, this research will:
1. Provide an understanding of the managerial and operational impact of appraising
employees’ performances on the basis of results achieved,
2. Develop a better theoretical model linking performance appraisal to strategic and
operational plan achievements,
3. Change the way supervisors and their subordinates conduct performance appraisal

interviews in the organization; and
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1.4 Objectives of the Research
Setting objectives of a research study is the “center” of any thesis as the subsequent

methodology and research tools/instruments, discussion and findings, conclusions and

recommendations depend up on it.

Very carefully, therefore, the present study does the following general and specific

objectives.

1.4.1 General Objectives of the Research
The study’s overall objective is to ‘appraise the appraisal of performance system’ i.e. to

measure how effective it is in improving the performance of employees of ERTA and in

achieving ERTA’s strategic and operational goals.

1.4.2 The study’s specific objectives are:
i) To analyze the extent to which the present system has been able to effectively manage

individual employees’ performances,

i) To identify possible impacts of the absence of any performance appraisal on ERTA’s
strategic and operational goal achievements; and

i)  To make recommendation far taking corrective steps to improve the present system or
introduce a still ‘new” system which will help improve the performance of ERTA’s

employees that will be effective in attaining its and its employees’ goals.
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1.5 Research Methodology

1.5.1 Conceptualizing the Research Design

The researcher has identified and developed procedures and logical arrangements required to
validly, objectively, accurately, and economically answer the research question raised. In
finding out the effectiveness of performance system appraisal toward improving the
performance of employees working in the Ethiopian public broadcasting media
organizations, several variables that can affect the extent of performance improvement (the
dependent variable) are identified. These variables can be stated as the type of performance
system appraisal adopted (the independent variable), extraneous variables (items listed in the
box in Fig.3.1), and chance or random variables that all be associated with the respondents.

Figure.1.5.1. Performance Appraisal Variables

Study Population
Employees: The Extent of
The System of = Working in various Perf
Performance professions erformance
. " With educational Improvement
Appraisal qualifications of
various levels.
= With experience of
more/less service
years
(Independent Variable) fect (Dependent Variable)

Extraneous Variables

Working conditions in the organization,
Incentive, reward, and remuneration system,

Leadership style,

vV V V V

Understanding of and commitment to
strategic goal accomplishments

Source: Adopted Kumar, 1996:67
Any change in the extent of performance can be attributed to changes in the system of
performance appraisal conducted and extraneous and random variables. The combined effect

of the three components is measured by the total change in performance improvement that
XVI



the impact each has can hardly be isolated from the other. Despite this fact the researcher is
more concerned to determine the change that can be attributed the type of performance
system appraisal (the independent variable), and designed the study to measure that this
variable has the maximum opportunity to have its full effect on the dependent variable, while
the effects that are attributed to extraneous and random variables are quantified. The change
resulted from extraneous variable is measured by a control group while that of the random
variable is often assumed to be none or negligible. Positive or negative biasness among
individuals in the study population indicate the prevalence of either systematic error or

systematic bias into the study respectively.

1.5.2. The Study Design Selected
This research study design bases the number of contacts with the study population, in the

intention to find out the effectiveness of performance system appraisal by taking a cross-
section of the population-employees working in the ERTA as journalists, technicians, and
support staff. The design is believed to be useful in obtaining an overall picture as it stands at
the time of the study.

1.5.3 Data Collection
1.5.3.1 Method of Data Collection

1.5.3.1.1 Collecting the Data using Primary Sources

In selecting the method of data collection, the researcher has attempted to identify the study
population's interest in, and attitude towards, participation in the study. Many of the
employees in the agency, for a number of reasons feel comfortable neither to spell out their
opinions in questionnaire nor in interviews. Furthermore, employees with lower educational
qualification respond differently to open-ended questionnaires or interviews compared to
people with more education. The methods of participant observation and Likert-type
questionnaires thus are the preferred methods to collect data from primary

sources.

1.5.3.1.2. Questionnaire Development

An easy-to-complete questionnaire, with maximum length of forty one questions is applied in
assessing the effectiveness of performance system appraisal in improving the performance of

employees working in ERTA. The questionnaire is designed to make all respondents feel that
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their opinions are both valued and acceptable. Attempt is made to obtain the most precise and
important measurement possible: employees working division/position, educational level,

and the number of years of experience.

1.5.1.1.3. Observation

The researcher is an employee in ERTA (working as an administrator and a reform officer)
that he participates in the activities of the group being observed in the same manner as its
members. This makes the type of observation to be that of participant. The observation is
made on the group without intervening in its natural operation, and no stimulus for the group

to react is introduced.

1.5.4. Ethical Issues in Data Collection
1.5.4.1. The Research Stakeholders

Ethical issues in relation to the participants, the researcher, and the postgraduate studies in
Addis Ababa University are taken into consideration while conducting this research activity.
The journalists, production technicians, engineers and the support staff working for ERTA
are participants from whom information is collected and who are studied. The researcher as a
stakeholder collects the information for academic/research purpose and adheres to the Addis
Ababa University accepted code of conduct. The research is carried out using funds provided
by the University that directly advise and supervise the way it is conducted.

1.5.4.1.2. The Researcher

This research helps the Ethiopian broadcasting service managers in improving the appraisal
of their employees' performance that it is acceptable to ask questions and get information up
on the consent of the respondents (the broadcasting personnel). The researcher has
considered the relevance and usefulness of the study and tried to convince the employees and

those concerned in the agency.
Data thus far, is collected with clear knowledge of participants, their informed willingness,

and expressed consent. They are made adequately aware of the type of information required

from them- why it is being sought, what purpose it will be put to, how they are expected to
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participate in the study, and how directly or indirectly affect it will affect them. The consent
is voluntary and without pressure of /from any kind.

The researcher organized a tea-coffee ceremony to the participants as a token of appreciation

and in recognition to the time and effort, each dedicated to provide the required information.

ERTA attempts to reengineer all its processes of news and program production and
transmition activities. The reengineering is expected to cause a change in human resource
structure of the agency. Not all employees (respondents) for various reasons accept the
change positively. They may feel discomfort, anxiety, or harassment in responding to the
research questions regarding the appraisal of their performance improvement in any ways

The researcher, therefore, takes steps to prevent this thereby clearly specifying the purpose
and objectives of the study making the participant at ease while responding on the
questionnaire. This way then what is found in this study is presented and the extent of
organizational effectiveness in appraising its employees' performance is highlighted

proportionately to its existence.

The study population is identified so that the research findings are put into context. The
information provided by the respondents, therefore, is kept anonymous and its source

remains unknown after it has been collected.

1.5.5 The Research Instrument Reliability and Validity
The questionnaires in the summated scale are developed in the way they describe the degree

to which the researcher measures how effective is performance system appraisal in
improving employees' performance in ERTA. In that regard, a logical link between the
questions and the objective of the case study (face validity) is established to justify each
question in relation to the described objectives. Equally true is that the items and questions
cover the full range of issues under discussion and provide each aspect with similar and
adequate representation (content validity). These aspects include employees' performance
plan alignment with organizational goals, firm grasp by employees with or without
subordinates on the intended purpose of performance appraisal, employee participation in
establishing performance plan, periodical evaluations over the effectiveness of the appraisal,
the extent of top managements’ commitment and support for the system appraisal,

XIX



appropriateness in the distinguishing between levels of employees' performance, and
performance accountability of appraisers. Possible efforts are made to maximize the
consistency and stability, and hence the predictability and accuracy of the research
instrument. Accordingly, questions are worded free from ambiguity so that respondents may
interpret them in the same way at different times, despite a regression effect can some haw
prevail among some. All items in the research tool measure the effectiveness of the system
appraisal in the agency and any two statements in the questionnaires fall into either the

agreement or the disagreement half.

1.5.6. Sample Selection
The sample selection is made without biases and maximum precession is achieved in its size.

1.5.6.1. The Type of Sample Selected

Each employee in the ERTA has the same probability of being selected without any influence
by other considerations. This makes the sampling design to be both random and probable.
Effectiveness in appraising employees' performance is variably measured with respect to the
operational nature of working divisions in the agency. In achieving greater accuracy of the
estimates, therefore, the heterogeneity (being just ERTA's employee) in the study population
is reduced to homogeneity (employees working or leading a department in the agency, with

higher/lower level of education, and with more or less years of experience).

The characteristics chosen as the basis of stratification are clearly identifiable in the study
population. The required number of elements from each stratum selected using simple
random sampling, which is a table of random sampling numbers as adopted from World

Health Organization (www.who.int) below.

Table.1.5.1: Random Sampling Numbers
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Table.1.5.2. Selection of Respondents

they are given equal chance to be selected into their respective samples. The agency failed to
highest numbered unit in the study population is 145 (for supervisors and 762 (for
used in the sample selection thus are 001, 002, 003, extending to and closing with 760, 761,
and 762 respectively. Numbers in the table larger than 145 and 762 are therefore passed over.
The number of employees from each working division is selected in relation to its proportion

researcher simply took the count on document list and assigned numbers accordingly. The
subordinates) that the random numbers used in the table contain three digits. The numbers

All employees in ERTA as categorized within working divisions and span of control that
identify more of its employees by position numbers or any other similar way that the

Source: World Health Organization (www.who.int)

in the total number of employees.



Proportion Stratum Stratum
STRATUM E“mber of | toNumber | o hle | sample
mployees of
Employees Size Fraction
With 41 0.14 8 0.20
Journalists Subordinates
With Out 255 0.86 52 0.20
Subordinates
296 1 60 0.20
Sub Total
With 30 0.11 6 0.20
Engineers and Sub(_)rdinates
With Out 246 0.89 48 0.20
Technicians Subordinates
276 1 54 0.20
Sub Total
With 74 0.21 15 0.20
Subordinates
Support Staff ==t out 261 0.79 51 0.20
Subordinates
335 1 66 0.20
Sub Total
With 145 0.18 29 0.20
Total Subordinates
With Out 762 0.82 132 0.20
Subordinates
Grand Total 907 1 180 0.20

Source: Own Computation

1.5.6.2 Processing the Information Collected

The data collected and extracted through questionnaires and observation instruments is
processed to prove as to whether it provides the desired answer to the research question (how
effective is performance system appraisal in improving employees' performance in ERTA),
and analyzed to achieve the study objectives. In doing so the data is made free from
inconsistencies and incompleteness there by carefully checking the questionnaire to identify

and minimize errors, incompleteness, misclassifications, and gaps in the information
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obtained from respondents. To that end, responses obtained are examined to all questions at
the same time.

The data gathered is of qualitative in its nature and generated through discrete qualitative
categories (Strongly Agree, Agree, Disagree, Strongly Disagree), and measured on an ordinal
scale. Numerical values are assigned to answers provided by respondents and every piece of
information gathered is entered on a fixed format in a specific column. Each column has a
number referring to the area in which the information is entered indicted in the code sheet in
Table.1.5.3:

Table.1.5.3. Code Sheet

CAT Dig Dip Cer
LIFI
SPA

TRO
LEN
GTH >2 <2

SER
viIC

YEA
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TINI

ACC
OUN
TAB
ILIT

15 16 17 18 19 20

21 22 23 24 25 26 27 28

29 30 31 32 33

34 3 36 37 38 39

40 41
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Source: Own Computation

A pretest is done on the codebook to identify potential problems before the data is coded. A
few questionnaires were selected and their responses are coded to ascertain any problem in
the process. Every response is provided and the coding is made possible then. Coding the

data gathered is done on a separate sheet specifically prepared for the purpose.

1.5.7 Frame of Analysis
The researcher has developed a framework of analysis before conducting the data analysis

despite the process continuously evolves throughout the thesis writing. The variables planned
to be analyses are identified and each of them is specified separately in the framework.
Respondents are grouped into sub-categories into which the variables have been identified.

In determining as to whether there exist a relationship between variables of the type of
performance system appraisal adopted and the extent of improvement in the ERTA
employees' performance, their sub categories are cross tabulated. Effectiveness in appraising
the performance of employees in the agency is affected by a number of
superdinate/subordinates’ personal attributes like educational qualification, two years of
working experiences and level of hierarchy in the agency. The more the respondent is
educated and got experienced, the greater is expected in understanding the purpose,
procedures, and processes of appraising employees' performance. The study reveals data
from respondents with below diploma qualifications and tow years of working experience
(those who do not passed through at least four periods of appraisal) constitute less than a
percentage of the study population and thus are kept for future analysis. The researcher looks
for a number of questions about different aspects of the issues on how effective is employees'
performance appraisal in improving individual performance. In the questionnaires, there are
seven aspects of performance system effectiveness about which respondents were asked to
identify their attitude on how their performance in organizational settings is appraised. The

attitude varies from aspect to aspect and an overall index is gauged.
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They have indicated their level of attitude, which they varied from aspect to aspect, by
selecting one of the four categories. An overall attitudinal index is developed by assigning a
numerical value to the response given. Accordingly the greater the magnitude of the
response category (Strongly Agree or Strongly Disagree), the higher is the numerical score

(Four Points).

Large number of respondents was asked to check their attitudes to a list of forty one
statements. The statements were provided to them in a random order with positive and
negative statements intermingled. A total score for each respondent is obtained, and all are

ranked accordingly. (See Annex I)

Using Item analysis statements are selected for final scale. Each statement is selected to be
measured in its ability to discriminate between responses of two extreme groups of
respondents, and for that twenty five percent of respondents (upper quartile) and the
responses of the lower quartile of respondents were identified and thirty of the statements
with the highest discriminative power among the list are chosen for final scale (See Annex
I1). This proves the ability and internal consistency of the scale to differentiate among

respondents.

An empirical research strategy provides the best possible answer to the research in question

and both qualitative and quantitative approaches are expected to be used for that.

1.6. Organization of the Thesis

This research study is organized into four chapters. The introductory part is the first chapter
and states about the study background, its significance, objectives and nature of the problem
to be addressed. Chapter two describes literatures reviewed. Chapter Three deals with data
presentation, analysis and findings. The fourth and final chapter deals with summary,
conclusions, policy implications, and recommendations put forward by the researcher. At the

end there is a bibliography and followed by some annexure.

XXVI



CHAPTER II: LITERATURE REVIEW
2.1. Performance System
2.1.1. Performance

2.1.1.1. Meaning
Many scholars in the management of organizational human resource have viewed

performance differently. For some it simply refers to the record of outcomes produced on
specified job functions or activities during a specified period (Bernardin, 2003: 143). Others
explain it is as the degree of accomplishment of tasks that make up an employee’s job (Byars
and Rue, 1994: 289). While the former identified performance from the out put or result
dimension the latter emphasized on the input side.

The input determines the nature of the output and the output signifies the input utilized in the
production process. The Oxford English Dictionary states performance to imply to the
accomplishment execution, carrying out, and working out of any thing ordered or
undertaken. Performance is thus about the way the task is accomplished (the input) and the
results achieved (outputs). Hence, it refers to mean both behaviors (inputs) and results
(outputs). (Armstrong, 2003: 479).

2.1.1.2. Employee Performance vis-a-vis Organizational Performance
An employee is a job incumbent in an organization whose performance is a major and direct

input in the process of achieving organizational goals.

Performance on an individual basis is thus ‘a record of the person’s accomplishments’
(Armstrong, 2003:478) which altogether contributes to constitute organizational
performance. The way inputs (resources) are utilized and the extent to which outputs (results)
are achieved at institutional level designates organizational performance, which therefore, is
best explained in the what and how an employee in the structure is expected to get tasks
geared and accomplished toward organizational goals. Hence employee’s performance must

be aligned with organizational goals.
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2.1.2. System
For the purpose of this study, a system can be understood as interrelated components or parts

that interact toward a common purpose (http://www.behaviour.org). The interaction between
and among these components as parts are based on the behavior or factor each possesses to
affect the other. A system in this instance therefore is not reducible to its components and the
parts can only be recognized in terms of their interaction with other parts in the system.
Wikipedia, the free encyclopedia describes a system (from Latin) as a 'set of interacting or
interdependent entities forming an integrated whole'.

2.1.3. Presenting Performance as a System
The pattern a task is accomplished and the results achieved thereby flows through and within

different interacting and interrelated sets of activities that constitute a system i.e.
performance system. Performance system is thus a system in which components of
performance which Tosti (www.ispi.org) categorically identified as support, direction,
performer, motivational, consequences, and feedback interact between, among themselves to
achieve common goals of the organization in particular, and of the employees in general.

Figure.2.1. Performance System Model
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Source: Tosti (www.ispi.org).

2.2. Performance System Management
The contemporary periods of increasing global competition has put more focus on

effectiveness, that the systems and processes in the organization be applied in the right way
to the right thing: to achieve results (http://www.albusiness. com). Every component part and
set of relationships in the organizational performance system, therefore, must be properly

managed to ensure strategies are effectively implemented.

2.2.1. Fundamentals of Performance Management
2.2.1.1. Performance Management Defined

Performance is viewed differently, and that its management lacks a universally accepted
definition as a term (Martin and Jackson, 2000:126). Performance in organizations is often
and typically described on individual basis that its management refers to mean an approach
used to try to achieve strategic goals consistency through better formal and informal
motivation (Pinnington and Edwards, 2000:161). Armstrong (2003:477) describes the term
the same way as a strategic and integrated approach to delivering sustained success to

organizations by improving the capabilities of contributors.
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Performance management applies more than employees that it is the efficient and effective
utilization of basic organizational resources (inputs) and results (outputs) in the

accomplishment of organization strategic goals.

2.2.1.2. Purpose and Principles

Performance management is all about performance, a means for organizational effectiveness
there by ensuring work plans are directed toward strategic directions. It is to serve as a
vehicle for continuous improvement of organizational performance establishing clear
communications as to what and how results are achieved and utilized further. It identifies

areas of poor performance and set plans for corrective actions.

As stated by Armstrong (2003:479), performance management in its principles translates
strategic goals into operational and people level task goals relying on consensus and
cooperation, encouraging self-management and individual performance. It provides a better
way for continuous feedback-based measurement and assessments against jointly set goals,
and applies to all staff. It supports administrative decision making process setting key
accountabilities, agreeing future objectives for them, agreeing measures and standards to be
obtained, and assigning time-scales and profiles’ (Pinnington and Edwards, 2000:165)

2.2.1.3. Scope and Concern

The very existence and development of an organization chiefly depends on its capability to
adopt itself to the ongoing and prevailing changes from within and all round its environment.
The attempt to cope up with the changes need to be organized under a continuous
improvement in performance. Performance measurement, thus, is primarily and concerned
with ‘performance improvement to challenge organizational, team and individual

effectiveness-to get the right things done successfully’ (Armstrong, 20003:476).

Consequently assisting and supporting employees in achieving their work and career goals,
satisfying the needs and expectations of all stakeholders of the organization, and conduction
regular communications on progress according to business plans. Performance management
ensures well communicated mission statements, monitoring implementations of the
organizational plans, integration with quality management policies focus on senior managers’

performance, and use of performance related rewards (Pinnington and Edwards 2000:162).
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Performance management is about managing the organization for which every one in the
business is concerned. Resource utilization includes the human power, and implies that of
material and capital. It is the responsibility of all in the organization to ensure these resources
serve to attain strategic goals. What basically matters in managing the organization is what
people in working units perform specifically. Performance management requires the goals of
the organization and objectives of individual employees get interwoven to support the
achievement of strategic ends. It serves as a platform for other management concerns to get

integrated.

2.2.2. The Process of Performance Management
The task of improving organizational and individual performance is done through different

but interrelated activities, which make performance management a continuous self-renewing
process. It passes through three phases starting with planning, followed by monitoring and
finally reviewing management functions.

Figure.2.2. Performance Management Process
4 )

Plan

= |dentify clarify and agree upon
expectations

= |dentify how results will be
measured

= Agree on monitoring process

\_ »

' ( Manitor

\

= Monitor and evaluate progress
= Take corrective action or make

' changes, if required

= Annual performance review and

evaluation /
= Sign off -

= New cycle begins

Source: Performance Management:( http://www.albusiness. com)

Pinnington and Edwards (2000:161) describe the process to occur constantly throughout the
year thereby determining what is expected to be achieved primarily and then provide
managerial and peers support for its achievement.

Figure.2.3. Four Components of Performance Management
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Source: Pinnington and Edwards (2000:161)
For Armstrong, (2003:486) the performance management process is completed with
activities as stated in the Figure 2.4 below. It describes the framework for performance

management as a role profile and the cycle states a performance planning stage.

Figure 2.4: The Performance Management Cycle

Role Profile
[
Plan
v
Performance
Agreement
Revi Performance Personal Development Act
eview Review Planning ¢
‘\ Performance /
Monitor

Source: Armstrong (2003)
The US Office of Personnel Management argues performance management from the
employees' point of view and explains as a systematic process by which an agency involves
its employee in improving organizational effectiveness. As a process, it begins with planning

work and setting expectations, and ends at rewards.

2.2.3. Performance Management Effectiveness
Effectively implemented performance management ensures both the organization and

employees remain productive and motivated. In effective organizations, goals are agreed and
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work is planned routinely, progress is measured and feedback is communicated. Effective
performance management is achieved in a situation where all components in its process are

working together and supporting each other. (http//www.opm.gov).

Bernardin (2003:143) summarized prescriptions for effective performance management in
the following way:
++ Strive for as much precision in defining and measuring performance dimensions
% Line performance dimensions to meeting internal and external customer
requirements

¢+ Incorporate the measurement of situational constraints

2.3. Effectiveness in Appraising Employees Performance

2.3.1. Effectiveness of Conducting Performance Appraisal

This study will draw on effectiveness in appraising the performance of employees as an
intervention in people management coordinated program for a continuous improvement of
organizational performance of the Ethiopian federal public broadcasting institution. The
people (implying the human resource) management is the efficient and effective utilization of

human capital in achieving organizational strategic and operational goals.

Effectiveness in that sense thus designates the capacity of the institution to appraise the
performance of its employees toward predefined goals and objectives. Indeed getting
employees’ performance appraisal reviewed is not necessarily conducting the appraisal
correctly and this in turn does not necessarily mean conducting the appropriate performance
appraisal process. Nonetheless, effectiveness here is meant to imply the organizational ability
to design the right and proper plan to appraise its employees’ performance, and make that
happen in the right way it is desired to be. Hence doing the right things is termed as effective

and doing things right — as efficient (http://en.wikpedia.org).

2.3.2. Performance Management and Appraisal
The major point in effective human resource utilization is ensuring that there is a clear link

between the tasks and activities that employees are involved in, and the achievement of
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organizational goals. And that will be a key axis around which this research is formed.
Accordingly, activities designed to motivate and encourage employees to work towards
objectives that are in line with organizational goals refer to imply performance management
(Martin and Jackson, 2000:122). Performance management system is of performance

improvement process linked to performance appraisal.

Making the right decision/plan in appraising the performance of employees require
identifying the employees’ strength and areas for improvement or developmental needs. To
appraise the performance of employees effectively, performance problems must be spotted,
constructive feedback should be provided, and actions to improve performance must be
measured. Performance appraisal thus involves the identification, measurement, and
management of human performance in organizations (Gomez, et al 2001:225) Human
resource performance is an important issue in the strategy the Ethiopian public broadcasting
service institutions must follow to achieve their goals. Performance by employees will be a

key factor in the success or failure of the strategy.

2.3.3. Performance Appraisal - a System or Process?
A system is a general framework on the basis of which people accomplish tasks and

activities, and process is a set of interrelated activities directed in achieving predetermined
goal and objectives. Some scholars describe performance appraisal as the process of
evaluating how well employees do their jobs compared with a set of standards and

communicating that information to those employees (Mathis and Jackson, 1997:343).

Others define performance appraisal as a systematic evaluation of personnel by supervisors
or other familiar with their performance because employers are interested in knowing about
employees' performance (Flangan, 199:208). Both system and process, however, are
explained in each of these elaborations that performance appraisal is both a system of papers
and procedures designed by the organization and an interpersonal process in which manager

and subordinate communicate and attempt to influence each other (Beer, 1987:287).
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2.3.4. Basis of Performance Appraisal
A successful appraisal system essentially requires both the appraiser and appraisee to jointly

identify strength and areas for improvement, the former to provide constructive feedback on
performance of and support to the latter in achieving organizational goals and individual
development needs (Marthis and Jackson, 2000:127).

The discussion would provide the people involved on opportunity to obtain a perspective on
past performance as a basis for making development and improvements plans, and render the
means through which the process of performance management cycles do well as expected. It
enables to achieve the five key elements of performance management- measurement,
feedback, positive reinforcement, exchanging view, and agreement on action plans
(Armstrong, 2003:496). Employee participation in preparing and actualizing performance

plan establishes the basis of performance appraisal.

2.3.5. Goals and Objectives of Performance Appraisal
Properly conducted performance appraisal will be a highly effective tool for monitoring the

performance of employees and motivate them for improved achievements. The purpose of
performance appraisal is to decide the aspect of performance that has to be evaluated. This is
done in a constructive discussion between the manager and the employee regarding the
employee’s recent performance, plans for performance improvement and meeting
developmental needs of the employee. As a system, performance appraisal is a link between
the reward employees hope to receive and their productivity. Mathis and Jackson (2003:344)
describe this approach to compensation ‘the heart of the idea that raises should be given for
merit rather than for seniority' Practically however events do not always go according to
what is intended and thus ‘the motivational effect of performance appraisal is often
debatable’ (Martin and Jackson, 2000:126).

Any organization is established to achieve certain strategic goals and people join the
organization with individual objectives they set for themselves for which both strive to fulfill

by appraising their performance.
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The goals of performance appraisal thus can be seen from the organizational and individual
employee’s perspectives differently.

2.3.5.1. Organization’s Goals

An organization conducts performance appraisal basically to get information about the level
of achievement met and control system used in administrative decisions, institutional
capacity building, and identification of development potentials through human resource

utilization.

Beer (1987:288) summarized organizational goals of performance appraisal in two
perspectives of evaluation and developmental. Evaluating the performance level is done with
the intention to give feedback to subordinates so that they know where they stand, and to
develop valid data for managers pass and communicate administrative personnel decisions.
Development goals of performance appraisal concern on counseling and coaching, and
motivating subordinates initiating commitment to the larger organization, getting appraiser —
appraisee relations strengthened, and diagnosing problems of organizations and employee

performance.

Assessing the past and improving future performance, often referred as evaluative, and
developmental organizations, are the two fundamental reasons for developing performance
appraisals (Taylor, 1998:257). The broad objectives of performance appraisal are identifying
employees for personnel division, training needs, motivation, and establishing a database to

support taking the decisions (Saiydain, 1999:308).

2.3.5.2. The Individual Goals

An individual needs the organization beyond economic concern shown in terms of the desire
for competence and psychological success. She/he wants feedback on how the organization
values his/her performance, and to learn the progress level made in careers. The

performance-appraisal situation provides the opportunity to get valid performance feedback.
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2.3.5.3. Conflicting Goals of Performance Appraisal

An organization while seeking the development of individuals through counseling, coaching,
and career planning, it desires to have information from individuals on which to base rewards
and make personal decisions (Beer, 1987:289). Equally true is that individuals’ desire for
personal development and their wish for rewards and feedback consistent with their self

image.

The most significant conflict, Beer (1987:289) says, is between the individual’s desire to
confirm a positive self-image that helps to obtain organizational rewards, and the needs of
what the organization wants individuals to be open to negative information about themselves
so that they can improve their performance. The conflict is over the exchange of valid
information, that individuals will be reluctant to engage in the kind open dialogue required

for valid evaluation and personnel development.

A clear link between employee’s personal objectives and organizational goals must prevail so
that the result could be efficient and effective. There should be a clear and coordinated two-
way links in all stages between the strategic plan and individuals objectives, and this does
help employees to focus on their own rules and contribution to the overall business
performance and directs their effort at those activities which best serve organizational goals
(Marthis and Jackson 2000:125).

Accordingly, performance appraisal system or its elements demonstrated effective elsewhere
should be examined in the light of the specific needs of the organization. It needs to be
designed to fit the specific requirements of the organization. ‘The emphasis on objectives
may vary from culture to culture, organization to organization and in the same organization
from time to time’ (Saiydain, 1999:328). In discussing organizational politics as one of the
challenges to effective performance appraisal which managers confront, Gomez et al,
(2001:147) states that the goals of appraisal from or rational perspective is accuracy and
utility is from the political-the value of performance is relative to the political context and

supervisor’s goals.
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2.3.6. The Purpose of Performance Appraisal
The performance appraisal goals potential conflicts within organization, within-individuals,

and between individual and organization are caused by the two general purposes of
performance appraisal — providing feedback and counseling, and allocating rewards
opportunities. (Milkovich, 1991:231). Oberg (1999:576) believes a distinction has to be made
between performance on the job and potential for upward mobility, and thus the purpose of
performance appraisal results are used in decisions as a basis for job change or promotion, a
guide for formulating thinking and development programs, a feedback and incentive to
employees, and as a means for evaluating the effectiveness to devices for selection and
classification of workers, provides the rational foundation for payment, (Krishna and
Aquinas, 2004:212) with objective and possibly concrete rating factors. It leads directly to
increased productivity thereby keeping employees attention focused on achieving results
(Gibson et al, 1985:310).

Clear performance elements or expectations with measurable standards make the appraisal
effective that it must be appropriate for the job the employee is in so far as a system designed
primarily for one category obviously will not be reflective of the performance on the other.
Plunkert and Attner (1989:278) argue that the success [effectiveness] of a performance
appraisal to be a function of the appraiser and appraisee that both must be aware of the
purposes behind it and must have in the process and the instruments it uses.

In developing effective standards and measures, employees’ input should be included
through out the process, critical success factors be determined, their complete standards be
set, and get ranked (Lussier, 1997:549). The performance appraisal system should be
designed as simple as possible so that it is neither difficult to understand nor impossible to

practice (Saiyadain, 1999:208) for it to solve its purpose effectively.

2.3.7. Types, Methods, and Uses of Performance Appraisals
Appraising the performance of employees formally began in the Wei Dynasty (AD 221-265)

in China, where an imperial rater appraised the performance of members of the official
family (Orbeg, 1999:207). The establishment of clearer links between individual objectives
and organizational goals has been the main change seen with the emergence of performance

management. Recent trends of the changes in the performance appraisal schemes can be seen
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in the shifts from trait to result-based assessment, from effect to result focus, from
judgmental to joint problem solving, from managerial to all jobs, from top-down to 360-

degree appraisal and from achievements to competencies (Martin and Jackson, 2000:127).

Divergence of views are identified as to whether the appraisal of performance should be
conducted on the basis of results/outputs-output based assessment or on behavior/ the way
that results are achieved- behavioral assessment (Taylor, 1998:186). Plunkett and Attner
(1989:112) described the subjective and objective types of performance appraisals basically

used and most systems are variations of them.

Effectiveness of appraisals in improving employees' performance does not however depend
on the type of the system used but on the objectives of the system and the decision being
made-on the manager as far as standards are clearly communicated (Lussier, 1997:547). The
key towards effectiveness in appraising employees’ performance is not which form or
method is used but whether managers and employees understand its purpose; what an
appraisal supposed to do is critical (Mathis and Jackson, 1997:564). Performance measuring
techniques that are most common and legally defensible can be seen in clarifications of the
required type of judgment and focus of measure (Gomez, et al, 200:271). The goals and
purposes of performance appraisal direct what its uses are; both to the organization and the
employee. It is used administratively as a basis for personnel decisions, and its
developmental uses all geared toward improving employees' performance and strengthening
their job skills (Gomez, et al 2001:226). Byars and Rue (1994) added encouraging
performance improvement and provision of input to validation of selection procedures and to
human resource planning as other important uses of performance appraisal. Effectively
conducted performance appraisal involves a manager and employee in a constructive
discussion concerning the employee’s recent performance, plans for improved performance
and for meeting the developmental needs of the employee (Martin and Jackson, 2000:126).
Improving employee performance requires steady and regular attention that the strategy for
the purpose stresses the provision of regular feedback to employees on their performance so
that good performance is appropriately reinforced and communicated when poor or marginal
performance occurs (www.google.com). The performance appraisal methods used differ in

accordance with the nature of organization that each has its own amongst of a number of

XXXIX



methods available. Mathis and Jackson (1997:352) categorized these methods into four major
groups as shown in Figure 2.5 below:
Figure 2.5. Methods of Performance Appraisal

Category Rating Methods Comparative Methods
. Graphic rating . Ranking
scale . Paired comparison
. Checklist . Forced
o Policy choice distribution
A 4 A 4

Performance Appraisal

Method
A A
Special Methods Narrative Method
. Behavioral Rating ° Critical Incident
Approaches ° Essay
*  Management by e Field Review
Objective (MBO)

Source: Mathis and Jackson (1997:352)

An organization determines how to observe and record performance information once it
decided what to measure; and often use different assessment techniques in combination.
Milkorich and Boudreau (1997:106) presented the most widely used performance assessment
techniques as comparisons to agreed objectives, to job standards, and between individuals as
indicated below in Figure 2.6:

Figure 2.6. Performance Assessment Techniques

Comparison
To Between
Agreed objectives Established standards Individuals
Management by objective | Physical observation | Ranking
(MBO) checklists Forced distribution
Checkilists

XL



Rating scales
Critical incidents
BARs

Essay/Diaries

Source: Milkorich and Boudreau (1997:106)

There is no one best way to measure performance and the most effective way depends on the
situation as far as the nature of the work, the skill and knowledge of employee, and the
working environment continues to affect the methods of appraisal.

2.3.8. Managing Performance throughout the Year
The effectiveness in appraising employees' performance can be seen as to whether

performance is managed throughout the year with uniform procedures and administration
reflecting normal good management practices of setting direction, monitoring and measuring
performance and taking action accordingly. Conventional performance appraisal systems are
important but not the most important part of a performance management framework — an
integral unit of the continuing process of management (Armstrong, 2003:492). They are
usually built around an annual event and dwell on the past, carried out perfunctorily at the
behest of the personnel department and then forgotten, buried in the personal record system.
The frequency of the appraisal, nevertheless, should be decided on the basis of the objectives
and scope of performance appraisal Programme — in most organizations implemented once or
twice a year — and indeed a continuous process of appraisal is advisable (Krishna and
Aquinas, 2004:216).

Effective management of human performance in organizations requires more than formal
reporting and annual ratings that even more critical is what managers do with them. In
achieving improved and sustained performance level strong commitment of, and support
from the top management is critically essential. In that regard supervisor who manage
performance effectively explore and provide direct attention to the causes of performance
problems, develop action plan and empower workers to reach a solution, direct the
communication and provide effective feedback (Gomez, et al 2001:243). Performance

appraisal is an integral part of a manager’s duties and the continuing management system of
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the organization that she/he must appraise and review the past, conduct the appraisal, plan the
future and agree development plans, and follow up the action (Pinnington, 2000:163). In
most instances, what is found practically is the fact that systems stated out promisingly
because of initial top management support subsequently failed when the support waned.
Equally true is the fact that a half-hearted attempt to introduce formal appraisal may be more
damaging in the long run than no attempt at all and best practice witnesses that performance

appraisal should incorporate support from top management (Martin and Jackson, 2000:133).

The two conflicting but interrelated goals of an organization (evaluation and development)
compel managers to use performance appraisal in two quite disagreeing ways and this
inherent disagreement causes the ambivalence of superiors and subordinates which leads to
vanishing performance appraisal. A manager seeking to improve performance appraisal
should examine the three major factors — the system, the superior-subordinate relation, and
the process — influencing — the appraisal outcomes (Beer 1987:291).

What is to be appraised is employee’s performance. Everyone in the organization performs
specific tasks geared toward organizational strategic goals, and certainly face specific
performance problems that require proper managerial attention.

In handling the problems managers are required to identify and agree on the problem,
establish the reason(s) for the shortfall decide and agree on the actions required, resource the
action, and monitor and provide feedback (Armstrong 2003:404-5). Performance appraisal is
basically criticized of the way that managers carry it out in practice-unfair bias in managerial
assessment of performance, poor management preparation, and improper discussion (Taylor,
1998:192).

Supervisors, managers, and executives are held accountable for managing the performance of
their subordinates and are evaluated on how seriously they take the exercise. This especially
in developing countries is highly affected by the political orientations for which the appraiser
and/or the appraisee may have committed themselves. Gomez, et al (2001:239) described the
situation stating that appraisal in most organizations seems to be political rather than rational
exercise and appeals to be used as a tool for serving various and changing agendas that

accurate assessment is seldom the real goal.
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Performance goals agreed in the performance plan are activated and the extent of their
achievement gets measured. The measurement is done meaningfully with appropriate
distinction in the level of performance-based accomplishment for senior executives,
professional, and for other than employees. To that effect aspects or dimensions of
performance which Gomez, et al (2001:227) stated as quality, quantity/time and interpersonal
effectiveness, or which Armstrong (2003:492) expressed in terms of finance, output, impact,
reaction, and time must be identified. Accordingly, performance levels should be assigned to

the dimensions identified with grades appropriate to a given task.

2.3.9. Summary
Performance is the way a task is communicated and results are achieved. Its management

requires the goals of the organization and objectives of individual employees are interwoven.
Performance management system is of performance improvement process linked to
performance appraisal, which is both a system and a process. To appraise the performance of
employees effectively, performance problems must be spotted, constructive feedback should
be provided, and actions to improve performance must be measured. Employee participation
in preparing and actualizing performance plan establishes the basis of successful appraisal
system. Both supervisors and subordinates need to have a firm grasp on the intended purpose
of performance appraisal. Commitment of and support from the top management is highly
essential appraising employees' performance. The appraisal also requires appropriate

distinctions in the levels of performance and periodical evaluation of its effectiveness.
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CHAPTER I1l: DATAPRESENTATION, ANALYSIS, AND
FINDINGS

Employees drawn from four major divisions of the Ethiopian Radio and Television Agency
(Table.1.) were surveyed regarding their expectations concerning the effects of performance
appraisal system as a means to improve employees' performance. The results reported in
Tables here bellow are most assuring for those interested in performing performance
appraisal. This sample of broadcasting personnel expresses very positive expectations
regarding the potential of performance appraisal in improving employees' performance.
Despite managerial inefficiencies coupled with employees, lack of recognition for the system
severely curtailed its effectiveness and it can be seen in various aspects of effective

performance appraisal system.

The Tables display these findings on the degree to which expectations regarding
effectiveness in appraising employees' performance toward improvement as expressed within
different aspects of effective performance appraisal and distributed among various groupings
of employees classified with respect to span of control (i.e. with or without subordinates) and

profession each employee is involved.

3.1. Alignment of employees’ performance plans with organizational goals
Alignment of the plan with strategic goals can be examined, among other issues, through

whether the performance appraisal system fits specific needs of the organization and the
performance plan, emanates from those goals, and focuses employees on achieving results
geared that way. In a result oriented performance culture an organization has to have a
performance appraisal system tailored to fit specific needs of the organization. Indeed, it

may adopt a system or elements demonstrated to have been effective elsewhere as examined
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in the light of specific requirements of the agency. An organization needs to ensure activities

of its working divisions and individual employees are aligned with and contribute to

organizational strategies and goals, and focus employees on achieving that end.

Three out of four employees surveyed believe an appraisal system demonstrated effective

elsewhere in an organization proves to be appropriate to similar institution, and almost all

supervisors and subordinates agree the system in their agency is designed to fit its specific

requirements.

positively appreciate the fitness to specific needs of the agency.(Table.3.1.1)

None of supervisors and only two out of a hundred of their subordinates

# %

W # % W

# % W

#

% W

X

IPEM® 1. Perfornfancl apﬁraiﬁl if ERTA 15 de%ign%d tofit §pe1:ﬁ90 requirements of the agency

w1 JOU ¢ o

1 4 2

3 13 3

5

22 8

1.60

N
su €H!
BO EMPLOYEES WITH MORE THAN TWO YEARS OF EXPERIENCE, AND
B oF|_ DIPLOMA & ABOVE EDUCATIONAL QUALIFICATIONS
IN
AT )
ES PROFESSION Strongly Agree Disagree St_rongly TOTAL
Agree Disagree
0 0 0 1 4 3 2 9 4 10 43 10 13 57 17 131

STA o 0 0 2 9 6 6 26 12 15 65 15 23 100 33 1.40

'1:6 0 0 0 3 2 9 9 7 18 29 21 29 41 30 56 1.37
wiTJdu o 0 0 2 1 6 16 12 32 29 21 29 47 35 67 143
HO BB& 0 0 0 3 2 9 14 10 28 31 23 31 48 35 68 142 Taple.3.1.1. Employees'
UT BSI 0 0 0 8 6 24 39 29 78 89 65 89 136 100 191 1.40
SUBBERA 0 45 28 104 65 159 100 H
OgPNS 0 0 6 % 108 294 1.40 Performance Appraisal
A Fitness to
efp Organizational Needs
LOY
EES Source:  Own Survey and

Computation
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Table.3.1.2. Effectiveness of an Appraisal System in Organizations with Similar Tasks

# % W # % W# % W

#

%

W

#

%

W

X

ITEM: 4. Performance appraisal demonstrated effective in the Ministry of Information proves its effectiveness in ERTA

EMPLOYEES WITH MORE THAN TWO YEARS OF EXPERIENCE, AND

SPAN OF DIPLOMA & ABOVE EDUCATIONAL QUALIFICATIONS
CONTROL
PROFESSION Strongly Agree Disagree Strongly TOTAL
Agree Disagree
I I I [ I [T T ToTlal2aATal2T5T22TgT1

TE 0 0 0 2 9 6 3 13 6
Sh 0 0o 0 4 17 12 8 35 16
Iﬁ‘jﬁ 0 0 0 7 30 21 13 57 2

wiTddu 6 4 24 9 7 27 16 12 32

HO RE@ 1 1 4 9 7 27 23 17 46

UT B\ 5 4 20 8 6 24 23 17 46

SUBEBN 12 9 48 26 19 78 62 46 124

OBDAR 7 0 33 21 99 75 47 150 40

AL

ENIR

raes

EES

17

10

26

102
286
1.40

2.40
2.23
2.22

2.27
1.94
2.13
2.10

Source: Own  Survey
and Computation

Equivalent number of the

employees further claim the results they achieve in the accomplishments of organizational

strategic goals proves competent despite the agency, as they pointed it out, lacks the appraisal

system focusing on employees' achievement of strategic result (Table 3.1.3. and Table 3.1.4).

Table.3.1.3. Performance Appraisal Focusing Employees on Goal Achievements

Source: Own Survey and Computation
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FE
M:

EMPLOYEES WITH MORE THAN TWO YEARS OF EXPERIENCE, AND
é&m‘R%FL DIPLOMA & ABOVE EDUCATIONAL QUALIFICATIONS
has
perf PROFESSION Strongly Agree Disagree Strongly TOTAL
orm Agree Disagree
ance # % W # % WH# % W # % W # % W X
WPJOU 1 4 4 0 0 0O 3 13 6 1 4 1 5 22 11 220
ﬁ:PREoooooo417814152291.80
S}:J# Lo 0 0 1 4 3 8 35 16 4 17 4 13 57 23 177
%/ ; 1 4 4 1 4 3 15 65 30 6 26 6 23 100 43 1.87

dy 6 4 24 6 4 18 14 10 28 15 11 15 41 30 85 207

REB 1 1 4 7 5 21 19 14 38 20 15 20 47 35 83 177

BN 3 2 12 6 4 18 24 18 48 15 11 15 48 35 93 1.94
GBREBYT 10 7 40 19 14 57 57 42 114 50 37 50 136 100 261 1.92
WYPNEL 7 O 20 13 60 72 45 144 56 35 56 159 100 260 1.40
At
%E
g Table.3.1.4. Competency of Results Performed
resu
Its # % W # % W# 9% W # % W # %W X

tow ITEM: 5. Results which employees of ERTA achieve in their performance toward strategic goals proves incompetent

ard
strat EMPLOYEES WITH MORE THAN TWO YEARS OF EXPERIENCE, AND
EGRAN OF DIPLOMA & ABOVE EDUCATIONAL QUALIFICATIONS
@gBNTROL
S.
PROFESSION Strongly Agree Disagree St_rongly TOTAL
Agree Disagree

WIJOUO 0 0 1 4 3 0 0 0 4 17 4 5 22 7 140
THRM 0o o 0o 0 0o 0 3 13 6 2 9 2 5 22 8 160
SUg' 0O 0 0 2 9 6 3 13 6 8 35 8 13 57 20 154
BO 0 0 0 3 13 9 6 26 12 14 61 14 23 100 35 152
RD-!

% 6 4 24 2 1 6 18 13 36 15 11 15 41 30 81 1.98
Hrk@ 1 1 4 3 2 9 24 18 48 19 14 19 47 35 80 170

B 5 4 20 1 1 3 18 13 36 24 18 24 48 35 83 173
EBEBY 12 9 48 6 4 18 60 44 120 58 43 58 136 100 244 1.79
DADNR 7 0 9 6 27 66 42 132 72 45 72 159 100 231 145
AL Source: Own  Survey
ENIP
ey and Computation

None of technician supervisors and only nine percentages of journalists' and staff supervisors
each further negated the idea that organizational goals of agency have failed to serve as basis
for their performance plans, and sixteen out of a hundred subordinates share the same attitude
over the issue (Table3.1.6). Three out four supervisors and subordinates in the same scale
underlined that their performance plan is far aligned with strategic goals of the agency
(3.1.5).

Table.3.1.5.Allignment of Performance Plans with Organizational Goals
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WIJBU 1T 4 4 1 4 % 2 9 4 1 4 W GoF X 13V248 % W # % W # % W X
TH RN ITEM: 3. Employees performance in ERTA is aligned with organizational goals
sy ALI
BOSTS
RD- EMPLOYEES WITH MORE THAN TWO YEARS OF EXPERIENCE, AND
RgAN OF DIPLOMA & ABOVE EDUCATIONAL QUALIFICATIONS
Q\QNTROL
ES
PROFESSION Strongly Agree Disagree St_rongly TOTAL
Agree Disagree
TEOHN2CIANS § 0 [40 [10 | a2] 011 0483 [223 [66 |25 | %[ 22 51p@2 488 2.0860 STAFF | 1 4]3]13[9]6]26
TA
E
WITIHONT 4 JOURNALISTS [0 [ 27| a7 81B6 344 2018 1513 20364B 1535 1189 158541 | 30 | 75 | 1.83 TECHNICIANS [ 0 | 0
SUBBRD-
INATES
TOT 2 1 8 24 18 72 57 42 114 53 39 53 136 100 247 1.82
TOTAE 3 16 28 18 84 68 43 136 59 37 59 159 100 295 1.86 Source Own Survey and
AL
EMP .
LOY Computation
EES ..
Table.3.1.6. Organizational
Goals as Basis for Performance Plans
# % W # % W# % W # % W # %W X

ITEM: 6. ERTA's organizational goals have failed to serve as basis for its employees' performance plan

EMPLOYEES WITH MORE THAN TWO YEARS OF EXPERIENCE, AND

SPAN OF DIPLOMA & ABOVE EDUCATIONAL QUALIFICATIONS
CONTROL
PROEESSION St_rongly Disagree Agree Strongly TOTAL
Disagree Agree

WwWiIJouo o o0 2 9 6 2 9 4 1 4 1 5 22 11 220
THRM o o 0o 0 0 0 4 17 8 1 4 1 5 22 9 180
SUBHL 0 0 o0 2 9 6 5 22 10 6 26 6 13 57 22 169
Rl?g-l 0 0 0 4 17 12 11 48 22 8 35 8 23 100 42 183

% 0o o0 0 9 7 27 19 14 38 13 10 13 41 30 78 1.90
Hr RSB 0 0 0 8 6 24 24 18 48 15 11 15 47 35 87 185

B\ 0 0 0 7 5 21 24 18 48 17 13 17 48 35 86 179
EBEBY 0 0 0 24 18 72 67 49 134 45 33 45 136 100 251 1.85
ORDNR O 0 28 18 84 78 49 156 53 33 53 159 100 293 1.84
AL .
ENIP 3.2. Firm Grasp on
Eégg the Intended Purposes

employees' performance appraisal expressed
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of Performance Appraisal
What is planned needs to be effective and for that firm gasp on the intended purpose of

in terms of training on performance




management, simplicity of the system to get understood and practiced inclusion of clear,
specific and measurable elements in employees' performance plans, separation of the system
for employee development and performance evaluation and practices as a basis for personnel

decisions, is a priority.

For performance appraisal to succeed appraisers must be trained on how the appraisal system
fills in the strategies and goals of the organization and how the actual mechanics of the
system operates. The training should be put in effect taking the date of implementation into
due consideration, so that it wont be forgotten. It also be bolstered by written guidelines to

which trainee supervisors could refer. Periodic retraining is equally important in that regard.

All supervisor technicians, three fourth of supportive staff heads and five of ten supervisor
journalists acknowledged they are trained on performance management and all and almost all
of them respectively claimed to have demonstrated effectiveness in their coaching/feedback
skill. Indeed almost half of the subordinates from each stratum witnessed their superiors are
trained on the subject. Nevertheless, eighty five out of a hundred subordinates believed that

the supervisors in ERTA do not demonstrate effective coaching/feedback skill.

# % WTEM: PoRaWrdfare tPAined/on Berfdpmafice fandeMént afid coaching/feedback techniques
wlJjou 2 9 8 0 0 0 3 13 6 0 0 0 5 22 14 280

IH'T‘E"IA 98 3 I3 9 0 0 0 0 0 0 5 22 I7340

SU%‘% EMPLOYEES WITH MORE THAN TWO YEARS OF EXPERIENCE, AND

BP F DIPLOMA & ABOVE EDUCATIONAL QUALIFICATIONS

RONAROL

IN S

AT .

ES PROFESSION Strongly Agree Disagree St_rongly TOTAL
Agree Disagree

STA 2 9 8 2 9 6 8 35 16 1 4 1 13 57 31 238
O 6 26 24 5 22 15 11 48 22 1 4 1 23 100 62 270
TA

L
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wITJou 2 1 8 17 13 51 14 10 28 8 6 8 41 30 95 2.32
HO REBB 6 4 24 18 13 54 17 13 34 6 4 6 47 35 118251 Table.3.2.1. Raters'
UT B 7 5 28 17 13 51 16 12 32 8 6 8 48 35 119248
SUBEBY 15 11 60 52 38 156 47 35 94 22 16 22 136 100 332 2.44

DEDAEL 13 84 57 36 171 58 36 116 23 14 23 159 100 394 2.48 Training on
AL
ENIP Performance
Ies
EES Management

Source: Own Survey and Computation

Table.3.2.2. Demonstration of Effective Coaching/ Feedback

# % WITEM29. SipérvisoPdin BRTA dPhot Wémohstriee Bffectitfe coaching/feedback skill

EMPLOYEES WITH MORE THAN TWO YEARS OF EXPERIENCE, AND
SPAN OF DIPLOMA & ABOVE EDUCATIONAL QUALIFICATIONS
CONTROL
PROFESSION St_rongly Disagree Agree Strongly TOTAL
Disagree Agree
WIJou1l 4 4 0 0 0 2 9 4 2 9 2 5 22 10 200
THRY o o o 0o o o0 4 17 8 1 4 1 5 22 9 180
Sug Lo 0 0 2 9 6 9 3 18 2 9 2 13 57 26 200
BO 1 4 4 2 9 6 15 65 30 5 22 5 23 100 45 1.96
RD-!
% 1 1 4 10 7 30 12 9 24 18 13 18 41 30 76 185
gr BRG 4 3 16 4 3 12 13 17 46 26 15 20 47 35 94 2.00
B, 0 0 0O 2 1 6 26 19 52 20 15 20 48 35 78 163
SBEOT 5 4 20 16 12 48 51 45 122 64 65 89 136 100 279 2.05
m&mms 4 24 18 11 54 66 42 132 69 43 69 159 100 279 1.75 Source:  Survey  and
ENIR .
ey Own Computation
EES

The training should help to achieve strategic goals and be supported with employees'
performance expectations that are specific clear, reasonable and attainable, measurable,
observable/verifiable and result oriented. Indeed appraisal cannot simply be mechanical
process that calls for the application of an objectively defined formula. Nevertheless the use
of subjective factors need to leave out of the system as much as possible and the degree of
objectivity has to be maximized instead. The desirability of subjective factors like initiative,
cooperation has been lesser than objective measures that can be expressed in terms of costs
and outputs, subjective criteria lack to provide important guidelines for appraisers, and
supervisors thus fail to use valid and consistent appraisals required to pass personnel

decisions.  Henceforth employees' performance plans need to include clear, specific,
L




measurable, verifiable and result-oriented elements. Dimensions when expressed in terms of
employees' work results or behaviors to identify what caused poor performance focusing on a

particular quality could get a more likely acceptance among employees.

While four of five supervisors and one of three subordinate journalists explain performance
appraisal system in the agency includes clear, specific, measurable, verifiable, and result
oriented performance elements, three fourth of technicians and the staff strata rejected the
idea under discussion. On the other hand one third of supervisor journalists and two third of
their subordinates, plus two third of technician supervisors and five out of seven
subordinates, and the same number of staff supervisors and subordinates believe performance

expectations the organization lack measurable standards (Table 3.2.3. and Table 3.2.4).

Table.3.2.3. Clarity and Verifiability of Performance Appraisal

ITEM: 8. ER%A'Wpeﬁor%arY&e#aoopl%isé’Vsy#terP(OintYMJdé cI@érY‘éPe(?ffic, measurable, verifiable, and result
4 3339 6 %07 855 ' Tk 280

i X 1
\i\,”, ‘;?,U oriented performance élements
Sy ALI
RO STS EMPLOYEES WITH MORE THAN TWO YEARS OF EXPERIENCE, AND
AN OF DIPLOMA & ABOVE EDUCATIONAL QUALIFICATIONS
BBNTROL
IN
AT .
ES PROFESSION Strongly Agree Disagree St_rongly TOTAL
Agree Disagree
TE 0 0 O 2 9 6 4 17 8 0 0 0 5 22 14 280
SHh o 0o 0o 1 4 3 7 30 14 5 2 5 13 57 22 169
Iﬁ‘j 2 9 8 6 26 18 11 48 22 6 26 6 23 100 54 235
wiIT §u 5 4 20 8 6 24 14 10 28 14 10 14 41 30 86 210
HO REB 3 2 12 9 7 27 23 17 46 12 9 12 47 35 97 206
UT BMA 4 3 16 13 10 39 17 13 34 14 10 14 48 35 103 215
SUBEBN 12 9 48 30 22 90 54 40 108 40 29 40 136 100 286 2.10
ORDNE

INA
TES LI




TOT 2 1 8 14 9 42 50 30 100 95 60 95 159 100 245 154 <Source: Own Survey and
AL

EMP Computation

LOY

EES

Wi 10U ﬁlT%ll\/lwl?)?n‘E@IoWe’% ‘pertBrifande expectatidns 1h ERTA lack measurable standards

THRYE o 0 3 11 2.20
su &H! EMPLOYEES WITH MORE THAN TWO YEARS OF EXPERIENCE, AND
&F DIPLOMA & ABOVE EDUCATIONAL QUALIFICATIONS
NAROL
IN S
AT PROFESSION Strongly Agree Disagree Strongly TOTAL
ES Agree Disagree
STA O 0 0O 3 13 9 6 26 12 4 18 4 13 57 25 192
M o 0 o 7 3 12 10 43 20 6 27 4 23 100 36 157
wiITlJdu 0 0 0 11 8 33 22 16 44 8 6 8 41 30 85 207
HO RSB 0 0 0 15 11 45 16 12 32 16 12 16 47 35 93 1.98
UT B 1 1 4 17 13 51 15 11 30 15 11 15 48 35 100 2.08 Table.3.2.4
SUBEBN 1 1 4 43 32 129 53 39 106 39 29 39 136 100 278 2.04 e
aﬁmmﬁ 1 4 50 31 150 63 40 126 45 28 45 159 100 325 2.04 Availability of
ENIR
Ies Measurable Standards
EES

of Performance

Source: Survey and Own Computation

An organization needs to consider easiness of administration as a factor in designing its
system of performance appraisal. It should never feel supervisors as an imposition to their
ongoing-operations. Fewer categories of rating and forms to complete are required. The
system has to be kept away from interfering into the day-to-day activities of employees in the
organization, and independently manage the administrative, evaluative and developmental
subsystems of performance appraisal. Hence performance appraisal system in an
organization needs to be designed as simple as possible so that it is neither difficult to

understand nor impossible to be practiced.

Three fifth of journalist supervisors and four out of five supervisor technicians with two third
of staff supervisors do not accept performance appraisal in their organization is designed as
simple as possible to understand. Two third of journalists, technicians and staff subordinates

also disregard the idea. None of the supervisor journalists and staff subordinates including
LIl



one of six technicians and staff supervisors denies the system in the agency is designed in the
way that is impossible to be practiced. Only few journalists and technician subordinates
reject the point. (Table 3.2.5. and Table 3.2.6)

Table.3.2.5.Simplness of Performance Appraisal to understand

I_'Il'éil\/gt 18epfforatfee @bﬁralsﬁ s;)gterﬁ méER‘ﬁ"A § d(i(gldhfd as 5|mple as p033|ble to understand

WITEH JOURNALISTS 22 11 220
SUBORD- EMPLOYEES WITH MORE THAN TWO YEARS OF EXPERIENCE, AND
IRANDS DIPLOMA & ABOVE EDUCATIONAL QUALIFICATIONS
CONSTROL
PROFESSION Strongly Agree Disagree St_rongly TOTAL
Agree Disagree

STA 1 4 4 2 9 6 8 3 16 2 9 2 13 57 28 215

b 1 4 4 5 22 15 14 61 28 3 13 3 23 100 50 217
witTJdu 1 1 4 10 7 30 12 9 24 18 13 18 41 30 76 1.85
HO REB 2 1 8 11 8 33 17 13 34 17 13 17 47 35 92 1.9
UT B 0 0 0 12 9 36 22 16 44 14 10 14 48 35 94 196
SUBEBN 3 2 12 33 24 99 51 38 102 49 36 49 136 100 262 1.93 )
DEDNE 3 16 38 24 114 65 41 130 52 33 52 159 100 312 1.96 Source:  Survey and
AL .
ENIR Own Computation
Tes
EES

,TEUM# 14%’Pe‘€’for§narg%e dhBraisd s;}%‘ter@é m@R‘i’A @ dez/gldﬁed if) the way that it is impossible to get

4 1 on

LT BN . . 5——6—H6—=5H 160
su éH!
EMPLOYEES WITH MORE THAN TWO YEARS OF EXPERIENCE, AND
%%g OFL DIPLOMA & ABOVE EDUCATIONAL QUALIFICATIONS
AT .
ES PROFESSION Strongly Disagree Agree Strongly TOTAL
Disagree Agree
STA O 0O 0 1 4 3 1 4 2 11 48 11 13 57 16 123
M 1 4 4 1 4 3 3 13 6 18 78 18 23 100 31 1.35
witTldu 2 1 8 0 0 0 16 12 32 23 17 23 41 30 63 154
HO R 1 1 4 1 1 3 15 11 30 30 22 30 47 35 67 143
UT B\ 1 1 4 0 0 0 17 13 34 30 22 30 48 35 68 142 Table.3.2.6
SUBEBN 4 3 16 1 1 3 48 35 96 83 61 83 136 100 198 1.46 able.s.z.0.
OEBDNSE 2 20 2 1 6 51 40 102 101 57 101 159 100 229 1.44 N
AL Practicability of
ENP |
ores Employees
EES ploy

Performance Appraisal
Source: Own Survey and Computation
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Six out of ten supervisors and their subordinates in each strata of profession reject the idea

that the line management in their organization takes employees' performance appraisals as a

basis for rewards, promotions, work assignment, employee development, disciplinary

measures, and other personnel decisions. (Table 3.2.7)

Half of journalist supervisors, thee fourth of technicians', and five out of eight staffs’

supervisors favor the idea that the appraisal for development is managed altogether with the

appraisal for evaluation. Six of seven journalist, technicians, and support staff subordinates
also accept the idea.(Table 3.2.8)

In such a situation where the appraisal for employee development is not completely

demarcated from that of the appraisal for evaluation, personnel decisions could not help to

reach to the intended institutional strategies and goals.

work assi
R —

N EYE g.l.gcj’hég\ERﬁ'Ai@m\g’n‘? nagéméht ke%’peffor@q

r‘;{?e"\é\ppf}oisals as basis for rewards, promotions,
ments, employee development, punishment, and other personnel decisions.
e L a e e e

1

uuuuuu

su &Hl
aQ P4 4 3 B 9 3eNPLOYEESHITH NMORE THANTWO YEARS OF EXPERIENCE, AND
RB OFL DIPLOMA & ABOVE EDUCATIONAL QUALIFICATIONS
AT .
ES PROFESSION Strongly Agree Disagree Strongly TOTAL
Agree Disagree
TO 2 9 8 7 3 21 g 26 12 8 35 8 23 100 49 140
witJdu 1 1 4 10 7 30 12 9 24 18 13 18 41 30 76 185
HO REG 4 3 16 13 10 39 19 14 38 11 8 11 47 35 104 221
UT B 3 2 12 17 13 51 15 11 30 13 10 13 48 35 106 2.21 .
SUBEBN 8 6 32 40 29 120 46 34 92 42 31 42 136 100 286 2.10 Table.3.2.7. Taking
OEDRE) 6 40 47 30 141 52 33 104 50 31 50 159 100 3352.11 .
AL Performance Appraisal
ENIR
ey
EES
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as bhasis for Personnel Decisions

Source: Own Survey and Computation

Table.3.2.8. Appraisal for Development and for Evaluation

WITEM :i‘lZf’f’l’Hﬁ’ pé;rfo"fmégﬁ&ezap"@réﬁéalgfor(’geniﬁilogee;(?e‘()ﬁlopéyent is altogether managed with the

Tu RN appraisal for'evaluation.
sy ALl
STS EMPLOYEES WITH MORE THAN TWO YEARS OF EXPERIENCE, AND

%gﬁ_'F‘R%FL DIPLOMA & ABOVE EDUCATIONAL QUALIFICATIONS

N
AT
ES PROFESSION Strongly Agree Disagree Strongly TOTAL

Agree Disagree

TE 0 O 0 4 17 12 1 4 2 @ 0 0 5 22 14 280
Sth 5 22 20 3 13 9 4 17 8 1 4 1 13 57 38 292
Iﬁ‘jﬁ 6 26 24 g 39 27 7 30 14 1 4 1 23 100 66 140

WITddu 12 9 48 17 13 51 9 7 18 3 2 3 41 30 120 2.93

HO BB 11 8 44 19 14 57 14 10 28 3 2 3 47 35 132 281

UT BT 16 12 64 22 16 66 10 7 20 Q O O 48 35 150 3.13

SUBEBN 39 29 156 58 43 174 33 24 66 6 4 6 136 100 402 2.96

“?Aim% 28 180 67 42 201 40 25 80 7 4 7 159 100 4682.94 Source:  Own Surve'y

ENFR and Computation

Ies

EES

3.3. Employee participation in establishing performance plan
Performance appraisal system in an organization has to get acceptability among both the rater

and ratee. To that end, each should involve in developing the system as an important factor
of change. The system needs to encourage employee participation in establishing
performance plans, and keep it participatory by giving due weightage to subordinates' points
of view. Their involvement remains beneficial in identifying possible problems or
weaknesses in the system and arrives at ideas for improvement. Employees should be
communicated to performance plans at the beginning of each appraisal period, monitored by
supervisors, and discussed on an ongoing basis during the designated period. Employees
expect to receive feedback on their performance and be given appropriate direction to recur
at the end of each period.
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Providing periodic feedback on employees' performance promotes better achievements of the
system among employees as it notifies them of their performance shortcomings at the point it

occurs and gives employees opportunity for correction.

When requested to indicate whether they involve in the development of their performance
plan, a clear majority of employees at each stratum of journalists, technicians, and supportive
staff with and without subordinates held positive regard for the idea that each of them
involve in the development of his/her performance plan. Nevertheless, nine out of ten
employees of both with and without subordinates stress the system lacks to give due
weightage to subordinates' point of views. (Table.3.3.1) and (Table.3.3.2).

Table.3.3.1. Participation in Developing Performance Plan

g 15. éach“emﬁloﬁe iMERTA fhvolves n the dERIc B#megffcmg ALy 5é)r1fo¥vmaﬁce T)(ianw R
sy ALI
STS EMPLOYEES WITH MORE THAN TWO YEARS OF EXPERIENCE, AND
ég_m'R%FL DIPLOMA & ABOVE EDUCATIONAL QUALIFICATIONS
IN
AT ]
ES PROFESSION Strongly Agree Disagree Strongly TOTAL
Agree Disagree
TE 3 13 12 1 4 3 1 4 2 0 0 0 5 22 17 340
Sh 5 22 20 2 9 6 3 13 6 3 13 3 13 57 35 269
15“l 9 39 36 6 26 18 4 17 8 4 17 4 23 100 66 287
WITddu 6 4 24 20 15 60 9 7 18 6 4 6 41 30 108 2.63
m A 3 16 24 18 72 13 10 26 6 4 6 47 35 120 255
[Egi%'z 167 héul 28 [ 28 (21 1489 (286 [gd2 82 h2 [1h [ &d 480 355/ 48y [273 | | TOTAL [ 17 [ 13 [ 68 | 67 [ 49 [ 201 | 38 |
B T$A Source:  Survey and
BERBPNS
LOY i
Bea Own Computation
TES

LVI



Table.3.3.2. Weightage Given to Subordinates' Points of View

ATEN: 19 Perfirnfandt affprajsalBystém n ER

T\\;%( Ia@ks;@)\%vel@e weightage to subordinates' point

—11 BN of view.
sy ALI
% STS EMPLOYEES WITH MORE THAN TWO YEARS OF EXPERIENCE, AND
BgAN OF DIPLOMA & ABOVE EDUCATIONAL QUALIFICATIONS
NTROL
IN
AT .
ES PROFESSION Strongly Disagree Agree Strongly TOTAL
Disagree Agree
TE 1 4 4 0 0 0 3 13 6 1 4 1 5 22 11 220
Sth o o o 1 4 3 4 17 8 8 35 8 13 57 19 146
Fﬁ 1 4 4 2 9 6 9 39 18 11 48 11 23 100 39 170
witddu o 0 0 7 5 21 18 13 36 16 12 16 41 30 73 178
HOREG 0 0 0 4 3 12 23 17 46 20 15 20 47 35 78 1.66
UT B, 0 0 0 1 1 3 33 24 66 14 10 14 48 35 83 1.73
SUBEBN 0 0O 0 12 9 36 74 54 148 50 37 50 136 100 234 1.72
ORDNB 1 4 14 9 42 83 52 166 61 38 61 159 100 273 1.72 Source:.  Own  Survey
AL
ENFP and Computation
Iey
EES

Nine of eleven journalists' and technicians' supervisors and six out of seven supervisors in the

agency do not agree over the idea that the subordinates receive continuous feedback on their

performance, and three fourth of the subordinates assure that (Table.3.3.3). In the same way

none of supervisors of journalists and supportive staff and a few of technical supervisors

denied they do not provide on-going feedback on the performance of their subordinates.

Quite a majority of the subordinates claimed positive for the idea (Table.3.3.4).

Table.3.3.3. Receiving Feedback on Performance

ITEM: 16. BmPoyées 1A ERTA re@iv¥ cofitinGold feédbdekon their performance.

SPAN OF
CONTROL

PROFESSION

EMPLOYEES WITH MORE THAN TWO YEARS OF EXPERIENCE, AND
DIPLOMA & ABOVE EDUCATIONAL QUALIFICATIONS

Strongly
Agree

Agree

Disagree

Strongly
Disagree

TOTAL
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WwWlJou o o0 0 1 4 3
TH REI 0 0 0 1 4 3
SU%E 00 0 2 9 6
BO
0 0 0 4 17 12
RD-!
% 0 0 o0 13 10 39
R 0 0 0 12 9 36
B, 0 0 0 11 8 33
&BEHTY 0 0 0 36 26 108
TEDNB 0 0 40 25 120 80
AL
ENP
Iey
EES

3 13 6 1 4 1 5 22 10 200
3 13 6 1 4 1 5 22 10 200
5 22 10 6 26 6 13 57 22 1.69

11 48 22 8 35 8 23 100 42 1.83

18 13 36 10 7 10 41 30 85 207
25 18 50 10 7 10 47 35 96 2.04
26 19 52 11 8 11 48 35 96 2.00
69 51 138 31 23 31 136 100 277 2.04
50 160 39 25 39 159 100 319 2.01
Source: Own Survey

and Computation

Table.3.3.4. Providing Feedback on Performance

ITEM:* 20PERT A suBerisors fAilef to*pravidé ofigothd'feedback on the performance level of

their subordinates

EMPLOYEES WITH MORE THAN TWO YEARS OF EXPERIENCE, AND
SPAN OF DIPLOMA & ABOVE EDUCATIONAL QUALIFICATIONS
CONTROL
PROFESSION Strongly Disagree Agree Strongly TOTAL
Disagree Agree
WwWiJouo o o0 O O O 4 17 8 1 4 1 5 22 9 180
THRE o o o 1 4 3 1 4 2 3 13 3 5 22 8 160
SUBH\ o 0 0 o0 o0 0 8 35 16 5 2 5 13 5 21 162
BO 0 0 0 1 4 3 13 57 26 9 39 9 23 100 38 165
RD-!
% 0 0 0 3 2 9 24 18 48 14 10 14 41 30 71 173
gr REG 0 0 0 3 2 9 25 18 50 19 14 19 47 35 78 166
B 0 0 0 6 4 18 25 18 50 17 13 17 48 35 85 177
EBEBY 0 0 0 12 9 36 74 54 148 50 37 50 136 100 234 1.72
DRONR 0 0 13 8 39 87 55 174 59 37 59 159 100 272 1.71
AL Source: Own  Survey
ENIR
Egg and Computation

Three out of four journalists and staff supervisors respectively told in negative that

performance appraisal procedures and administration uniformly apply to all employees in
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their organization, while two fifth of technical supervisors approve the argument. In their part

three fourth of journalists and staff subordinates with five of seven technicians claim no

uniform application to all employees (Table.3.3.5). Seventy five of a hundred subordinates in

each profession stratum stand in favor of the idea that performance appraisal in their agency

is affected by supervisors prejudices toward them and three fifth and fourth of journalists and

staff supervisors in their respective manner, and all technician supervisors agree the same
way (Table.3.3.6).

Table.3.3.5. Uniform Application of Appraisal Procedures and Administration

ITEM* 1% P¥rfdrménc¥'aPpraiéal Proctdufes Wnd adifiniétration in ERTA uniformly apply to all

employees
EMPLOYEES WITH MORE THAN TWO YEARS OF EXPERIENCE, AND
SPAN OF DIPLOMA AND ABOVE EDUCATIONAL QUALIFICATIONS
CONTROL
PROFESSION Strongly Agree Disagree Strongly TOTAL
Agree Disagree
wiJour 4 4 1 4 3 1 4 2 2 9 2 5 22 11 220
THRM o0 o 0 3 13 9 1 4 2 1 4 1 5 22 12 240
SUGH\ » o 5§ 5 9 § 6 26 12 4 17 4 13 57 30 231
|‘§§ i - TOTAL 1o 5 4 3 B[] 8 [26]18),8,{3%,[ 1 |7 [30]7 ]2 [100] 53 [230]
UN BIs
SUBTASE [F0 [S0 [*0 [0 |7 6 57 241 299 238 88 [ 39 [ 18 [*11 $5489% #599 03 [ 194 | | TOTAL [ 5] 4] 20 | 34 | 25 | 10
%@CX 53240 | 25 | 120 | 72 | 45 | 144 | 40 | 25 | 40 | 159 | 101 | 336 | 211
|TNE§NS Source:  Own  Survey

and Computation

Table.3.3.6. Effects of Prejudices on Performance Appraisal
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I TEM:*18"Pefforthae’appraisaVin theBgelty 1s affedted 15§ supervisors' prejudices toward
subordinates

EMPLOYEES WITH MORE THAN TWO YEARS OF EXPERIENCE, AND
SPAN OF DIPLOMA & ABOVE EDUCATIONAL QUALIFICATIONS
CONTROL
PROEESSION St_rongly Disagree Agree Strongly TOTAL
Disagree Agree
wiJouo o o 1 4 3 3 13 6 1 4 1 5 22 10 200
THRM o o 0o 0o o 0 3 13 6 2 9 2 5 22 8 160
SUBHL > 9 s 0 0 o0 5 22 10 6 26 6 13 5 24 104
BO 2 9 8 1 4 3 11 48 22 9 39 9 23 100 42 1.83
RD-!
% 0 0 0 7 5 21 20 15 40 14 10 14 41 30 75 183
gv Rex 3 2 12 14 10 42 80 59 160 39 29 39 136 100 253 1.86
BEHNICIARS 16 0 0452911 58 1332 483 X6 482 15D 100 29% 186 84 179 STAFF 3 2 12 5 4 15
BB TS
BRB
LOY Source:.  Own  Survey
BES
TES

and Computation

Factors like the number of employees covered within the system, and the nature of the
organization do have pertinent roles in the installation of a new system that precaution and
continued monitoring are required. The organization should let its employees understand
what is expected from their performance and how their efforts contribute to strategic goal
achievements. Accordingly, it has to establish a linkage between high performance and
recognition and rewards. Its employees need to believe they are rewarded for their creativity
and innovations and their own performance evaluation properly reflect their level of
performance. The employees are the major source of information on how well the system is
working and can reveal areas of satisfaction or dissatisfaction. The organization's
supervisors have to monitor now and then whether the improvement in areas of performance
found weak is taking place or not. Henceforth it has to establish a process for periodically
evaluating the effectiveness of the appraisal system so that it can use evaluation of data to

improve the system.

3.4. Periodic Evaluation of Effectiveness of Performance Appraisal
Performance appraisal in ERTA, as a greater number of its employees confirm, is irregularly

conducted (Table.3.4.2). Unlike one of ten supervisors, almost all of the subordinates do not

accept the idea that the agency conducts the appraisal twice in a fiscal year (Table.3.4.1).
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Table.3.4.1. Frequency of Conducting Employees' Performance Appraisal

ITEN; 21. BRYA tonggucts emplpyells' pertpriffante ghpfaisd) twice per annum.

TH RN
sy ALI EMPLOYEES WITH MORE THAN TWO YEARS OF EXPERIENCE, AND
NTI%:L DIPLOMA & ABOVE EDUCATIONAL QUALIFICATIONS
IN _
AT PROFESSION Strongly Agree Disagree Strongly TOTAL
ES Agree Disagree
TE 0 0 0 1 4 3 4 17 8 0 0 0 5 22 11 220
Sth 1 4 4 4 17 12 5 22 10 3 13 3 13 57 29 223
Fﬁ 1 4 4 6 26 18 11 48 22 5 22 5 23 100 49 213
wiITddu o 0 o0 11 8 33 23 17 46 7 5 7 41 30 86 210
HO BB 1 1 4 5 4 15 32 24 64 9 7 9 47 35 92 196
UT B\ 2 1 8 4 3 12 34 25 68 8 6 8 48 35 96 2.00
SUBEBN 3 2 12 20 15 60 89 65 178 24 18 24 136 100 274 2.01
DEDNE 7 16 26 41 78 100 113 200 29 39 29 159 100 323 2.03 Source: Own Survey
AL
ENR i
i and Computation
EES

Table.3.4.2. Regularity of Conducting Employees' Performance Appraisal

ITEM: 24, Perfrniandé afbraisal’h BRTA isfrrfjuldrly’tofiducted within a fiscal year.

EMPLOYEES WITH MORE THAN TWO YEARS OF EXPERIENCE, AND
SPAN OF DIPLOMA & ABOVE EDUCATIONAL QUALIFICATIONS
CONTROL
PROFESSION Strongly Disagree Agree Strongly TOTAL
Disagree Agree
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WIJou o o 0 2 9 6 3 13 6 0 0 0 5 22 12 240
TH RP:JI 0 0 0 1 4 3 5 22 10 0 0 0 5 22 13 260
S 0O 0 0 3 13 9 8 35 16 2 9 2 13 57 27 2.08
RBl(DDI 0 0 O 6 26 18 16 70 32 2 9 2 23 100 52 226
d 0 0 o0 7 5 21 31 23 62 3 2 3 41 30 8 210
B 0 0 0 18 13 54 27 20 54 2 1 2 47 35 110 2.34
BN, 0 O O 8 6 24 37 27 74 3 2 3 48 35 101 2.10
EBEHY 0 0 0 33 24 99 95 70 190 8 6 8 136 100 297 2.18
TEDNB 0 0 39 25 117 111 70 222 10 6 10 159 101 349 2.19
AL Source: Own  Survey
ENP
Iey .
EES and Computation

Five out of six subordinates and five of seven technical and support staff supervisors claim
performance evaluation in their organization reflects their level of performance.
(Table.3.4.3). Despite this half of the support staff, three fifth of the journalists, and four of
seven technician subordinates with five out of eight support staff, three fourth of technicians
and journalists' supervisors witness they are not rewarded for creativity and innovations they

achieve while performing their tasks. (Table.3.4.4)

In a situation where employees receive no continuous feedback on their level of performance
(Table.3.3.3.), where the supervisors failed to do so (Table. 3.3.4), and where expectations
lack measurable standards (Table.3.2.4), a clear majority of both supervisors and subordinate
stress performance appraisal in the agency reflects the level of their performance and request
for rewards which they think are denied of.

Table.3.4.3. Performance Appraisal Reflecting Level of Employees' Performance

ITEM: 22. Berforn¥ancd dppratéal'th ERTAR pPpetly feffects the level of employees' performance.

EMPLOYEES WITH MORE THAN TWO YEARS OF EXPERIENCE, AND
SPAN OF DIPLOMA & ABOVE EDUCATIONAL QUALIFICATIONS
CONTROL
PROFESSION Strongly Agree Disagree Strongly TOTAL
Agree Disagree

wlJou o o o 1 4 3 3 13 6 1 4 1 5 22 10 200

TH RN
sy ALI

BOSTS
RD-
IN

AT
ES
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0 0 3 13 9 2 9 4 0 0 0 5 22 13 2.60
STAFF 0 0 11 | 48 33 2 9 4 0 0 0 13 57 37 2.85
TO O 0 0 15 65 45 7 30 14 1 4 1 23 100 60 2.61
TA
WITJoOU 1 1 4 33 24 9 5 4 10 2 1 2 41 30 115 280
HO REB 0 0] 0 39 29 117 6 4 12 2 1 2 47 35 131 2.79
UT HN 2 1 8 27 20 81 16 12 32 3 2 3 48 35 124 258
SUBEBN 3 2 12 99 73 297 27 20 54 7 5 7 136 100 370 2.72
DORDANR 2 12 114 72 342 34 21 68 8 5 8 159 100 430 2.70
AL Source:  Survey and
ENIR .
ey Own Computation
EES

Table.3.4.4. Reward for Creativity and Innovations

ITEM: 26. Employees in ERTA are not rewarded for creativity and innovation they achieve while
performing their tasks

EMPLOYEES WITH MORE THAN TWO YEARS OF EXPERIENCE, AND

SPAN OF DIPLOMA & ABOVE EDUCATIONAL QUALIFICATIONS
CONTROL
PROFESSION Strongly Disagree Agree Strongly TOTAL
Disagree Agree
# % W # % W# % W # % W # %w x Sourcee Own Survey
and Computation
WIJou 0 0 o0 1 3 3 13 6 1 4 1 5 22 10 200
TH'FEIO 0 0 1 3 4 17 8 0 0 0 5 22 11 220
SUg 0O 0 0 8 35 24 5 22 10 0 0 0 13 57 34 262
RBI(JDI 0 0 0 10 44 30 12 52 24 1 4 1 23 100 55 2.39
Wigddu 3 2 12 15 11 45 19 14 38 4 3 4 41 30 99 241
@?I-RPE‘CHNICIANS 1] 1 19 | 14 | 57 17 13[34] 10 7 | 10 47 |35 105 | 2.23 ST/
LIS

RD6$A|_| 6 4[24 |57 42171 |52 |38 | 104 [ 17 | 13 | 17 | 136 | 100 | 316 | 2.32
TQL 6 4 24 72 45 216 59 37 118 18 11 18 159 100 376 2.36
EMP
LOY
EES

Four out of seven supervisor journalists with two third of their subordinates and four of five

technicians and staff supervisors each, plus six of seven their respective subordinates claim to

have the understanding on how their efforts contribute to organizational mission

accomplishment. Nevertheless, seven of ten employees agree performance appraisal in the
LX1I1



agency failed to identify the extent of their performance toward its institutional goal
achievements. (Table.3.4.5).

Indeed an incumbent performs tasks s/he is assigned to do and directed by the supervisor as a

coach. Coaching prerequisites mutual understanding over elements in the organizational

strategies and goals. In this instance, however, neither the agency recognizes its employees'

performance nor the employees ensure they are on the right track as their performance plan is

unaligned with these goals from the start.

Table.3.4.5. Employees Understanding of Their Efforts toward Strategic Goals

ITEM: 23. Employees in ERTA understand how their efforts contribute to organizational mission
accomplishment.

EMPLOYEES WITH MORE THAN TWO YEARS OF EXPERIENCE, AND

SPAN OF DIPLOMA & ABOVE EDUCATIONAL QUALIFICATIONS
CONTROL
PROEESSION Strongly Agree Disagree St_rongly TOTAL
Agree Disagree
# % W # % W# % W # % W # %w x Source: Own Survey
and Computation

wWiJouo o o0 2 9 6 2 9 4 1 4 1 5 22 11 220
TH REI 0 0 0 1 4 3 4 17 8 0 0 0 5 22 11 220
SU 0 0 0 1 4 3 12 52 24 0 0 0 13 57 27 208
RI?I(D)-I 0 0 0 4 17 12 18 78 3 1 4 1 23 100 49 2.13

3% 0 0 0 15 11 45 22 16 44 4 3 4 41 30 93 227
gr P& 0 0 0 9 7 27 3 26 70 3 2 3 47 35 100 2.13

B\ 0 0 O 7 5 21 3 26 72 5 4 5 48 35 98 204
#EBEBY 0 0 0 31 23 93 93 68 186 12 9 12 136 100 291 2.14
OEDNR 0 0 35 22 105 111 70 222 13 8 13 159 100 340 2.14
AL
ENER
Tes
EES

Table.3.4.6. lIdentifying the Extent of Employees' Performance

Source: Survey and Own Computation
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ITEM# 280P&¥formatfce Bopraisl iVERT A%il¥d tdf idehtify the extent of employees' performance
toward organizational goal achievement.

EMPLOYEES WITH MORE THAN TWO YEARS OF EXPERIENCE, AND

SPAN OF DIPLOMA & ABOVE EDUCATIONAL QUALIFICATIONS
CONTROL
PROFESSION Strongly Disagree Agree Strongly TOTAL
\vAle Jou—1 4 4 2 9 6 leaqree7 1 4 1 22 13 260 Agree
THRY o0 o o 1 4 3 3 13 6 1 4 1 5 22 10 200
I

Sug 0 0 0 5 22 15 3 13 6 5 22 5 13 57 26 200
Rl?gl 1 4 4 8 35 24 7 30 14 7 30 7 23 100 49 213

% 0 0 o0 18 13 54 15 11 30 8 6 8 41 30 92 224

BRG& 0 0 0 12 9 36 22 16 44 13 10 13 47 35 93 198

B, 0 0 O 7 5 21 25 18 50 16 12 16 48 35 87 181
SEBEOTYT 0 0 0 37 27 111 62 46 124 37 27 37 136 100 272 2.00
ORDNE 1 4 45 28 135 69 43 138 44 28 44 159 100 321 2.02
AL
ENIR
res
EES

It is hardly possible for the employees to understand how their efforts contribute to
organizational mission achievements and the agency certainly fails to identify that as far as
procedures and administration of performance appraisal are not standardized in their
application and the performance ratings are influenced by ethnicity, gender, age, and such

factors.

This is proved right as three fourth of technician supervisors and half of their subordinates,
four of seven journalist supervisors and three fifth of their subordinates, and five out of eight
and four of seven supervisors and subordinate staff respectively exclaimed no standardized
application and nine of ten supervisors and subordinates witnessed the influence on
performance. (Table.3.4.6), (Table.3.4.7) and (Table.3.4.8)

ITEM: é?? "(F)bro\gédﬁres/and\’aﬂmm‘?@tré(’tﬁor#of(?Erfﬂrm&én(%’ é’ﬁgrai%al in ERTA are not standardized in
\i\,”, DN he|r appllcatlon

sy ALI

RO STS EMPLOYEES WITH MORE THAN TWO YEARS OF EXPERIENCE, AND

AN OF DIPLOMA & ABOVE EDUCATIONAL QUALIFICATIONS

BBNTROL

IN

AT .

ES PROFESSION Strongly Disagree Agree Strongly TOTAL

Disagree Agree

TE 0 O O 1 4 3 4 17 8 0 0 O 5 22 11 220
Hll_-C 0O 0O 0O 8 3 24 5 22 10 0 0 0 13 57 34 262

IAN




TO

wiIT JAy
HO RE@
UT ET%
SUB EBN
DRDNE
AL

ENIR
rey
EES

N
Norkrs o

11 48 33 12 52 24 0 O
13 10 39 19 14 38 4 3
22 16 66 20 15 40 4 3
19 14 57 21 15 42 7 5
54 40 162 60 44 120 15 11
41 195 72 45 144 15 9 15

[
aN~PH> O

159

100 57 248

30 101 2.46
35 114 243
35 110 2.29
100 325 2.39
382 2.40

Appraisal Procedures and Administration

Source: Own Survey and Computation

Table.3.4.8. Influencing factors o Performance Ratings
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EM #]% W # % W# % W # % W # %W X
: EMPLOYEES WITH MORE THAN TWO YEARS OF EXPERIENCE, AND
%@_’F‘R%FL DIPLOMA & ABOVE EDUCATIONAL QUALIFICATIONS
e -
per PROEESSION Strongly Disagree Agree Strongly TOTAL
for Disagree Agree
ma
weJou 0 0 0 1 4 3 3 13 6 1 4 1 5 22 10 2.00
Tatif o o o o o0 o0 4 17 8 1 4 1 5 22 9 180
(S13 0O 0 0 1 4 3 8 3 16 4 17 4 13 57 23 177
3@| 0O 0 0 2 9 6 15 65 30 6 26 6 23 100 42 183
0 0 0 6 4 18 25 18 50 10 7 10 41 30 78 1.90

BREB 0 0 0 4 3 12 30 22 60 13 10 13 47 35 85 181

B O 0 0 5 4 15 26 19 52 17 13 17 48 35 84 1.75

EBN 0 0 0 15 11 45 81 60 162 40 29 40 136 100 247 1.82
ugnpm 0 0 17 11 51 96 60 192 46 29 46 159 100 289 1.82 Source: Own Survey
E%@ and Computation
ER6
eth
nici
ty, .
ggn 3.5. Commitment of and Support from the Top Management
der The top management's strong support for the system of performance appraisal in an
ac::;e organization is the most important requirement for effectiveness in appraising the

or performance of its employees. Indeed no matter how well designed the system is, with

oth

er out this support it dooms to fail certainly. The management must be firmly committed

suc
h

fact

ors.

to seeing the system succeed, and strong policy statements appreciating best

performances with rewards, and the worst with penalties, and continuous declarations

of the support are manifestations by which this commitment is reveled. Systems that

started out because of initial support of the top management subsequently failed when the

support waned.

organizations' on-going management system.

Furthermore the system must be taken as an integral part of the

All of technicians' and five of seven journalists' and support staffs' supervisors plus all of

journalists and technicians, six of seven staff subordinates believe the supervisors conduct

monitoring employees performance improvement infrequently (Table.3.5.1).

That put the performance management set of interrelated activities short of the monitoring

task affecting continuity of the appraisal as a system and process (Table.3.5.2).

Table.3.5.1. Continuity of Performance Appraisal as a Management System

Source: Own Survey and Computation
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ITM: 29#Pe¥forfharice &ppMisal is%n dM gdindtnaffagémetit ¥Ysterh in ERTA.

EMPLOYEES WITH MORE THAN TWO YEARS OF EXPERIENCE, AND

SPAN OF DIPLOMA & ABOVE EDUCATIONAL QUALIFICATIONS
CONTROL
PROFESSION Strongly Agree Disagree St_rongly TOTAL
WAJOU Q Q Q 2 [¢] 6 ‘lAgr;lee 2 2 [¢] 2 5 22 10 200 Dlsagree
THRY o o o o 0 3 13 6 2 9 2 5 22 8 160
SU§|2981 3 8 3 16 3 13 3 13 57 30 231
ISIg)J 2 9 8 3 13 9 12 52 24 7 30 7 23 100 48 2.09
% 1 1 4 1 1 3 22 16 44 17 13 17 41 30 68 166
grgk@\ 0 0 0 0 0 0 31 23 62 16 12 16 47 35 78 166
B O 0 0 7 5 21 30 22 60 11 8 11 48 35 92 1.92
EBEHBY 1 1 4 8 6 24 83 61 166 44 32 44 136 100 238 1.75
ORDNR 2 12 11 7 33 9 60 190 51 32 51 159 100 286 1.80
AL
ENIR
oes
EES
Table.3.5.2. Frequency of Monitoring Performance Improvement
ITEM: 33. Supervisors in ERTA conduct monitoring performance improvement infrequently.
EMPLOYEES WITH MORE THAN TWO YEARS OF EXPERIENCE, AND
SPAN OF DIPLOMA & ABOVE EDUCATIONAL QUALIFICATIONS
CONTROL
PROFESSION Strongly Disagree Agree Strongly TOTAL
Disagree Agree
# % W # % W# % W # % W # %w x Sourcee Own Survey
and Computation
WIJou 1l 4 4 2 9 6 2 9 4 0 0 0 5 22 14 280
THRY 1 4 4 4 17 12 0 0 0 0 0 0 5 22 16 3.20
SU§I14452215835160001357352.69
BO 3 13 12 11 48 33 10 43 20 O 0 0 23 100 65 2.83
RD-!
$%U 13 10 52 13 10 39 14 10 28 1 1 1 41 30 120 2.93
grk@\ 11 8 44 19 14 57 14 10 28 3 2 3 47 35 132 281
B 15 11 60 23 17 69 9 7 18 1 1 1 48 35 148 3.8
EBEOT 39 29 156 55 40 165 37 27 74 5 4 5 136 100 400 2.94
OBDNE2 26 168 66 42 198 47 30 94 5 3 5 159 100 465 2.92
AL
ENIR
oes
EES

For performance appraisal to appear as a dynamic management system, commitment of and

support from the top management body is critically important.

All of journalists' and technicians' supervisors, and six of seven staff supervisors witnessed

against themselves that they are not committed and do not provide support to see the

appraisal with success Half of the journalists, technicians and staff subordinates appreciate

the same (Table.3.5.3). The supervisors in the agency lack authoritative power to address

employees' poor performance as described by all of the technicians', half of journalists', and

LXVIII




six of seven staffs' supervisors (Table.3.5.5). With the absence of such a power the
supervisors may lose the courage to monitor now and then whether the improvement in
performance in areas found weak is taking place, and this is explained true by all technician
supervisors, half of journalist supervisors, and six out of seven staff supervisors. Nine out of

ten subordinates also showed the same attitude (Table.3.5.4).

I 30%I' Hé’mﬁna?{@m‘éhﬁ bod'imeERTA %’fl%ly*co%’nthedﬁo see performance appraisal system

e a opted with’ success
L éﬁl U U U U U U r4 J a4 9 1o 9 9 7 14U
%gm EMPLOYEES WITH MORE THAN TWO YEARS OF EXPERIENCE, AND
gB OFL DIPLOMA & ABOVE EDUCATIONAL QUALIFICATIONS
IN
AT .
ES PROFESSION Strongly Agree Disagree St_rongly TOTAL
Agree Disagree
STAO 0O O 2 9 6 6 26 12 5 22 5 13 57 23 177
b o o o 2 9 6 12 52 24 9 39 9 23 100 39 170
wiTJdu 4 3 16 14 10 42 14 10 28 9 7 9 41 30 95 232
HO BB 4 3 16 20 15 60 13 10 26 10 7 10 47 35 112 238
UT B\ 6 4 24 15 11 45 18 13 36 9 7 9 48 35 114 238 Table.3.5.3
SUBEBN 14 10 56 49 36 147 45 33 90 28 21 28 136 100 321 2.36 +9.9.9.
OeDNE4 9 56 51 32 153 57 36 114 37 23 37 159 100 360 2.26 .
AL Commitment of the
ENR
Eégg Management Body

Source: Own Survey and

Computation

Table.3.5.4. Monitoring Performance Continuously

# % W # % W # % W # % W # % W X
V‘t"!’E‘i’U‘IJ 31. 8uplrvidors’in ERTA nionitor how*and thén, whethef-the improvement in performance in
ALl the areas found weak is taking place.

Eo STS

EMPLOYEES WITH MORE THAN TWO YEARS OF EXPERIENCE, AND
RIBAN OF DIPLOMA & ABOVE EDUCATIONAL QUALIFICATIONS
dNNTROL
AT
ES PROEESSION Strongly Agree Disagree Strongly TOTAL

Agree Disagree




TE 0 0 0 O O 0 3 13 6 2 9 2 5 22 8 160

Sth o 0o o 2 9 6 10 43 20 1 4 1 13 57 27 208

Fﬁ 0 0 0 4 17 12 15 65 30 4 17 4 23 100 46 2.00
wiTddu 0 0 0 8 6 24 27 20 54 6 4 6 41 30 84 205
HO REB 0 0 0 10 7 30 24 18 48 13 10 13 47 35 91 1.94
UT B\ 0 O 0 11 8 33 32 24 64 5 4 5 48 35 102 2.13
SUBEBY 0 0 0 29 21 87 83 6l 166 24 18 24 136 100 277 204 Source; Own Survey
TEDNB 0 0 33 21 99 98 62 196 28 18 28 159 100 323 2.03
AL -
ENIR and Computation
Iey
EES

Table.3.5.5. Empowerment to Address Poor Performance
ITEM: 2. %] W # % W# % W f % W # %W ]| X
Supervisors EMPLOYEES
>uP SPAN OF WITH MORE
in ERTA CONTROL
lack THAN TWO
authoritative E;FI,E?RR;SESEE
address poor DIPLOMA &
performance. ABOVE
EDUCATIONAL
QUALIFICATIONS
Strongly | Disagree | Agree | Strongly | TOTAL
Disagree Agree

WlIJou o o 0 2 9 6 3 13 6 0 0 0 5 22 12 240
TH REI 0 0 0 0 0 0 4 17 8 1 4 1 5 22 9 180
SU 0 0 0 2 9 6 10 43 20 1 4 1 13 57 27 2.08
Rl?lg)-l 0 0 0 4 17 12 17 74 34 2 9 2 23 100 48 2.09

d 0 0 0 8 6 24 27 20 54 6 4 6 41 30 84 205
Hr BB 0 0 0 10 7 30 24 18 48 13 10 13 47 35 91 1.94

BML O O 0 11 8 33 32 24 64 5 4 5 48 35 102 2.13
EBEHTY 0 0 0 29 21 87 83 61 166 24 18 24 136 100 277 2.04
_e{?%‘I'AL 0 0 | 0 ] 33 | 21 | 99 | 100 | 63 | 200 | 26 | 16 | 26 | 159 | 100 | 325 | 2.04
EMPLOYEES
TES

Source: Own Survey and Computation

3.6. Appropriate Distinction in Levels of Performance

Organizations should have a performance appraisal system that makes appropriate distinction

in the levels of performance. In that sense based on their relative performances a distinction

is made for senior executives and professionals and for other than employees.

Multiple

levels against which employees are appraised can be included in the system (Four or five
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levels are common). Reviews of performance plans are clear and understandable and are
effective tool for distinguishing between levels of performance. In all cases, achievement of

strategic goals bases for the one with outstanding performance.

Eighty-five of a hundred supervisors and subordinates in ERTA state that their agency
develops separate performance appraisal reviews for various positions in its structure.
(Table.3.6.1). Seven out of ten of these supervisors and subordinates on the other hand
describe about the similarity of the appraisal formats for the positions. Separate reviews for
various positions are therefore are conducted with similar formats in the agency
(Table.3.6.2).

Table.3.6.1. Performance Reviews for VVarious Positions

ITEM: %BEQ(T% d@é?ekyabs#szepaqgatéﬁberéfor?(fﬁaﬁg’e a@pr‘;ézis‘é/ll

rez\%ggws for the various positions in its

1 4
\i\{', ‘;(E,U structures.
gy ALI
RO ST EMPLOYEES WITH MORE THAN TWO YEARS OF EXPERIENCE, AND
AN OF DIPLOMA & ABOVE EDUCATIONAL QUALIFICATIONS
BBNTROL
IN
AT .
ES PROFESSION Strongly Agree Disagree St_rongly TOTAL
Agree Disagree
TE 1 4 4 4 17 12 0 0 0 0O 0 0 5 22 16 320
St 3 13 12 9 39 27 1 4 2 0 0 0 13 57 41 315
Eﬂﬁ 5 22 20 15 65 45 3 13 6 0 0 0 23 100 71 3.9
wiITddu 7 5 28 31 23 93 3 2 6 0 0 0 41 30 127 3.10
HO REB 6 4 24 31 23 93 10 7 20 0 O O 47 35 137 291
UT BMA 13 10 52 27 20 8 8 6 16 0 O O 48 35 149 3.10
SUBEBN 26 19 104 89 65 267 21 15 42 0 0 0 136 100 413 3.04
ORDABL 19 124 104 65 312 24 15 48 0 O O 159 100 484 3.04 Source:  Own  Survey
AL
ENIP ;
i and Computation
EES

FITEMW 39 Vapio¥s positinsth ERTA hiile éﬁmi’f‘ﬁ?"?erférmance appraisal formats.
WLJOU 0 0 0°% "% "6 "5 1306 0 0 0 -5 22 12 240

THRN oflo o 2 9 6 2 9 4 1 4 1 5 22 11 220

su &H! EMPLOYEES WITH MORE THAN TWO YEARS OF EXPERIENCE, AND
Eg@%& DIPLOMA & ABOVE EDUCATIONAL QUALIFICATIONS

IN S

AT PROFESSION Strongly Agree Disagree Strongly TOTAL

ES Agree Disagree
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STA O 0 0 3 13 9 7 30 14 3 13 3 13 57 26 2.00

’1_‘6 0 0 0 7 30 21 12 52 24 4 17 4 23 100 49 213
witJdu 0 0o 0 8 6 24 24 18 48 9 7 9 41 30 8 198 Taple.3.6.2. Similarity
HO ReA 0 0 0 28 21 8 75 55 150 33 24 33 136 100 267 1.96
goTAE O O 35 22 105 87 55 174 37 23 37 159 100 316 1.99
AIBESHNICIANS 0 0 0 13 10 39 24 18 48 10 7 10 47 35 97 206 STAFF 0 0 0 7 5 21
[SLU(2)
Loy of Appraisal Formats
BEEA
TES .

Source:  Own  Survey

and Computation

The reviews are made within a system that never meaningfully and adequately distinguishes
between performance levels both for senior professionals and others based on relative
performance. Half of supervisor journalists and their subordinates with three fourth of
supervisor staff and technicians, and nine out of ten their respective subordinates identified
the issue for senior professionals (Table.3.6.3). Seven of ten subordinates and three fourth of
journalist supervisors and half of technicians and staff supervisors stressed the lack for

employees other than senior professionals (Table.3.6.4).

WITH JOURNALISTS 0 0 0 9 6 2 9 4 1 4 1 5 22 11 220 0

SUB EI?/I % P’Erfdjrm%c@va ra%’al ﬂyst&n it? ERT A fopsetior ﬁ‘rofessmnals provides meaningful
fS' ials 814t istincaorebased on r’élaﬁve@peﬁhr%ncé.ﬂ STAFF 0 0 0 11 8 33

WHTIOT—0 STAFF B~ I3—§q 0110 81 24 B2 B8Y 352 IBL 490 1700 44 l:13 57 23 L.77

HO REA 1 4 39 29 11f 64 47 128 32 24 32 136 100 281 2

UT AIS EMPLOYEES WITH MORE THAN TWO YEARS OF EXPERIENCE, AND

sYRAN OF DIPLOMA & ABOVE EDUCATIONAL QUALIFICATIONS

CRINTROL

INA )

TES PROFESSION Strongly Agree Disagree St_rongly TOTAL

Agree Disagree

Table.3.6.3. Performance
TOT 1 1 4 43 27 129 78 49 156 37 23 37 159 100 326 2.05

AL Level Distinction for
EMP ] _

LOY Senior Professionals
EES

Source: Own Survey and

Computation
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W‘Tléb/lﬁ 38Pefforthaidte dpdraisaf infERTA $or Yfhef thih Senigt executives and professionals fails to

0

.. Provide for adequate]y distinguishing begtwegn performances levels.

SU é|-|'
RIé EMPLOYEES WITH MORE THAN TWO YEARS OF EXPERIENCE, AND
ANPF DIPLOMA & ABOVE EDUCATIONAL QUALIFICATIONS
Nl\éTROL
AT )
ES PROFESSION Strongly Disagree Agree Strongly TOTAL
Disagree Agree
STA 1 4 4 5 22 15 3 13 6 4 17 4 13 57 29 223
'1_‘6 1 4 4 12 52 36 6 26 12 4 17 4 23 100 56 243
wiTJéu 7 5 28 20 15 60 10 7 20 14 3 4 41 30 112 2.73
HO RE® 8 6 32 26 19 78 11 8 22 2 1 2 47 35 134 285
UT HM 9 7 36 20 15 60 15 11 30 4 3 4 48 35 130 2.71 Table 3.6.4
SUBEBN 24 18 96 66 49 198 36 26 72 10 7 10 136 100 376 2.76 e
(Il)g_IDNES 16 100 78 49 234 42 26 84 14 9 14 159 100 432 2.72 Performance Level
ENP . L. .
ey Distinction for Other
EES

than Senor professionals

Source: Own Survey and Computation

Every employee is an asset to the organization for which s/he works, and has specific skill,
educational qualification and work experience that best fits to the task s/he is assigned. In a
performance appraisal, where separate reviews are conducted with similar formats and
identical but undistinguished performance levels, the rating levels can hardly be appropriate
for the job the employee is in. In that regard, quite a majority of both supervisors and
subordinates stated that performance rating levels identified are inappropriate for the job the
incumbent is assigned since, as explained by equivalent number of employees, the levels are
identical irrespective of employees difference in areas of concern and position. (Table.3.6.4).
(Table.3.6.5) and (Table.3.6.6).

Table.3.6.5. Appropriateness of Rating Levels
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ITEM: 34 Pérfd¥médnc&tratihd level’ id¥ntifiedardapproptidte fof the job the employee is in

EMPLOYEES WITH MORE THAN TWO YEARS OF EXPERIENCE, AND

SPAN OF DIPLOMA & ABOVE EDUCATIONAL QUALIFICATIONS
CONTROL
PROEESSION Strongly Agree Disagree Strongly TOTAL
Agree Disagree
WwWlJou o o 0 2 9 6 2 9 4 1 1 5 22 11 220
THRE o o o 0o 0o o0 4 17 8 1 1 5 22 9 180
SUBH\ o 0 o 3 13 9 8 35 16 2 9 2 13 57 27 208
BO 0 0 0 5 22 15 14 61 28 4 17 4 23 100 47 204
RD-!
% 5 4 20 5 4 15 25 18 50 11 8 11 41 30 96 234
gg REG 1 1 4 4 3 12 33 24 66 9 7 9 47 35 91 194
B 2 1 8 2 1 6 29 21 58 15 11 15 48 35 87 181
EBEHBY 8 6 32 11 8 33 87 64 174 35 26 35 136 100 274 201
DRDNB 5 32 16 10 48 101 64 202 39 25 39 159 100 321 2.02 Source: Own  Survey
AL :
e and Computation
EES
ITEM: 32 e r’ﬁtirfg leYels of FerffmancéToMevery j;é’b"&n e%(ployee is assigned are all identical.
WL JOU 0 "0 0 1 3°°3 M3 6 1 4 1 5792 10 2.0
TH 'FEI 104 4 1 4 3 2 9 4 1 4 1 5 22 12 240
SU ol o o 3 13 9 SENEE)L YEES WIT QR\%T%AI%O WO YEARS OF EXPERIENCE, AND
5@@%& BIPf OMA & ABO UCATIONAL QUALIFICATIONS
IN S
AT PROFESSION Strongly Agree Disagree Strongly TOTAL
ES Agree Disagree
TO 1 4 4 5 22 15 13 57 26 4 17 4 23 100 49 213
WITIRALL [T 4 80 6 24 |18 |10 P®B7 132310 118 | 4% [3045 T914493 40 | 25 | 40 | 159 | 100 | 335 | 2.11
ARRSERS |2 12 16 12 48 |18 |13 B6 10 7| 10 |47 (35 106 2.26
“UT HML 5 4 20 8 6 24 22 16 44 13 1 13 48 35 101 21
SUBEBN 9 7 36 32 24 96 59 43 118 36 26 36 136 100 286 2.10
ORDNE .
) Table.3.6.6. Identity of
INA
TES Rating Levels

Source: Own Survey and Computation

3.7. Performance Accountability of Appraisers
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As explained earlier supervisors in an organization need to concern on appraising their

subordinates' performance as an integral part of their duties, and firmly accept they

themselves would be evaluated on how seriously they have taken its being practiced.

All journalist supervisors and almost all supervisor technicians and support staff witnessed

they are held unaccountable for rigorous appraisal of their subordinates, and nine of ten

subordinates agree with that (Table.3.7.1). All the supervisors further stressed that they are

not evaluated in how they seriously they take the appraisal of their subordinates'

performance. This also is supported by a clear majority of the subordinates (Table.3.7.2).

In this instance, therefore, the uncommitted supervisor who failed to provide the required

support and feedback to the subordinates is not held accountable.

Table.3.7.1. Accountability of Supervisors

ITEM: 40. Sup¥¥visors’n BRTA ate héld dccdGntéble’for’n'theirperformance plans for the rigorous
appraisal of their subordinates.

EMPLOYEES WITH MORE THAN TWO YEARS OF EXPERIENCE, AND
SPAN OF DIPLOMA & ABOVE EDUCATIONAL QUALIFICATIONS
CONTROL
PROFESSION Strongly Agree Disagree St_rongly TOTAL
Agree Disagree
WIJouo 0 0 0 0 0 4 17 8 1 4 1 5 22 9 180
THRY o0 o o 1 4 3 2 9 4 2 9 2 5 22 9 180
Sug Lo 0 0 1 4 3 5 2 10 7 30 7 13 57 20 154
BO 0 0 0 2 9 6 11 48 22 10 43 10 23 100 38 1.65
RD-!
% 0 0 0 4 3 12 22 16 44 15 11 15 41 30 71 173
gr PRG 1 1 4 3 2 9 31 23 62 12 9 12 47 35 87 185
B\ 1 1 4 4 3 12 23 17 46 20 15 20 48 35 82 171
#EBEBY 2 1 8 11 8 33 76 56 152 47 35 47 136 100 240 1.76
ORDNR 1 8 13 8 39 87 55 174 57 36 57 159 100 278 1.75 Source:  Own  Survey
AL
ENIR :
ey and Computation
EES

Table.3.7.2. Evaluation of Supervisors
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ITEM: 21.% W # % W# % W F % W # %W | X
Supervisors EMPLOYEES
in ERTA are SPAN OF WITH MORE
CONTROL THAN TWO
not evaluated
in how YEARS OF
. EXPERIENCE,
Se”ously PROFESSION AND
appraisal of ABOVE
their EDUCATIONAL
employee’s QUALIFICATIONS
performance.
Strongly | Disagree | Agree | Strongly | TOTAL
Disagree Agree
WIJOUO 0 0 0 0 0 2 9 4 3 13 3 5 22 7 140
THRY 0o 0o 0o 0o 0 0 2 9 4 3 13 3 5 22 7 140
Sugl 0 0 0 1 4 3 2 9 4 10 43 10 13 57 17 131
BO 0 0 0 1 4 3 6 26 12 16 70 16 23 100 31 1.35
RD-!
% 0o 0o o0 3 2 9 9 7 18 29 21 29 41 30 56 1.37
Hrk@\ 0 0 0 2 1 6 16 12 32 29 21 29 47 35 67 143
BT®% 0 O O 3 2 9 14 10 28 31 23 31 48 35 68 142
EHBEHT 0 0 O 8 6 24 39 29 78 89 65 89 136 100 191 1.40
m&mm 0 0 9 6 27 45 28 90 105 66 105 159 100 222 1.40 Source  Own  Survey
ENIR .
ey and Computation
EES

The researcher as a participant observer grasped from both groups of supervisors and
subordinates with different educational and working experience that they do not clearly
visualize strategic goals of the agency they work for against their individual performance
plan. The performance plan is indeed prepared with their involvement but lacks to have
feedback on their performance and no frequent coaching and monitoring is done. Appraisal
of performance is conducted infrequently and upon the will of supervisors. The appraisal
procedures and administration have never been applied uniformly to all employees that
personnel decisions are biased on prejudices of supervisors about their subordinates. The top
management lacks the commitment and supervisors are not made accountable for the

performance of their subordinates.
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# % W o v i ;
wt o A{ppr’%\ls‘%é‘gmgloﬁées peffotfnafice /gn"Y;RT(BA is effectively done
TH?E oo o 9 6
EMPLOYEES WITH MORE THAN TWO YEARS OF EXPERIENCE, AND

§ §OL DIPLOMA & ABOVE EDUCATIONAL QUALIFICATIONS
IN S
AT PROFESSION Strongly Agree Disagree Strongly TOTAL
ES Agree Disagree

STA'1 4 4 3 13 9 5 22 10 4 17 4 13 57 27 208

fo 1 4 4 6 26 18 9 39 18 7 30 7 23 100 47 140
witTJdu 2 1 8 11 8 33 16 12 32 12 9 12 41 30 85 207
HO BRB 1 1 4 12 9 36 22 16 44 12 9 12 47 35 96 204
UT Bk 3 2 12 10 7 30 22 16 44 13 10 13 48 35 99 206 Table.3.8.1.
SUBEBN 6 4 24 33 24 99 60 44 120 37 27 37 136 100 280 2.06
GJA?L[DN& 4 28 39 25 117 69 43 138 44 28 44 159 100 3272.06 Effectiveness of
ENIR .
ey Employees
EES

Source: Own Survey and Computation
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Table.3.8.2. Employees' Performance Appraisal Ineffectiveness in ERTA

# % VApphraring empl®yedé' perf@rnfince iftERTA'is not effectively done

EMPLOYEES WITH MORE THAN TWO YEARS OF EXPERIENCE, AND
SPAN OF DIPLOMA & ABOVE EDUCATIONAL QUALIFICATIONS
CONTROL
PROFESSION Strongly Disagree Agree Strongly TOTAL
Disagree Agree

wiJour 4 4 1 4 3 2 9 4 1 4 1 5 22 12 240
THRY 1 4 4 1 4 3 2 9 4 2 9 2 5 22 13 260
SUBHL > 9 s 2 9 6 5 22 10 4 17 4 13 57 28 215
BO 4 17 16 4 17 12 9 39 18 7 30 7 23 100 53 1.40
RD-!

& 3 2 12 10 7 30 15 11 30 13 10 13 41 30 85 207
grgk@ 2 1 8 11 8 33 21 15 42 13 10 13 47 35 96 204

B, 3 2 12 11 8 33 19 14 38 15 11 15 48 35 98 204
SBEOT 8 6 32 32 24 9 55 40 110 41 30 41 136 100 279 2.05
U)A?LDNEZ 8 48 35 22 105 64 40 128 48 30 48 159 100 3292.07
ENIR
Tey
EES
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CHAPTER IV: SUMMARY-CONCLUSSIONS, POLICY
IMPIICATIONS AND RECOMMENDATIONS

4.1 SUMMARY
Performance implies both input (resource utilization) and out put (achievements) in the

process of production. Efficient and effective resource utilization predetermines the quality
of achieving and the results signify the management. Strategies and goals determine the
nature and exisistence of an institution that in turn identify and manage resources required.
Managing resources thus is all for managing the goals, described in the context of the
organization in particular and the employees in general. The human power expressed by
employee performance is the basic of all resources to organizational goal accomplishment.
Organizational performance, therefore, is best described with what and how an employee in
the structure is expected to accomplish tasks geared toward strategic goals. The pattern a
task has accomplished and results have achieved flows through and within different
interacting and interrelated sets of activities constituting performance as a system. Every
component part and set of relationships in this system needs to be properly managed to
ensure that strategies are implemented in the right way to the right body. Performance
improvement is linked to performance appraisal, which by itself is both a system and a

process.
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4.1.1. Employee Participation in Establishing Performance Plan
Performance appraisal is a link between the reward employees hope to receive and their

productivity. To that end, aspects of performance are evaluated in constructive discussion
between the supervisor and the employees, as the system essentially requires both to jointly
identify strength and areas for improvement. Hence, employee participation in preparing and
actualizing performance plan establishes the basis for performance appraisal. The
participation benefits both parties thereby developing valued information to pass and
communicate administrative personnel decisions, and the subordinate by getting feedback so

that they know where each of them stands and how to achieve individual development.

Employees in ERTA involve in the development of their performance plan and discuss with
supervisors regarding their recent performance, plans for performance improvement and
meeting developmental needs. The discussion however is unipolar that the subordinates’
points of views are disregarded to have any value in improving individual and organizational
performance. That makes the involvement good for nothing. The subordinates remain far
away to realize how near they achieve toward the organizational goals as they are not
provided with regular feedback on their performance so that the better it is appropriately

reinforced and communicated when poor or marginal performance occurs.

The way the managers carry out performance may endanger the system by criticism on
biasness in the assessment of employees' performance coupled with poor managerial
efficiency. This is expressed in ERTA as the appraisal is affected by the supervisor's
prejudices toward the subordinates, and lacks standard procedures and uniformity in
application to all employees.

4.1.2. Alignment of Employees’ Performance Plans with Organizational Goals
Effective performance management requires the goals of the organization and that of its

employees get interwoven to support strategic goal achievements, and with that it ensures
both parties remain productive and motivated. The major point in effective human resource
management is ensuring a clear link between the tasks and activities that employees focus

and direct their efforts to attain organizational strategies and goals, and the organization spots
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performance problems, provides constructive feedback, and measures actions taken to

improve employees performance vis-a-vis its institutional goals.

Organizations have their own institutional characteristics, their performances differ from
each other. Managing such entities against ongoing and prevailing changes from within and
all round its environment in performance attached to performance appraisal, with the
difference in nature and performance organizations require qualitatively and/or qualitatively
varied resources and hence particular performance appraisal system. The system needs to be
designed in the way it fits to specific requirements of the organization. A system of appraisal
or its elements demonstrated effective elsewhere do not guarantee a success in another and
has to be examined in the light of specific needs of the institution. Purposes of performance
appraisal outputs lead employees directly to increased productivity there by keeping their

attention focused on achieving results.

Employees in ERTA identify and realize the desire for system fitness in appraising their
individual performance to improved task accomplishments. The agency as an institution, on
the other hand, has failed to have employees' performance appraisal system specifically
designed to its strategic requirements and has adopted what all other public offices,
irrespective of differences, have followed in this regard. . Accordingly, the agency lacks the
system that encourages employees to achieving results. This proves its incompetence in the
human resource efforts against the goals strategically set. In that sense, employees'
performance plan in the agency is unaligned with the goals of the agency.

4.1.3. Firm Grasp on the Intended Purposes of Performance Appraisal
Performance appraisal is effectively conducted in a bipolar interaction between the appraiser

and appraisee that involves in the process and the instruments it uses. The raters should be
trained on performance management and coaching/feedback techniques and be able to
demonstrate their skill on effective performance management. The key toward effectiveness
in appraising employees' performance is whether the supervisors and subordinates
understand its purpose that is what an appraisal supposed to do critically.

The two fundamental reasons for conducting performance appraisal are the desire for

information about the level of achievement met and control system used (evaluative
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perspective) and identification of development potentials (developmental perspective) that a
distinction has to be made between performance on the job and the potential for upward

mobility.

Raters in ERTA are trained in managing the [performance of their subordinates with
coaching and feedback techniques of appraisals. Despite this fact, they failed to demonstrate
their skill in coaching the subordinates and provide them with feedback on tasks performed.
That makes the training unworthy and causes wastage in organizational resources of the
agency. The line management in the agency could not utilize the appraisal as a basis for
personnel decisions since the system lacks clear, specific, measurable, verifiable, and result
oriented performance expectations. It failed to develop effective standards and measures of
employees' performance. The system is also designed not as such simple and easy to
understand that both the supervisors themselves and their subordinates found it hardly
possible to get practiced. In appraising the employees' performance no special distinction is
made between the appraisal for evaluative and developmental perspectives that personnel
decisions on each aspects are biased and pass over their targets causing wrong managerial

stance on concerned and related issues.

4.1.4. Periodic Evaluation of Effectiveness of Performance Appraisal
The effectiveness in appraising employees' performance can be seen as to whether

performance is managed throughout the year. A continuous process of appraisal is desirable
that conventional performance appraisal is not as such the most important part of its
management framework. The objectives and scope of the appraisal program serve as a basis
to decide the frequency and in most federal public institutions, it is implemented twice in a

fiscal year.

What and how employees in the structure are expected to get their tasks done explains
organizational performance and the performance of each employee is a major and direct
input in the process of achieving organizational goals. The most effective way to measure
performance level depends on the skill and knowledge of employees, the nature of the work,

and the working environment. The appraisal must be appropriate for the job the employee is
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in and to properly reflect the performance level. Henceforth, clear performance expectations

with measurable standards make the appraisal effective.

Employees' performance appraisal in ERTA is irregularly conducted (not scheduled for twice
per annum) and does not properly reflect the performance level of employees working for the
agency. The employees lack to understand the extent of their performance toward
organizational goals. The agency failed to recognize creativities and innovations they
achieve while performing tasks. The appraisal system administration and procedures are not
standardized in their application and ratings are influenced by ethnicity, gender, age, and

other such factors.

4.1.5. Commitment of and Support from the Top Management
Employees' performance appraisal should ensure support from the top management. In

achieving improved and sustained performance level strong commitment of and support from
the top management become necessary. In appraising employees' performance effectively,
performance problems must be spotted, constructive feedback should be provided and actions
to improve the performance need to be measured. The management body in the organization
does these and performance appraisal remains to be an integral part of a manager's duties and
of the management system in the organization. In handling the problems, managers are
required to identify and agree on the problems, find out the reasons, decide on actions

required, and monitor and provide feedback.

What is found in ERTA is the fact that the appraisal system started out to be promising
because of initial top management support subsequently failed when the support waned with
the change in managerial leadership. Effective performance management requires more than
formal reporting and annual ratings that even more critical is what managers do with them.
Managing performance throughout the year with uniform procedures and administration
speaks well of managerial effectiveness in appraising the performance of employees. It
reflects normal and good management practices in setting direction, monitoring, and

measuring performance and taking actions accordingly.
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Performance appraisal in ERTA is not an ongoing management system that supervisors failed
to regularly monitor performance of their employees whether improvement is seen in areas
found weak. The management body in the agency does not lack authoritative power to

address poor performance but is not firmly committed to see the system with success.

4.1.6. Appropriate Distinction in Levels of Performance

The measurement of performance goals agreed in the performance plan is done with
appropriate distinction in the levels of performance based accomplishments for senior
executives and professionals and other employees. The levels should be assigned to the
dimensions (commonly described as quality, quantity, time, out put, impact, reaction and

interpersonal effectiveness) with grades or levels appropriate to a given task.

In ERTA performance rating levels identified are all unidentical but inappropriate for the job
the employee is assigned. The system for other than senior executives and professionals
adequately distinguishes between performance levels but could not provide meaningful
variance for senior professionals and executives based on relative performance appraisal

reviews for the various positions in its structures but with varied appraisal formats.

4.1.7. Performance Accountability of Appraisers
The critiques on appraising employees' performance lie on the way managers carry it out in

practice with unbiased managerial performance assessment, weak management preparation
and improper discussion. Supervisors, managers, and executives are held accountable for
managing the performance of their subordinates and are evaluated on how seriously they take

the exercise.

In the Ethiopian Radio and Television Agency supervisors are neither evaluated in how
seriously they take the appraisal of their subordinates' performance nor are held accountable
for their performance plans for rigorous appraisal of their subordinates.

All in all, this case study research found out that appraising employees' performance in the
Federal public broadcasting media institutions toward their performance is ineffectively
implemented.
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The changes in the performance appraisal schemes, which ERTA attempts to conduct, can be
seen yet in the shift from the earlier trait to the result based assessment. Recent trends of the
changes in the system went on from effect to result focus, from judgmental to joint problem
solving, from managerial to all jobs, from top-down to 360-degree appraisal and from
achievements to competencies though. Indeed the performance appraisal methods used differ
in accordance with the nature of the organization. The method ERTA claims to have used can
categorically be indicated as of special methods-management by objective.

Effectiveness in appraising employees' performance does not however depend on the type of
the system used but on the objectives of the system and the decisions being made. The key to
such effectiveness is not which method is used but whether managers and employees
understand its purpose as described earlier. The failure in effectively appraising employees’
performance in ERTA is not because the agency used a result-oriented or any other method
but mainly due to the reasons above. There is no one best way to appraise performance of
employees, and the most effective way, which ERTA lacked to recognize, depends on the
situation so far as the nature of the work, the skill and knowledge of the employee, and the

working environment continues to affect the methods of the appraisal.

Preparation of the performance plan, performance monitoring and rating, performance
review, employees' time management, and personnel decisions and measures required to be
taken after assessments are the key performance elements described short of effectiveness

indicators, in the appraisal method adopted by the agency.

4.2. IMPLICATIONS FOR PRACTICE AND POLICY
An organization seeking to improve performance of its employees need to examine the

appraisal system it conducts, the interaction and relation between the supervisors and
subordinates, and the performance management process that influences the appraisal
outcomes. Organizations despite the difference in strategies and goals perform various tasks.

The performance necessarily entails the appraisal for institutional and employee outcome
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improvements. Effectiveness in appraising employees' performance thus is not a burden
rather a necessity for the organization to survive in the changing environment, and
executives, managers, and supervisors are held accountable in that regard. With the failure in
effectively conducting performance appraisal, performance problems cannot be identified
and decisions that follow only will take particularly the public organization in question and
the industry in general into crisis. This ultimately threatens to affect the strategy and
programme of government to improve the appraisal there by creating a committed employee
and supervisor who thoroughly understand that each incumbent is to be evaluated up on

his/her performance.

4.3. RECOMENDATIONS
The most important concern in appraising employees' performance toward their performance

improvement is not the method of the appraisal used but the efficacy of performance

management in general and the appraisal in particular.

Whatever methods the Ethiopian Radio and Television Agency may use, for an effective
appraisal of its employees’ performance toward improvement in a result oriented
performance culture system, the researcher recommends the agency to:
> Prepare its strategic, tactical, and operational plans with meaningful participation of
the concerned professional, and supervisors in particular, and the employees in
general,
» Make the incumbent clearly understand the plan and goals cascaded to the job s/he is
assigned,
» Train supervisors, and orient subordinates on the what, why, and how of employees'
performance appraisal,
> Involve the employee in the preparation of his/her performance plan taking all view
points into consideration,
> Align the employee's performance plan with organizational goals and strategies in a
way that a deviation in performance is directly reflected in the working unit's, and
ultimately in the strategic plan implementations (Annex V),
» Clearly set measurable standards and levels of performance expectations,

» Frequently monitor and regularly appraise the performance of the employees,
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» Provide coaching and continuous feedback on the level of employees' performance,
» Distinctively manage the appraisal for employee development and for evaluation,
> Uniformly apply the appraisal procedures administration to all employees,

» Transparently use the appraisal as a basis for personnel decisions.

4.4, SPECIFIC SUGGESTIONS FOR FUTURE RESEARCH
This research is conducted in the intention to measure the extent of appraising employees'

performance in the Ethiopian Radio and Television Agency in improving their performance
toward strategic goal accomplishment and development.

» Why lack of commitment among the supervisors, a lesser understanding on the
purpose of the appraisal, and unbalanced discussion on performance plan preparation,
and

» What makes the difference in attitude among journalists, technicians, and the
supportive staff on some issues of effectiveness in appraising employees'
performance in the agency;

Require further and detailed research in future
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First some facts about you: Just tick v in the appropriate

box provided

PROFESSION WORKING POSITION

HEAD STAFF

JOURNALIST

TECHNICIAN/ENGENEER

SUPPORT STAFF

EDUCATIONAL QUALIFICATION

Degree

Diploma

Certificate

TOTAL NUMBER OF YEARS SERVED

2 Years and below

Above 2 years

Now some opinions about the following statements.
1. The following is a set of statements about attitudes to the issue of effectiveness
in appraising employee's performance.
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Just Tick
Disagree, or Disagree Strongly.

in the appropriate box provided for Strongly Agree, Agree,

No

Item

Responses

Performance plans' alignment with
organizational goals

Strongly
agree

Agree Disagree

Strongly
disagree

(+)

The performance appraisal
conducted in ERTA is designed to
fit the specific requirements of the
agency.

(+)

ERTA has a performance appraisal
system that focuses employees on
achieving-results agreed toward

strategic goals accomplishments.

The ERTA employee's performance
plan is aligned with its
organizational goals.

Employee's performance appraisal
system adopted in the ministry of
information and the Federal Civil
Service Commission proves to
demonstrate effectiveness in ERTA

Results, which employees of ERTA
achieve in their performance to the
accomplishment of strategic goals
of the agency proved incompetent.

ERTA's organizational goals have
failed to serve as basis for its
employees' performance plan.
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Responses

No Item Strongly Strongly

1 Firm grasp on the intended agree Agree Disagree | disagree
purpose of performance appraisal

7 Raters are trained on performance

(+)

management and
coaching/feedback techniques

(+)

The performance appraisal system
ERTA uses requires employees
performance plans to include
clear, specific, measurable,
verifiable and result oriented
performance elements
(expectations).

Supervisors, in ERTA do not
demonstrate effective performance
management coaching/feedback
skills.

10

The performance appraisal system
in your organization is designed as
simple as possible to understand.

11

(+)

The ERTA line management takes
performance appraisals as a basis
for rewards, promotions, work
assignments, employee
developmental activities,
punishments and other personnel
decisions.

12

)

The performance appraisal for
employee development is
altogether managed with the
appraisal for evaluation.

13

The ERTA employee's performance
expectations described in the
appraisal system lack measurable
standards of performance.

14
)

The performance appraisal system
in ERTA is designed in the way
that it is impossible to get
practiced.
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Responses

No Item Strongly Strongly

i1l | Employee participation in agree Agree Disagree | disagree
establishing performance plan.

15 | The performance appraisal system

(+) | in ERTA is designed in the way
that it is impossible to get
practiced.

16 | The performance appraisal system

(+) | in ERTA is designed in the way
that it is impossible to get
practiced.

17 | The performance appraisal

(+) | procedures and administration in
ERTA uniformly apply to all
employees.

18 | The performance appraisal is

(-) | affected by supervisor's prejudices
toward subordinates.

19 | The performance appraisal in ERTA

(-) | lacks to give due weightage to
subordinate's point of view.

20 | Supervisors in ERTA fail to provide

()

on going feedback on the
performance level of their
subordinates.
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No

Item

Responses

v

Periodically evaluating the
effectiveness of performance
appraisal.

Strongly
agree

Agree Disagree

Strongly
disagree

21
(+)

ERTA conducts employee's
performance appraisal twice per
annum.

22
(+)

Performance evaluation in ERTA
properly reflects the level of
employee's performance.

23
(+)

Every employee in ERTA
understands how his/her efforts
contribute to organizational
mission accomplishment.

24
(+)

Performance appraisal in ERTA is
irregularly conducted with in a
fiscal year.

25

The performance appraisal in ERTA
failed to identify the extent or
employee's performance to ward
organizational goals.

26
¢)

Employees in ERTA are not
rewarded for creativity and
innovation they achieve while
performing their tasks.

27
¢)

Procedures and administration of
performance appraisal system in
ERTA are not standardized in their
application

28
¢)

The performance ratings are
influenced by ethnicity, gender,
age or other such factors.
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No

Item

Responses

Commitment of, and support from
the top support from the top
management.

Strongly
agree

Agree Disagree

Strongly
disagree

29
(+)

Performance appraisal is an on
going management system in
ERTA.

30
(+)

The management body in ERTA is
firmly committed to see
performance appraisal system
adopted with success.

31
(+)

Supervisors in ERTA monitor now
and then whether the improvement
in performance in the areas found
weak is taking place or not.

32
(+)

The ERTA supervisors lack
authoritative power to address
poor performance.

33
¢)

Supervisors in ERTA conduct
monitoring performance
improvement infrequently.
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No

Item

Responses

Vi

Appropriate distinctions in
levels of performance

Strongly
agree

Agree Disagree

Strongly
disagree

34
(+)

The rating levels of performance
identified are appropriate for the
job the ERTA employee is in.

35
(+)

The ERTA performance appraisal
system for senior professional
employees provides for meaningful
distinction based on relative
performance.

36
(+)

ERTA develops separate
performance appraisal reviews for
the various positions in the
organizations.

37
)

The relating levels of performance
for every job an employee is
assigned are all identical.

38

)

Performance appraisal system in
ERTA for other than senior
executive and senior professional
employees fails to provide for
adequately distinguishing between
levels of performance.

39
)

Various positions in ERTA have
similar performance appraisal
formats.

No

Item

Responses

Vil

Performance accountability of
appraisers

Strongly
agree

Agree Disagree

Strongly
disagree

40
(+)

Supervisors are held accountable
for in their performance plans for
the rigorous appraisal of their
subordinates.

a1
)

Supervisors in ERTA are not
evaluated on how seriously they
take the appraisal of their
employee's performance.
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ANNEX V/1: EMPLOYEE PERFORMANCE PLAN

No

Tasks

Weight
%

Measure

Levels of performance

General

Specific

Satisfactory

Good

Better

Best

Outcome

Impact




ANNEX V/2: ORGANIZATIONAL/WORKING UNIT PERFORMANCE PLAN

No

Tasks

Weight
%

Measure Performance Schedule
General Specific First Second | Third Fourth
Quarter | Quarter | Quarter | Quarter

Outcome

Impact




Table.3.8.3.Characterstic and Number of Sampled Respondents

EMPLOYEES WITH SUBORDINATES

EMPLOYEES WITHOUT SUBORDINATES

PROFESSION
MORE THAN TWO TWO AND BELOW MORE THAN TWO TWO AND BELOW
YEARS OF EXPERIENCE | YEARS OF EXPERIENCE | YEARS OF EXPERIENCE | YEARS OF EXPERIENCE
DIG | DIP | CER | TOTAL | DIG | DIP | CER | TOTAL | DIG | DIP | CER | TOTAL | DIG | DIP | CER | TOTAL
STAFF 5 8 1 14 0 0 0 1 26 | 22 0 48 2 1 0 3
3 2 0 5 0 1 0 1 21 | 26 0 47 1 0 3 4
TECNICIANCE
JOURNALISTS | 5 0 0 5 2 1 0 3 36 5 0 41 7 1 0 8
TOTAL 13 | 10 1 24 3 2 0 5 83 | 53 0 136 10 2 3 15

Total Number of Sampled Respondents: 24+5+136+15=180

Source: Survey Conducted




Managers dread the Process:

» Time-consuming

» Occasionally laced with
conflict

» Feel inadequate to the task of
helping subordinates to

EEEECTS develop their potential

Employees view the
assessment as something to
get through rather than a
serious opportunity for
learning advancement

The organization loses the chance to:

>

>

Move closely align
workforce objectives with
organizational strategic goals
Develop leaders who can
help the organization achieve
greater performance

CORE PROBLEM

INEFFLECTIVE
EMPLOYEES'
PERFORMANCE
APPRAISAL

Employees' performance
plans unaligned with
organizational goals

Weak commitment of, and support
from the top management

Discouraging employee’
participation in establishing
performance plans

Lack of firm grasp on
the intended purpose and
the how of performance
appraisal

COUSES

Performance
unaccountability of raters

Lack of appropriate distinction in levels
of performance

Source: Adapted from the World Bank, (web.mit.edu).

Absence of process for
periodically evaluating the
appraisal effectiveness




