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ABSTRACT

The study evaluated the performance appraisal process in
Bahrain Public sector. The focus was on LDG~Leval enmployees
in an attempt to find out any association between performance

appraisal results and other persormel  furnctions such as

compensat ian, promot 1o, decisions, persommel plarming,
development and training. Data were obtained through a

questiornmaire filled by a random sample of 100 Low-Level
Fublic sector employees from various ministries, Data were
presented in tabulated formats to emphasize findings and

conclusions,

The findings indicated that Low-Level Bahrain Fublic
employees are ok satisfied with the application o f
performance appraisal as it ig subjective. They also feel
that there is wo relationship between performance appraisal
and other furnctions such as compensation, promot ions and
training. However, they perceived it as a  roautine

procedure.,



Research recommendations included the importance of immediate
feedback to be provided to employees, designing, training
programs that improve deficierncies of emnployees performarnce,
conducting the appraisal twice a year, linking performance
appraisal to other functions  such  as morney rewaﬁds,
promotions and training programs and Civil Service Regulation
pertaining to performance appraisal should be inforced at
various ministries for better implementatiorn of performance

appraisal.
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(Einstein & Walter, 1289 . The Civil Service Bureauw is
responsible for  developing and maintaining as effective
employee performance appraisal program for the goverrnment of
EBahyrain and for prescribing the procedures and methods to be
followed in armually appraising the performance of employee

of the goverviment.
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Why do people perform unsatisfactorily? We rneed to krow
the cause that make employees or managers fail at their
jobs, Stewart (1981) discussed a rnumber of causes of bad

or unsatisfactorily performance.

.2.1 Abilities and job knowledge

FPoor performance may caused by lack of the abilities
or lack of knowledpge necessary to do the job. It may
also be caused by intelligence and related abilities,

memory, difficulties or lack of job knowledge.

it



Stressg and emoticonal problems 2

Marnager can induce stress in the people working For
fim o her by giving unchallenging tasks, not giving
feedback, forcing people fto do a bad job. Froviding
inappropriate environments, treats, pressure o

clear answers and playing politics.

Motivational problems

According to Maslow, human motivation or rneed can be
classified into a hierachy. At the bottom of the
hierachy come basic physioclogy needsy; Food, water,
s8ex, sleep, air etco. Thern come safety needs — the
need to feel secwre from immediate threat, the reed
to have a root over orne’s head, ete. These followed
by social needs - needs  for  companionship and
friendship of other people. Next comes need for
status—~feeling well thought of by other people. i
finally come needs for self actualisation, self

realisation, growth and self improvements.

The consequences of Maslow’s hierachy of rneed for

maragers to cwe poor performance are =

Lud
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Where someone’!s basic rneeds are threatend he will

ot be responsible to moves directed at another

level of the hierachy.

Feople don’t usually have much understanding of
what motivates them, because they have become
urconsious of their needs once their rneeds have

heen satisfied.

Motivational reeds must be address on thelr own

terms, without substitution.

Needs at the bottom of the hiervachy can usually
be satisfied by the expenditure of morney. Needs
at the top of the hierachy are best satisfied by
the expenditure of thought. It should be
ohvious that poor performance is not simply a
matter of motivation being low. Motivation can
be strong and frustrated - for example, the
engineer who performs badly because the
product ion department needs the drawings now and
can't wait unt il they are perfect by his

standards.
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Medical Disorders @

It is possible that medical conditions cause
performance difficulties. Someorne with diabetes or
epilepsy or slipped disc does not automatically need
to retire from work, he can carry on with a few
adjustments to his lifestyle. Somet imes the
adjustments Tail or the persom is not willing to let
it be known that he suffered from medical conditiorn.
Then peosple may think he has lost his will to work or
ig reluctant to take on a rew respomsibilities,
though a little more understanding and help could

overcome the problem.

The Organization 3

The organization itself can induce poor performance

in a variety of ways such as tolerance of poome
standards, poor imduct iorn, selectior, Brrors,
inadequate performance, appraisal, inapprapriate

spans of control and poor training.

w



1.8.6  Working Condition @

There are many circumtarnces whern inapproriate wor koL
conditions contribute to poor pewfarmance; Some of
the main problems are; temperature  and Pumidity,
noise, inadequate support on transfer, badly desigred
tools and  egquipment, wnsafe working conditicons and

building problems.

le2e 7 Other Factors :

Besides the above stated factors there are many other
which can cause o contribute to poor  performance
such ass: W gqroups, Family problems, hiome

circumtances, cultural differernces... eto.

1.3 OBRJECTIVES OF PERFORMANCE ARFRAISAL

Schuler (1984) stated that purposes of performance appraisal

are often condensed into Tt we gereral categories

=g

evaluative and developmental. The evaluative purposes
include decision on pay, promotion, demotion, lay-off  and
termination.  The developmental purposes include research,
feedback, management and career development resources

plarming, performance improvement and communications.



Ferformance appraisal serve many purposes such as

1.3.1 Marnagenent development H

It provides a framework o future enployee
development by identifying and preparing individuals

for increased responsibilities.

l.3. 2 Performance measurement @

it establishes the relative value of an individual’s
contributions to the Company and helps evaluate

individual accomplishments.

1.3.3 Perforpance improvemernt H

It encourages continues successful performance  and
strengthen individual weaknesses to make employees

more effective and productive.
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1.3.8

Compensation H

It helps determine appropriate pay for performance and
equitable salary and bonmus incentives based on merit

oY results.

ldentification of potential

It idemtifies candidate for promaotion.

T

eedback H

!

It outlines what is expected from employees against
performance level.
Training =

It provide data showing both the rneed for and the

effectiveness of training programs.

Humanm resource planning H

It audits management talent to evaluate the present

supply of human resources for replacement plarming.

a



1.3.9 Communications 2

It provides a format for dialogue betweeern superior
and subordinate and improves understanding or personal
goals and concerns. This can also have the effect of

increasing the trust betweern the rater and ratee.

1.4 PERFORMANCE AFFRAISAL SYSTEM (FAS)

As stated by Schuler (1984) performance appraisal system
refers to the form or method used to gather the appraisal
data the job arnalysis conducted to identify the appropriate
critevia.agaihﬁt which to establish standards to be used in
evaluating the appraisal data, establishing the validity and
raliability of methods used, the characteristics of the rater
and ratee influencing the appraisal and appraisal feedback
and interview processed, the process involved im uwtilizing
the appraisal informaticon for development and evaluation and
the evaluation of how well performance appraisal is doing in
relation to its stated objectives. Mamagement should try to
ensure that their performance appraisal system is technically
sound. And it must motivate employee to meet their goals and
expectations. The methods of achieving employee motivation

include s

l



A Match emplovee rneeds to the characteristics of the
Jobs.

b. Define Job expectations before evaluating
performance.

Cw Establish specific goals.

da Reward employee who attain their goals.

Furthermore managers should provide feedback on a daily basis
and feedback should emphasis the positive aspects of an
employee’ s performance (Commings 1987) and as said by (Guest,
Kermy 1983) a combination of feedback and goal setting is the
most effective approach to appraise. Different styles of
appraisal are rneeded for organizations of varying types. The
bureauncratic stable organization might adopt a relatively
formal appraisal fForms, regular  yearly appraisal and  a
considerable degree of central corntrol. On the other hand,
an organization operating in a fast changing area like high
techrology might itself uridergo rapid changes iry the
development of staff and in its internal structure. Here
appraisal would rieed to be more flexible both in conmternt and
timing and be more subject to local control (Guest, Hermy

1983).

10



Ferformance standards are defired in the employee performance
appraisal marnual issued by the Civil Service Bureau (198&)
(Appendix 3) as specific, measurable and cbtainable goals
that an employee should reach in a desigrated period of time.
They represernt the level of performance to which both the
employee and supervisor are committed during an appraisal
periad, Ferformarnce standards should specify the expected
quality or guarntity of the work to be performed and the
marnmer in which duties are to be performed for satisfactory

or acceptable work.

Ferformance standards are the bernch marks against which
performance is measured. To be effective they should relate
to the desired results of each Job. From the duties and
standards listed in the job descriptions, the arnalyst can
decide which behaviours are critical and should be evaluated.
Wher this information is lacking o urclear, standards
are development from observation of the Job or discusssion

with the immediate suﬁeriaw (Werther, 1985)

Standards must be identified to evaluate how well enployees

are performing. By using standards, performance criteria

11



take on a range of values. For example, selling 100 units
per month may be defired as excellent performance and selling
80 units may be defined as averapge. Standards can be
established by using historical records of how well employees
have domne before time and motion studies and work sampling.
Mary organizations evaluate how well their managers do by
how well or how many goals are attained (Schuler, 19835). It
became progressively more expensive and more difficult to
derive standards times for indirect work suach as maintenarnce
or administrations and for this reason it is rarely used in
these jobs. Individual o group standards can be set at the
top executive level, where the stanmdards can be expressed in
profit or value added terms. Standards can be based on
input in the contribution which the irnputs make the output

(Thomasown 1988).

Setting standards of performance in the public sector: As
stated in the Civil Service Regulationm No. 410 of 1981
(Appendix 3) each employee who is rnewly hired moved to a
different position o assigned riew duties and
responsibilities in cormection with his current position will
be informed by his supervisor of the performance standard he
is expected to meet in  accomplishing the work of his

pos it o, The standards established by the supervisor will



represent the minimum level of performance and conduct
expected of a fully satisfactory employee. The standards
will be related to the specific duties and responsibilities
of the employee’s position and to its level. They will also
include the standards of conduct established for enployees of
the government of Bahrain. Standards will be discussed with
the employee in suffucient detail Ffor him to have a full

understanding of what is expected of him and to enable him to

measuwre his own progress towards meeting the standards. The

standards will include, as appropriate for the position @

1. The quarntity of work to be produced.

= The guality of work expected.

S The marmer in whiéh duties are to be performed.

4. Results to be achieved.

Sa The conduct and behaviowr expected of anm employee of the

govervment.

1.6 FERFORMANCE MEASURES

Ferformance valuation reguires dependable performance
MEaAsSUTas, They are the ratings used to evaluate performance.

To be wseTul, they must be easy to use, the reliable and on

oy
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the critical behaviocwr that determine performance. Measuwred

can be taken by observations. These observations can be made

either directly or indirectly. Direct observation ocours
whern the rater actually eases the performance. Indirect
ohservations ocour wher the rater car evaluate crily

substitutes for actual performance.

Arcther dimernsion of performance measures is whether they are
objective or subjective. Objective performance measures are
those indications of job performance that are varifiable by
cthers. For example if two supervisor monitor an operator’s
call, they carn count the rumber of misdealings. The results
are objective and varifiable since each supervisor pgets the
same percentage. Usually objective measures are
quantitative. Subjective performance neasures are those
ratings that are rnot variafiable by others such measures are

the raters personal opinion (Herther 1985).

1.7 FERFORMANCE APFPRAISAL TECHNIGUE

Ferformance appraisal techrnigques are grouped into those that

focus on post performance and those that are future oriented.

14



FOST ORIENTED APFRAISAL METHODS :

Most of post oriented methods are a dirvect attempt o
minimize some problems found in other approached. Each
has advantages and disadvantages post oriented approached
deal with only past performance that has already occured
and to same degree can be measured but past performance
carmot be changed but it can pgive feed back about
employee’s efforts, which may lead +to improve future
performance. The most widely used appraisal techrniques

that have a past orientation include :

Ratirg scale H

It reguires the rater to provide a subjective evaluation
of an individual’s performance a long scale from low to
high. But the problems with subjective measures is
copportunity for bias. It usually is caused by raters who
fail to remain emsticonally unattached while Patiﬂg
employee performance. The most  common rater biases

include H



* The halo effect :

It ocours when the rater's personal opinion affect his

measurement of performance.

# The error of central tendency @

That is to make each employee appear to be averapge.

# The leniency and strickness biases :

The leniency biases results when raters tend to be too

easy in evaluating performance and the strickrness bias

is just the opposite.

* Personal prejudice :

It ococuwr when persomal attitude affect the ratings of

employee’s performance.

¥ The recency effect :

That is recent actioms either good o bad are more

likely to be recommended by the rater.



In assessing an employee's performarnce in the Public
Sector in Bahrain, the Civil Service Bureau requires
gach supervisor to assign one of the following ratings
to the employee’s accomplishments in relation to each

of the assigned standards and objectives

1. Outstanding performance  where it far exceeds

performance standards of all elements.

= Very good performance where most of the time it

exceeds performance standards but can still be

improved.

Satisfactory performance. At this level

g

performance meets the standards at all elements.

4 Unsatisfactory performance where it fails to meet

the established stands in two elements .

Checklist :
It reguires the rater to select statemernts that describe
the employee’s performance and characteristics. The
result is called a weighter checklist. This method is

not costly, easy, needs a limited training of raters and
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is standardized. But it is also affected by rater
biases, use of personality criteria instead o f
performance criteria and sometimes the use of improper

weights by the personnmel department.

Forced Choice Method

It requires the rater to choose the most descriptive
statement in each pair of statements about employees.
This method is the one applied for the public sector in
Bahrain. The Civil Service Bureau designs the
performance appraisal form which consist of a rnumber of
statements to be selected by superiors in  government
ministries and agencies. This method reduces rater bias

arnd easy to administers,

Critical Incident Method

These incidents usually are recorded by the supervisor
during the evaluation period for each subordinate. This
method reqgquires the rater to record statements that

describe extremely good and bad emplovee's performance.

i8



Behaviorally PAnchored Rating Scales H

This method attempt to reduce the subjectability and
biases of subjective performarnce measures. Because it
foous on behaviours that is related to specific

dimensions of work performance.

Field Review Method

In this method the persormel department send a skilled
representative to the field to assist the supervisor with

their ratings.

FPerformance Tests and Observations

This method is based upon a test of krowledge or skills.

It must be reliable and validated to be useful.

Group Evaluation Method H

It is a ranking of employees from the best to worst by
using some techrnigques such as ranking method. Foreced

distributions and point allocations method.

19



B, FUTURE ORIENTED AFFRAISALS =

It focus

potential

bl future performance by evaluating employvee

oy setting futuwre performance goals. Here are four

technique used

Self appraisal

It is a useful method of stimulating managers and
employvees to change and improve theiy performance
{(Miver, 1977). It seems clear that self appraisal
canrot be substituted for other approaches when the
evaluation is desired o purposes other than

development. Obviously, self appraisal can be used

with any evaluation approach past o future
oriented. But the important dimension of self
appraisal is the emplaoyee’s involvement and
commitment to the improvement process  (Werther,

Davis 1985)



L

Marnagement by objectives 3

Irn this approach both the employee and the superior
share in establishing performance goals for the
futuwre. So  the employee is more motivated to
achieve the pgoals because of his participation in
setting them. Therefore, the greatest strenghts of
MEQ approach are in the goal setting and thus in
mativation and development and in the emphasis on

plarming for fubtuwre.
Psychological appraisal :

These appraisals usuwally invalve extensive
interviewing coupled with individual psycholopical
testing. The psychologist attempts to pget a clear
understanding as he can o f the underlying
intellectual, emoctional and motivational
characteristics of individual and then cornverts this
into & pictwe of how such a person might be
expected to behave. Evaluation of this kKind are
particularly helpful when decisimns. must be made

regarding pramotion oy transfer (Miner, 1977)

Fit
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Assessment Centre Technique

Assessment centers are a standardized Form  of

employee appraisal that relies orn multiple types of

evaluation and multiple raters. it is usually
applied to groups of middle level manapgers who
appaar to have potentially perform a Mo
responsible level irn  the organization after the

members in the group first met at the centre.
During their stay they are individually evaluated.

The process subjects selected employees to in—depth

interviews, psychological tests, persornal background
histories, peer ratings by aother attendees,
leaderless group discussion ratings by psychologists
and managers and simulated Wik exercises to
evaluate future poterntial. These activities usually
are concentrated during a few days at a location
physically removed from the job site. During this
time, the psychologists and managers who do the
rating attempts to estimate the strengths, weakness
and poterntial of each one of the center. They ponol
their estimates to arrive at some corclusions about

each member of the group (Werther Davis, 1985).

1
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1.8 PERFORMANCE APPRAISAL IN BAHRAIN PUBLIC SECTOR :

It is the policy of the goverrment of Bahrain that emplovees
have the right to krow what their responsibilities are and
how effectively they are carrying out those responsibilities.
5o each government enployee will as least armually
participate in a performance appraisal process that evaluates
his job respornsibilities arnd assesses the level of his

performance.

The Civil Service Bureau is responsible for developing and
maintaining an effective emplaoyes performance appraisal
program for the Goverrment of Bahrain and for preseribing the
procedures and methods to be followed in armually appraising
the performance of employee for supervising the work of one

oY more enployvee are required tao o

1. Assure that each subordinate employee understand the

duties and responsibilities of the position to which

he is assigned.

Establish standards of performance in terms of

i3

guantity and quality and conduct for each emplovee

for satisfactory job performance where practicable,

3A]
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the employee should participate with the supervisor

i the development of these starndards.

J.  Assuwre that each employee nas read and understand
the standards of conduct for goverrment employees
and the relationship of these rules and behaviour to

the performance appraisal system.

4. At least armually review and appraise the conduct
and job  performance of each of his subordirnate
employees discuss the results with the emplovees,
give praise and encouwragement as appraopriate and as
necessary, point otk deficiencies reaeding
improvement and plan with the employee specific step

towards achieving those improavements.
e Mairntairn, after review and approved of the rnext
higher level supervisor, records of the appraisal of

each employee, topgether with the emplovee?s

ackrnowledgement in a safe and confidertial manner.

8itting Standards of Performance :

Each employee will be informed by his superioe of  the



performance standards he is expected to meet in accomplishing
the work of his position. The standards established by the
supervisor will represent the minimum level of performance
and conduct expected of a fully satisfactory emplovee. The
standards will be related to the specific duties and
responsibilities of the emplovee's position amd to its level.
They will also irnclude the standards of conduct established

for employees of the Goverrment of Bahrain.

The standards will include as appropriate  for  the

position

1. The guantity of work to be produced.

e The quality of work expected.

3 The marmner in which duties are to be performed.

4. Results to be achieved.

H. The conduct and behaviouwr expected of an employee of

the Goverrnment.

Applicable Forms :

Appraisal Form No.o  (20) {(Appendix &) has been developed for
recording the armual appraisal of emplovee performarnce and

conduct. This form will be distributed to the Ministry by

iy
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the Civil Service Bureau to facilitate and establish the
proper time frame for the initial and subsequent appraisals.
C.5.B. Form Noo (20) is appropriate for the arnrnual evaluation
of all employees in all positions of all grade levels. After
completing the employee appraisal form by the supervisor,
all foorms will be sigrned by him. The employee will also sign
to ackrnowledpge that the supervisor has discussed the rating

with him (Civil Service Bureau Marnual 198&).
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CHARTER &

THE RESEARCH METHODOLOGY

The Research Hypothesis

A number oof assumpt ions were considered bhefore

conducting this research.

First, I expect that the first level PFublic Bahrain
employees feel that performance appraisal is rnot more
thanm a routine procedure to be accompl ished by

SUperiors.

Second, these employees also feel that there is no
relationship between performance appraisal and other
variables such as the reward system, promotion, training

and other mativational incentives.

Third, first level enplovees feel that training
programs are riot designed to improve performance

variables mentioned in performance appraisal.

i1
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Fourth, I aexpect that this level of staff  demand

financial incentives more thanm any other incentives.

The sample size :
As it was difficult to Ffind out the actual rumber of
FPublic low-level employees in Bahrain, I estimated the
population to be 4,000 due to the total nmumber of
Bahraini Public employees, which is 25, 000. And since
the population of the low-level public employees is

considered homegeneous because they share certain

characteristics such as

1. The sampling frame is between grade 4 to 6.
2. The salary of this level of employees is relatively

low.

Ga Their education level is almost the same.

4.  Most of these employees are young.

A random sample of size 120 i.e. approximately &.5% of
the population is considered for gathering data. 0Out of
these 100 responses were recieved. These data are shown
irn the form of various tables givern in the analysis

sectior.

e
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2.3 The data gathering tool

iy

The data analysed in this paper are pathered through a

sample survey questiormaire using simple random sampling

techrnigque. The questionaire is desigrned to cover some
main variables such as the relaticnship between
performance appraisal arnd performance improveme&tg,
compernsation, promotions, training, performance
measurement and feedback. The research sample was asked

to Fill that guestionmaire.

Technique for analysis @

The data gathered are organized into various umivariate
arnd bivariate tables. These are analysed by computing
the percentage respomses and in some case using ’Xz -
test of significarnce to see whether the responses of two
paired questions are related to each other oo not. Fon
this puwrpose, the hypothesis are formulated and tested as

follows H
Hypotheses @

Step 1 4 H H There is nrno relation between the

columns and the rows.

[EX]
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H : There is relationship betweern the

columns and the raws.

Step & @ Test Statistics

P
[l

& i1 ¥i ] - E
X = E EE ij ij
D B 5 | E
ij
Where 0O = The observed freguency of the Ath
iJg

raw and Jjth column.

E = The expected frequercy of the
iJj .
Ath raw and jth coluamn.

Step 3 : Level of significarnce =

Let X = 0,05

Step 4 : Degrees of freedom @
df = (m—-1) (n—~1) =
Step & ¢ Critical region



-

Step & Decision rule

B3
Ko

Accept H  if the test statistic value of X
o
lies ocutside the CR otherwise reject H and
o

accept H
]

Lud
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CHARTER 3

FINDINGS AND ANALYSIS

The Research Samnple :

To evaluate the performance appraisal system in the
Fublic sector in Bahrain , a questionaire was designed
(see Appendix 1) and was sent to 100 randomly selected

Low—Level Goverrment staff.

Ferformance Measurement :

This part focuses o one of the puwrposes of performance
appraisal, that is whether the cwrent appraisal system
in Bahrain Public sector is a good tool and mean to
measure employee performance or not. Four statement in
the questionnaire were set to test this variables.

gquesticrmaire were set to test this variable.

A The respondents were asked to rank a statement that
says "Performance appraisal is a good tool for the
performance measurements’. The responses are shown

in Table (1) =

Ll
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TARLE "1

Response N, %
Strongly dis-agree 13 13

¥ Z4%
Dis—agree =l =1
Undecided & 5
Agree az S

Y Bl%
Strongly amree : 9
TOTAL 100 100

As shown in the above table, most Low-level
enployees "61%" agree that performance appraisal is

a good tool to measure their performance.

The second statement test how employees are aware of
the standards and basis of their evaluation. M
are these standards discussed with the emplovee
in sufficient detail to have a full urnderstanding of
what is expected of him in order to measwre his
progress toward meeting the standards.

Responses are as showrn in Table 2"

L
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Response Meva %
Strongly dis-agree & &

¥ o19n%
Dis—agree 13 13
Urdecided - -
Rgree 73 73

¥ 81i%
Strongly agree a =)
TOTAL 100 100

As indicated in the above table, most Low-Level
employees in the Fublic Sector do rmot know the basis
o which they are evaluated, which mearns that basis
and standards of evaluation were rot discussed with
employess. Arnd this is against the Civil Service

Regulations.

T identify the extent to which Low-Level employvees
are satisfied with the performance appraisal
techrnigque and how fair it is, they were asked to
respond to a statement indicating that the
performance appraisal techrnigue applied for them isa

fair measuwrement of their performance.

el
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Responses are showrn in Table "3"

Table "3“

Response N A

Strongly dis-—agree =9 =9

FoOEBEA
Dis—agree =3 &3
Undecided P pee
Agree 16 ie

¥ Ee%
Strongly agree 10 10
TOTAL. 100 100

Table "3" above shows that 52% of Public Low-Level
employees are rnot satisfied with the performance
appraisal techrnigue applied in their organisation,
and that it is not a fair measurement that reflects

their actual performance.

Too krnow  how  useful is  performance appraisal ta
emnployees, respondent’s were asked to rank a
statement that says "Performance appraisal is wot

more than a routine procedure.

Respornses are shown in Table "4V

{:
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TABLE "4

Response Nesa %
Strongly dis—-agree = 9

¥ 18%
Dis—apgree 9 9
Undecided 10 10
Agree 41 41

¥ 7E%
Strongly agree 31 31
TOTAL 100 100

As shown in the above table 78% of the sample agree
that performance appraisal is rnot more than a
rautine procediure. This supports the first
hypothesis. And it is a clear indicaticon that
performance appraisal does rnot motivate these

enployees in any sSense.

Training :
Since managers are responsible o the effective
performance of work to achieve the organisation aim and

objectives, they must lopgically have the responsibility



for ensuring that employees are effectively trained for
this purposa. four  statement, were designed in the

gquesticonaire around this variable.

Au Effect of Trainming on Performance :

44% of  the respondents stated that there is o
relationship between performance appraisal aric

training programs. As shown on Table "6" below

TABLE "&"

Response N, b
Strongly dis-agree le 1&

¥ 44%
Dis—agree ) =8
Urndecided =1 =l
Agree =0 =0

¥ 3E%
Strongly agree 15 13
TOTAL 100 100

This result supports the second assumption which says
that there is rno relationship between performance

appraisal and other variables such as training.



Training programs _and _improving emnplovee performance

relationship :

(73%) of the respondent agree that training prograns
are designed for the purpose of improving enployee

performance as shown in Table "7" below @

TRABLE "7"

Response Nz ]
Strongly dis—-agree & a8

P17
Dis—agree 3 >
Urndecided 8 a8
Agree 33 33

F TEA
Strongly agree 4 4=
TOTAL 100 100

I summary Low-Level Bahraini FPublic employee?!s feel
that there is no relationship between performarnce
appraisal and training programs and that training
programs are not design according to the employvee

need noticed in the result of their appraisals.

L
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Feedback :

It seems to be in many situations little agreement
hetween the subordinate’s self-rating oo f their
performance and the ratirngs of the subordinates by their
SUPErVISOrsS, Therefore, fesdback arcd discussions
between superiors and subordinates is very important as
it motivate both poce and  high performers., Some
supervisors discuss the performance rating results only
with subordinates who had been given low evaluation. I
think feedback must also be provided to employees who are
doivng a e Joby they must recieve feedback and
recognition for doing sco. Four statements are listed in

the guestiormalire focusing on the issue of feedback.

= Do employee’s pet feedback ?

The Low—-level public employvees are asked to respond
to a statement says "The performance appraisal system
provide feedback for employee'. Their responses are

as shown on Table Y"8" below @



Table "8Y

Response Nz %
Strongly dis-agres 16 i6e

¥ 36%
Dis—agree =0 &0
Urndecided 11 11
Agres 35 35

Y B3%
Strongly agree 18 18
TOTAL 100 100

The above table shows that 53% of the sample agree

that they got feedback.

Rs mentioned earlier in Chapter I, there are many
causes of poor performance, supervisors should
discuss with subordinates the causes of their poor
performance in order to improve their performance in

the Ffuture.

Statement No. "I1" in the guestionaire says "My

supervisor discuss with me the causes of my poor

40



performnance”. The following Table M"No.o 8% shows

respomses of the sample.

TABLE &

Response Nizia %
Strongly dis-agree 1& 16

¥ 49%
Dis—agree 33 33
Urndecided 15 15
Agres : =8 =8

¥ 6%
Strongly agree &8 &’
TOTAL 100 100

"49% " of the sample respond rnegatively to the
above mentiorned statement which is anm indicator of
the lack of discussion betweern superiors and
subordinates concerning the causes of poore

performance.

Sirce Some employees perform unsatisfactory,

superiors have to advice subordiantes anmd to Ffind

ways of improving their performance.

41



To measure to what extent do supervisors advice
subordinates to improve their performance, a

statement about this issue is asked.

Responses are shown an Table "9" below @

TABLE "9"

Response N o
Strongly dis-—agree 15 15

Y 5%
Dis—~agree =0 =0
Undecided 10 10
fAgree 40 40

¥ S5%
Strongly agree 15 15
TOTAL 100 100

It has beern found that ((85%) of Low-level Fublic
emnployees respond positively to the above mentioned
statement, which shows that supervisors advice their
subordinates trying to improve their performance.

In summary most Low-level FPublic employvees get
feedback about results o f their performance

appraisal, but there is a failwre in discussion

S
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betweern supericors and subordirnates about the causes

of their pooe performance.

Promotions :
Fromotion is an important factor for motivating emplovees
to keep their curvent jobs and make their best efforts to
achieve better performance, because it increases the
employee’s income and contributes to his develapment and
career advancement awnd motivates him  tao bear more

responsibilities.

Here we are concerned about the link between performance

appraisal results and promotion opportunities.

(50%) of the sample feel that there is no relationship
pDetween performance appraisal results and promot dons
while (21%) undecided and (29%) respornd positively. (See

Table "10")

£
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TRABLE "io"

Response N %
Strongly dis—agree = =6

¥ S0O%
Dis—agree 24 o4
Urdecided =1 =l
Agree =1 =1

¥ OE9%
Strongly agree B 8
TOTAL 100 100

This result support the second hypothesis that states
"First Level Bahraini employees feel that there is no
relationship between performance appraisal and other

variables such as promotion'.

X

oney. rewards

i

Money can be a motivator if employees think that
compensation is  important to them and that wapges and
money rewards  are dependent orn their performance and
organization should rnot keep morey reward action secret,
they should freely discuss the basis of financial rewards

with employees in order to motivate other employees to

4éy



improve their performance. Fnd as Low-Level emplovees
are more concerned about pay and money rewards tharn other
levels, it can be a powerful tool to increase emplovee’s

productivity and performance.

A Statement No. "15Y in the distributed questionaire
state that a g performer  wsually get morney

rewards.

Responses are shown on Table "11"

TABLE 11

Response N Yo

Strongly dis—-agree &4 4
T 45U
Dis—agree ol =1
Undecided =4 o4
Agres o3 =3
F O31A
Strongly agree 8 a8
TOTAL 100 100
As shown o the above table, most  of the sample

state that there is wno relationship between money



rewards and employee performance which means that
Low-Level Public employees are not being motivated by

morey rewards.

Another statement says that "FPerformance appraisal is
used as a basis for emplovee money rewards'. The
| <of =l

majority of the sample (53%) responded negatively

"See Table 12" =

TABLE "1z"

Response N ]

Strongly dis—agree By o

r BEA
Dis—agree 33 33
Urdecided 11 11
Agree 17 17

¥ 34%
Strongly angree 17 17
TOTAL 100 100

T test the fouwrth hypothesis that Low-Level Public

employees demands fimancial irncentives more than any



other incentives. The sample was asked to respond to

statement stating "I prefer financial rewards than

aothers".

Responses are shown on Table "13" @

TARLE "13"

Response N Y
Strongly dis—agree & &

Y 26e%
Dis—agree =0 =0
Undecided 10 10
Agree 36 36

¥ &4
Strongly agree =8 g =)
TOTAL 1O0 100

fAs shown on the above table most of the sample

prefer money incentive thanm other incentives.

This result support the fourth hypothesis. =T

(64%)

for

Low-Level emplovees money is a very powerful tool of

mativating them to improve their performance.
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I can also conclude that performance appraisal
results are rnot used in the Fublic Sector as basis

for pay and money rewards.

Hypothesis Testing H

To test if there is a relationship betweern responses
to gquestion 14 and question 16 in the distributed

guestiormaire. Bhi square test is applied.

H = means that there is rno relationship between

responses to guestion 14 & le.

H = means there is relaticnship between
responses to both gquestions.

After calculating the %
(calculated) where :

it
fis

1] Y1
’>< = E E 0 E
. ij - ij
= 1=
E
ij
we Tind that ’X = 38,9209 (Appendix &)
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And under  the Level of significance O = 0.0%5,

and degree of freedom df = 16 X  is egual 26.3

0
A

O LA 4

And since <>< ~>> 26.3 we reject H  and accept
Hl which means that there is a relationship
between responses to guestion 14 ard i6e

(Appendix 1)



CHARTER 4

CONCLUSIONS AND RECOMMENDATIONS

Summary of the results :

The results obtained from analysing the data gathered
from the guestionaire distributed T the Low-Level
Bahraini Fublic employees indicate that performance
appraisal technique applied to them is rnot wtilized to
pernefit employees nor superliors. And it is wnot more than
a routine procedure because of the improper applications

and utilizations.

The main results obtained will be presented in  the

following @

M. Ferformarnce as a tool of performance measurement =

R Table "1" shows that &14 of the sample state the
performance appraisal is a good techrnigue  to

measure employee’s performance.



Basis of measurement :

(81%) of the sample indicate that they are not
aware of the basis on which they are evaluated.
This fact is one main reason that lead to low
performance. And as writen in the Civil Service
Regulations No., 410, employees must be informed
by their supervisors of the performance standards
they are expected to meet in accomplishing their

Wk,

Attitudes toward the applied performnance

appraisal tehcnique

As most of the Low-Level Fublic employees apgree
that performance appraisal techwigue in general
is a good tool of performance measurement, they
are not satisfied with the applied techwnique in
the FPublic Sector. This may be a result of bad
application or ungualified raters. It is alsc
because of lack of discussion between ratee and

raters and a clear coriteria.



d. The importance of performance appraisal to Low-

Level public employees

(72%) against (18%) of the sample state that
performance appraisal in the public sector 1s not
more than a routine proceduwre, becaue it has
nothing to do with  other variables such as
promot ions, rewards. .. eto. And therefore, they
are not encouraged to improve their performance
to get better results while conduct ing

performance appraisal.

Relationship _between _performance _appraisal awcl

training praograms 3

s shown in Chapter 3, Table "&" (44%) of the sample
see ro relationship between performancre appraisal

and training programs (35%) stated that there is a

relationship and (21%) undecided. This is arother
indicator of the improper use oof performance
appraisal results. However, these employees stated

that superiors are trying to design programs that may

improve employee performance but they see no link

i
fu



between parfawméﬁce appraisal results and the reeded

training programns,

Feedback

Both the individual and the persormel department can
bernefit from feedback. In this research we are
concerned with feedback to employees from superiors.,
However, performance appraisal must provide enplayee

with feedback immediately after appraising them.

A (53%) of the sample agree that they pet feedback
(364 state they don’t pget feedback and (11%)
undecided.

b. Discussion betweern employees and supervisors :
The majority of respondernts (49%) against (36%)
says that their supervisors do rot discuss the
caunses of PO performance with them.

Ca Advisory

(55%) apgainst (35%) of the sample state that

in
Lo



their supervisors advice them how to improve

their performance.

However, superiors must try to balance positive
areas of performance  with those areas where
performance is deficient, so that the employee
recieves a realistic view. Supervisors must also
be aware that poor performance , especially when
it is widespread, may reflect problems with

previous personnel management activities.

Fromot icns 3

Relationship betwesen performance appraisal ard

promotions 2

(50%) of the sample see no relationship between
performance appraisal and promotions, whereas (29%)
agree arnd (21%) undecided. This result means that
promot ion opportunities are not based on performance
or it means  that performance appraisal does ot
reflect emplovee performance fairly. FAnd it
indicates that performance is wnot the main oriteria

uponn which promotions are of fered.



Morey rewards :

Ferformance appraisal results as a basis For

money rewards 3

(35%) of the sample SAY that performance
appraisal is rnot the basis for money rewards,
while (34%) responded positively arnd (11%)

undecided.

Morey as a reward for good performers

(45%) against (31%) state that a pood performer

is not rewarded.

Freference of morney incentive

The majority of the sample (6&4%) prefer money
rewards tharn others. S0 superiors have to pay
more attention to this powerful tool of
mativation especially for Low-Level emplovees,

who are in need of morey to build their 1life,

n
n



Aecording o the arnalysis of the results, the following
recommendat ions are made for the improvement and proper
application of performance  appraisal in  Bahraini Fublic

sector.

1. Lack of criteria for appraising employvees is the biggest
problem of the performance appraisal system. Therefore,
I recommend that standard of objective oriteria are to be

established by each rater.

i

More attention by supervisors have to be paid to the

application of performance appraisal.

Supervisors should discuss with employvees causes of their

L
»

poor performance.

4o Ar immediate feedback shouwld be provided to employvees
after obtaining arnd discussing results o f their

appraisals.

S Training programs should be desigrned to improve enployee
poor performance as indicated in the performance

appraisal.



10,

Fromotion opportunities should be  based  an emplovee

performance.

Ircentives should be given to low-level public enployees
to improve poore performance and B maintain high

per formance.

Since the ministries conduct enployee performance
appraisal once a year, I recommend that it be conducted

at least twice a year.

Employees should be conmvinced that their advancement and

promotions are based on performance appraisal results.

The Civil Service Buwreau should put more pressure on
ministries to stick to its regulations in this regards
and to enswre  the right application of performance

appraisal.



ARFPENDIX I

Rank each of the following statemerts by circling a rnumber on

a scale provided.

Beale @ 1 = strongly disagree, & = disagree, 3 = undecided,
4 = agree, 9 = strongly disagree.
1 Ferformance appraisal is a good  tool for

the performance measurement i 2 3 4 05
Za There is a close relationship between

performance appraisal and training i &8 3 4 05
3. The performance appraisal system

provide feedback for employee 1 2 3 4 5
L, My supervisor advice me how to

improve my performance I 82 3 4 05
e Ferformance appraisal is used as

a basis for employee money rewards L2 3 4 05
€. I kriow the basis on which I am

evaluated 12 3 4 05
7. Training programs are desigrned to

improve employee?s performance I 2 3 4 5
&. I usually get information about what

4

s
Y]
Lh

is right and wrong with my performance 1



10,

11.

14.

l&.

17.

A good performer get promotional
opportunities

I prefer financial rewards tharn others
The performance appraisal technique

applied in my organization fairly
reflects employee’s performance

Training courses are available for
most employees

My supervisor discuss with me the
causes of my poor performance

There is a close relationship between
promot ions and performance appraisal

£ good performer wusually get money
rewards

Performance appraisal is rnot more
than an routine procedure

Ferformance appraisal process identify
training needs for employees

s

it

il

i

i

iy

s

T

L
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APPENDIX IIT ‘ ‘ T

STATE OF BAHRAIN T. S. No. ( 21)
COUNCIL OF MINISTERS DATE: 15 January, 1981
CIVIL SERVICE BUREAU '

CIVIL SERVICE REGULATION —
Transmittal Sheet

Subject: Employee Performance Appraisal

Their Excellencies the Ministers:

This Regulation is a revision of and replaces Civil Service
~Regulation 410, "Performance Evaluation" dated 8th May, 1977 in
its entirety.

The principal changes reflected in this issuance are:

1. TEstablishes a requirement for —an Annual Performance
Appraisal for all Government employees.

2. Provides for an "Adjective__Rating' for all employees
_appraised under the system.
3. Provides for supervisors to initiate an appropriate plan. of -
action as a direct result of the rating given the employees. o

4. Significantly reduces the administrative ‘workload of the '
tinistries and the Bureau by the elimination of a number of
forms.

This regulation‘is effective lst February, 1981.

JAWAD "SALIM AL~ARAYED, }
MINISTER OF STATE FOR CABINET AFFAIRS

Distribution:

Ministry of Finance & National Fconomy (80)

Ministry of Works, Power & Water (100)

Ministry of Development & Industry (10)

Ministry of Commerce & Apriculture (30)

Ministry of Defence (25)

Ministry of Interior (100) A '
Ministry of Foreipn Affairs (30)

Ministry of State for lLepal Affairs (5)

Ministry of Housing (30)

" Gecerctariat of Council of Ministers (10)

Ministry of Labour & Social Affairs (40)

Ministry of State for Cabinet Affairs (9)

Ministry of Education (150)

Ministry of Information (10) ; ‘ K
Ministry of Health (150) :

Ministry of Justice & Islamic Affairs (40)

Ministry of Transportation (50)

Central Temporary Municipality (35)

High Council, for Youth and Sports (2)

General Organization for Social Insurance (20)



STATE OF EAHRAIN CIVIL SERVICE REGULATION NO, 410,
COUNCIL OF MINISTERS 15th January, 1981,
CIVIL SERVICE BUREAU .

-

EMPLOYEE PERFORMANCE APPRAISAL

= - - — - — - - W S e v Y e e

Policy: It is the policy of the Government of Bahrain that
emp[qyees have the right to know what their responsibilities are
and how effectively they are carrying out  those
responsibilities. To this end the Government intends that each
Government employee will, at least annually, participate in a
performance appraisal process that evaluates his job
responsibilities and assesses the level of his performance.

Purpose: This Regulation describes the policy and procedures
for cstablishing standards of performance and for appraising at
least annually the performance of individual employees. o

1. Responsibilities:

a. The ~Civil _ Service _ Bureau: Is responsible for
developing ~"and ™ “maintaining an effective ' employee
performance appraisal program for the Government of
Bahrain, and for prescribing the procedures and methods
to be followed in annually appraising the performance

of employees of the Government.,

b. Ministers: Have overall responsibility for assuring
that ~a~ continuing program of employee performance
appraisal is carried out within their organizations and
that supervisory officials at all levels recognize that
the setting of realistic performance standards and the
objective appraisal of performance are an integral part

of each supervisor's responsibility.

c. Supervisors: All persous responsible for supervising

the work of one or more employees are required to:

1. Assure that each subordinate employee understands
the duties and responsibilities of the position to
which he is assigned. C

2, Establish standards of performance in terms of
quantity and quality and conduct for each employee
for satisfactory job performance. Where

practicable, the employee should participate with
the supervisor in the development of these

standards.
3. Assure that each employee has read and understands
the "Standards  of Conduct for Government

Employees'" and the relationship of these rules of
behavior to the performance appraisal system.

4. At least annually, review and appraise the conduct
and job performance of cach -of his subordinate
employees, discuss the results with the employee,

C. S. R. No. 410,
1sthJanuary;, 1981



-STATE OF BAHRAIN CIV1Il, SERVICE REGULATION NO.410
COUNCIL OF MINISTERS , 15thJanuary, 1981
CIVIL SERVICE BUREAU

S il i e A

The following 1is the procedures for conducting the perfor-
mance appraisal of employees:

1.

2.

10.

The Employee Performance Appraisal Form is to be comple-
ted in 1 orignial and 2 copies.

Complete the upper portion of the form I.e. Name, Ser-
ial Number, Position, Grade, Ministry and Directorate.

In the space for evaluation period, enter in the '"to"
space the date the performance appraisal is given the
employee. In the '"from'" space use the dated 12 months
preceding the "to'" date. An example, from 1st Nov.
1978 to 1st Nov. 1979. Employees with less than 12
months continuous service should be given a performance
appralsal for the period of time employed.

All Non-Supervisory employees will be appraised against
the criteria in elements 1 through 5 .

All supervisory employees and certain employees serving
in professional, administrative and technical positions
will be appraised against the criteria in elements ]
through § . ‘
Overall Perfomance rating to be completed for all
employees.

The "Remarks' portion of the form will be completed to
reflect the planned action to be taken to either recog-
nize the employee for his "outstanding' performance or
to improve the work performance of the employee who is
lees than satisfactory 1in some elements of his
performance appraisal. Where an employee's overall
performance 1s rated 'Unsatisfactory" immediate steps
are required to take positive actions to correct the
condition. If this in not possible, action should be
initiated to propose termination of the employee.

After completing the FEmployee Appraisal Form by the
supervisor, all forms will be signed by him. The emplo-
yee will also sign to acknowledge that the supervisor
has discussed the rating with him. '

After obtaining the signaturz of the employee,  the
supervisor will refer the appraisal to the next higher
level supervisory official for his review and signa-
ture. :

The original of CSB form No. 20 will be given to the
employee. One copy retaind by the supervisor and a
copy to the Employee-Management Relations Section for
recording and review before filing in the emoloyee's
personal file. :

C. S. R.- NO.410,
1sthJanuary, 1981

Attachment (1)



STATE OF BAHRAIN

CIVIL SERVICE REGULATION NO. 410, :

COUNCIL OF MINISTERS : 15th January, 1981
CIVIL SERVICE BUREAU

- 3 -
Appraising _ Performance: Performance and  conduct
measured  against  established standards must be

appraised on a continuing, day-to-day basis to be
effective. Work © identified as meeting established
standards should be encouraged to continue.
Commendatory, high-quality work should be "recognized
and praised. Work performance that is deficient should
be identified promptly and brought to the attention  of
the employee. Appropriate action should be taken to
correct the deficiencies. The process of appraising
performance on a continuing basis . and making sure that
the employee knows at all time whether or not his work
performance and conduct are satisfactory is critical to
effective supervision. It increases ‘understanding of
job requirements by both supervisor and employee,
strengthens the work relationship between supervisor
and employee, and helps to motivate productivity and
improve individual employee performance. :

Completing the Annual Appraisal:

1.  Applicable Forms: Appraisal Form (#20) has been
Jeveloped  Tor recording the annual appraisal of
employee performance and conduct. This form will
be distributed initially to the Ministries by the
Civil Service Bureau to facilitate and establish
the proper time frame for the initial and
subsequent appraisals. C.S.B., Form (#20) |is
appropriate for the annual evaluation of ' all
employees in all positions at all grade levels.

2. Implemcntation . Date: Because of the need to
orient supervisors prior to the implementation of
this program in each Ministry, and due to the
administrative workload incident to implementing
this program  Government-wide, the date for
tmplementation in each Ministry will differ.
Orientation of supervisors by Ministries will be

" required and will be scheduled by the Civil
Service Bureau. The  date for supervisory
orientation will coincide with the implementation
date for each Ministry and each Ministry will be
notified approximately two weeks before the
scheduled orientation.

C. S. R. No. 410,
15th January, 198l.

~-



AFFENDIX 4

THE MINISTRIES REFRESENTED BY THE SAMPLE

Ministry Neea
Social Insurance 7
Finance & National Economy 10
Health 14
Commerce & Agriculture 1
Education 19
Information ii
Hiousing =
Fernsion Fund Commission 9
Directorate of Customs & FPorts =

TOTAL 100



APPENDIX V

EMPLOYEE - MANAGEMENT RELATIONS
CIVIL SERVICE BUREAU
PERFORMANCE APPRAISAL MANUAL

INTRODUCTION

The appraisal of subordinate employee performance is a key responsibility of every supervisor
in the government's civil service. Once a year the supervisor makes a formal assessment. The
performance appraisal process, when properly applied, is a highly effective management tool
designed to improve employee's job performance and to bring about a more effncnent effective and
economical organization. The performance appraisal process furnishes supervnsors with a means
to:

1. Clarify individual employee responsibilities, accountabilities and authorities.

2. More effectively plan and organize work to be performed by the work unit.
3. Identify training and development needs for employee.
4

Determine employee's strengths and weaknesses so he might improve, where improvement is
within his capability, or assigned duties that better fit him.

Provide a basis for disciplinary action when the employee refuses to perform assigned duties.

o

6. Provide a basis for recognizing individual employee achievements.
7. Assess the overall capability of the government workforce.

The purpose of this manual is to illustrate a method for effective performance appraisals.

Overview of the Performance Appraisal Process :
The performance appraisal process consists of the five following interrelated steps :

1. Clarifying the job:

The first step of the performance appraisal process is to review the official position description.
This will help supervisors and employees define in specific terms the roles, responsibilities and
working relationships of the position. Some of the essential content of the employee’s job are : The

purpose of the job, the employee’'s major responsibilities, the authorities the employee has been
" granted to carry them out, the person the employee reports to, and the knowledge, skills, and’
abilities the employee must have to effectively do the job. This information is summarized into the
classified position description. For performance appraisal purposes, standards of acceptable
performance must be established.

2. Defining expected Performance :

What does it mean 1o successfully carry out one's responsibilities? How does the employee
know that he is doing a good job? These are questions to be answered in the performance
appraisal process. To define expected performance is to specify what the employee should
accomplish during the appraisal period in each area of responsibility and to set the methods and
standards by which the accomplishments will be measured and evaluated.



3. Assessment of Performance : » :
The formal assessment of performance enables the supervisor and the employee to compare
the employee’s performance with the established and agreed upon standards to : identify factors
that may have affected the employee’s performance during the year : identify necessary changes
in employee job responsibilities and goals, and to look for ways to improve employee performance
in the future. This formal .assessment is the basis for the appraisal/objective setting interview.

4. The AppraisallObjective Setting Interview :

The formal face to face meeting, or appraisal interview, is intended to help supervisors and
their employees correct and summarize the important elements of the assessment, to jointly
establish performance objectives for the next appraisal period, and to determine the best method
for improving or enhancing the employee’s performance.

5. Performance Coaching :

The coaching component of the performance appraisal process is the ongoing communication,
on a daily basis, between the supervisor and the subordinate relating to the employee’s
performance. It is used to provide the employee with timely feedback regarding acceptable or
unacceptable performance, both in quality and quantity aspects, on all performance objectives and
standards established during the appraisal/objective setting interview. All five components are
important, and all should be utilized if the performance appraisal system is to be successfully
applied. Each of the five interrelated steps will be discussed in details in terms of their content and
application.

How to Complete each Component Step in the Performance Appraisal Pr-ocess:
Step 1. Clarification of the job:

When subordinates don't do what they are supposed to do, two possibilities arise :
(1). Either they don't know what is expected. Or : '
(2). They don't know how to do what is expected.

The purpose of the job clarification component in the performance appraisal process is to
overcome this problem by defining for the employees the tasks and responsibilities they are
required to perform, and the authorities they have for carrying out those tasks and responsibilities.

Position Description :

The descriptions serve as the basic document for most personnel actions from establishment
of a position to recruitment, training, performance evaluation, etc. A description is necessary for -
classification of the position, and is as a basic pay document. It is in effect the agreement between

the State and the employee as to the duties to be performed and the amount of basic compensation
to be received. ‘

Who writes description ?

Since the description is actually only a written documentation of the work of the total unit as
assigned to individual employees, the person responsible for the work of the unit (who also has
authority for making personnel management decisions) is the person best qualified to describe the
work assignments. Normally, this is the first level supervisor. Depending upon the extent of



personnel management delegation within the Ministry, the final position description may be
reviewed and approved by several supervisory levels above the immediate supervisor. The
important thing is that the description clearly outlines the work to be performed as agreed upon by
the responsible level of management. ‘

When is it written? .

Basically, there are two times when the description is written. First, when the position is being
established and secondly, whenever the duties and responsibilities change significantly due to a
reorganization or to a change in the work assigned to the employee. Irrespective of when written,
an accurate description serves to outline the work to be performed and should be used as an
additional management tool to assure effective utilization of available manpower especially through
ready identification of overlapping duties and responsibilities of two positions in the same
organization. Accurate and lucid descriptions also aid in obtaining applicants with the required
qualifications. All descriptions must be reviewed periodically to assure that they still accurately
portray the work assigned to the incumbent.

How is it written ?

The first is to set out the purpose of the position clearly so that both the employee and the
personnel management representatives, in addition to line management, will understand why the
position has been approved. There are several ways to describe the work performed. Either by
descending order of the importance of the different tasks or by the sequence in which the tasks are
performed. Irrespective of which approach is used, the first step is to list all separately identifiable
tasks to be performed on a blank sheet of paper. Next, the tasks are identified individually by
importance or by sequence in which performed and the percentage of time involved. If the major
tasks are similar in importance and there is no discernible sequence performance, they can be
listed in order of amount of time involved.

Once the tasks and method of presentation have been decided upon, the kind of supervision
exercised over the incumbent i.e., technical or administrative (or both) and the guidelines, and
directives must be clearly outlined. The method of communicating such guidelines and directives
must be also determined, whether verbal or written and whether performance coacher is available
or the employee acts according to general instructions.

What other information is required?

In the majority of descriptions the “Purpose”, the “Major Duties”, and the “Supervision and
Guidance Received”, will provide sufficient information for employee understanding and for all
personnel management uses. There may be instances, however, when additional information will
be required to assure an understanding of the “Special Skills and knowledges” and the “Other
Significant Factors” inherent in the position. The special skills and knowledges are those that are in
addition to what would be readily apparent from description of the duties. For example, an
engineering position requires a University degree in engineering and a light vehicle driver position
requires a driving license. These should be apparent from the description of Major Duties. If,
however, the engineering position requires familiarity with, or experience in, a specific and unusual
process or procedure such as overall of gas turbines, or the light vehicle operator is also required to
possess the ability to drive VIP passengers, such requirements should be set forth in the
description under the heading of Special Skills and Knowledges. ‘



Similarly, if the position duties have an impact on operations outside of the immediate
organization i.e., Government, country or area wide; or on the other hand, they involve usually
severe climatic or arduous working conditions, such information should be provided under the
“Other Significant Factors” heading.

Step 2 Defining Acceptable Performance :

To define the acceptable performance of each task in the position description you should
answer the following questions. -
1. What is important in- accomplishing the responsibility or task ? _
2 How will | know that the responsibility or task has been carried out?
3. What do | want the responsibility or task to accomplish ?
4. What conditions will exist if the responsibility or task is successfully completed ?

The answer to these questions help form the basis of performance standards.

What are performance standards ?

Performance standards are specific, measurable and obtainable goals that an employee
should reach in a designated period of time. They represent the level of performance to which both
the employee and supervisor are committed during an appraisal period. Performance standards
should specify the expected quality or quantity of the work to be performed, and the manner in
which duties are to be performed for satisfactory or acceptable work.

Sample Performance Standards:

Performance standards are expressed in terms of

— Quantity — Quality — Manner
1. Amount (definite 1. Accuracy (Freedom 1. Methods of work
number or units) of error) procedures. '
2. When (within what 2. Appearance of final N 2. Personal characteristic
time frame) product (meet and deal skill)
3. It is usually 3. Result achieved 3. Knowledges required
necessary to show (beyond basis
both amount qualification type).
& when

Job tasks may require one or more performance standards. These standards, in turn, may
sometimes be a combination of the three criteria listed above. The following criteria and type of
‘work designation are for illustrative purpose only.

Type of Task Criterla | Expected performance standard
work )
Clerical 1 Types statistical tables Quantity | Types 3 sets of tables daily. All copies

Quality are neat, accurate, legible and evenly
Manner arranged on page with not more than
5% error before proofreading.




Type of
work

Task

Criteria ‘

Expected performance standard

Supervisory

Professional

2 Answers telephone
inquires and routes
calls to proper person

3 Receives visitors in the office

4 Maintains alphabetical
and subject matter files

5 Orients new employees

to office operation &

inducts them on the job

6 Administers leave
for the unit

7 Maintains a simple
work records system
to efficiently
control unit operations

8 Makes continuing
evaluation of the
organization's fiscal
program.

9 Investigates accidents

10 Performs nursing
techniques for the
care & comfort
of the patient.

Manner
Manner
Quality

Quality
Manner

Quality'
Manner

Quality
Manner

Quality

Manner

Quality

Quality
Quantity

Quality
Manner

Answers telephone pleasantly and
courteously and modulates voice so as
not to interrupt or bother other in the
office. '

Receives visitors courteously and gives
them personal attention. Uses tact in
screening visitors and inequiries. -

Labels and keeps files orderly neat, and
systematic. Consolidates material and
eliminates most duplicated or outdated
copies. Prepares files plan and index.

Informs new employees of their rights
and privileges, office policies, and work
requirements within first work day. Fur-
nishs each employee, a copy of job
description and performance require-
ments, within first week of work.

Grants leaves so employees may have
vacations without jeopardizing the un-
it's work schedule and assures that
75% of the staff is present at all times.
Handle 90% of leave requests without
referral to superior.

Maintains sufficiently adequate and
accurate work records on unit opera-
tions to permit preparation of necessary
reports performance requirements and

~ formal personnel actions.

Identifies and corrects 90% of directo-
rate’'s budget error.

Investigates 95% of reported accidents
on beat efficiently. ’

95% of work done without receiving
valid complaints from the patient.



Extension of Responsibilities :

Responsibility statements answer the question What ? and Why ? while performance
standards answer question When? Where? How? and How much. Consider the following
responsibility statement : To make a report on each program (what?) so that the Director will.be
informed of the outcome (Why?).

The corresponding performance standard might look like this : :
Each section will be sent a written report (How?) within one week after it has been
completed (when?).

Challenging but Realistic : v ,

Performance standards should be both challenging and realistic. Care should be taken not
to set goals that cannot possibly be attained nor can be achieved with little or no effort. The
answer, as usual, lies somewhere in the middie.

There may come a time when an employee’s performance of a particular tasks has reached -
the peak, when improvement is no longer possible. When that happens, it is realistic and
challenging to maintain that level of performance or improve it wherever possible. The idea is to
constantly strive for perfection.

A Guide for Writing Performance Standards :

Suppose that one of your employees has the responsibility to collect certain information,
process the data and write reports on the findings so that your section can coordinate its work
with other sections. You assign 1o the responsibility a priority, estimate the percent of time to get
the tasks done, and identify the level of authority granted to the employee to carry out the
responsibility. All of this infurmation is documented in the employee's position description, but
there is- still plenty of room for misunderstanding. For example, how and when will the
information be collected? How long will it take to process the data? When will the reports be
finished? How, when and to whom will they be distributed?. To eliminate unnecessary surprises,
it is important that you and your employee reach a common understanding and communicate it
in a way that makes sense to both of you. The most effective way to do this is to identify the
results to be accomplished in writing. Establishing performance goals in writing is as important
as clarifying the job in writing. :

Who Does the writing?

The same method used to write a position description may be used to write performance
standards. An employee may participate with you or you may choose to write some or all of the
standards for the employee particularly if the employee is new to the position. When you do the
writing, you should ask for suggestions from the employee and make sure that you reach a
common understanding. In other words, allow as much input by employees as is practical, but
‘retain control of final decisions. Remember, the ultimate responsibility for unit productivity and
output is yours. However it makes sense that all employees take an active role in determining,
developing and writing their own performance goals. '



Step 3 Assessment of Performance :

Obijective evaluation means four things :

That employee’'s work performance is assessed against the standards tnstead of rating
personality traits. If certain traits are found to be directly related to job performance
(cooperation, attitudes, initiative, integrity, and appearance) they can be precisely defined in
terms of job standards, and can be measured in terms of observable behavior.

That performance is compared to specific, measyrable, and attainable standards and
objectives. Because you and your subordinate have specified results that can be measured
and varified. There are no surprises for either of you.

That you and your employees 50th participate in the performance assessment process. Since
you both have the same information, you can work together to assess accomplishment and

make recommendations for future |mprovemenls modnfy standards, and set future perform-
ance objectives.

That you and your staff use the past as a guide for improving future performance. A careful
analysis of your employee’s performance during the last appraisal period can lead to changes
that result in better performance during the next appraisal period. Performance appraisal is
primarily a developmental tool. :

When assessing the employee's performance, you should ask yourself the following.

questions :

1.
the

Was the employee's performance up to the level set by the performance standards, and did
employee accomplish the objectives set for him?

How difficult and / or important is it for the employee to perform a particular task to the
standard that has been set, or accomplish as assigned objectives?

What is the relationship between the quality and quantity of the employee's work and the time
needed to get it done? Remember that a high quality piece of work completed behind
schedule may be of more value than a low quality piece of work completed on time or ahead of
schedule. Some tasks of course, must be completed on time if they are to be of any value at all.

Did circumstances beyond the control of the employee affect his performance? Sometimes

special assignments change an employee’s priorities. Situations that are clearly beyond the
control of the employee should be carefully considered in evaluating performance.

During the courses of assessing an employee's performance, the :upervisor should make

written notes regarding the quantity and quality of the employee's performance to use in the
appraisal/objective setting interview with the employee. The supervisor may even suggest that

employee also prepare a written assessment of his performance in advance of the appraisal/
objective setting interview. ~



Step 4 Appraisal/Objective Setting Interview :

An appraisal interview is a meeting held by the supervisor and employee to discuss that
employee's work. It is an opportunity for both to see and compare their perceptions of the
employee's performance and determine what could be done to improve the employee's
effectiveness, or enhance the employee’s development.

The appraisal interview itself focuses ‘on three aspects of supervisor-employee relations :

1. The discussion of actual performance versus. expected performance.
2. The setling of new performance objectives & standards.
3. The plans for employee development.

The heart of the discussion will really focus on how the employee is doing; what he is doing
right; where he needs to improve; and what can be done to help him do his job better.

In discussing these questions, with employee, supervisors should avoid answering them with
comparison to other employees. The response should be in relation to the performance standards
and objectives. The appraisal interview provides an excellent opportunity to review the
performance standards agreed to by employees and supervisor. New standards, if needed, should
be developed and set for the next appraisal period. Performance objectives relating to performance
improvement needs and changes in the duties and responsibilities of the position should also be
developed and set for the next appraisal period.

The supervisor and subordinate employee must perform three tasks jointly during the
appraisal/objective setting interview. :

1. Review, analyze and evaluate the employee’s performance.
The supervisor and the employee should carefully compare the employee's actual
accomplishments with the expected performance standard during the appraisal period, using
the employee's position description and the previous performance appraisal as a guide when
evaluating the result achieved by the employee. Keep in mind the difficulty and importance of
the tasks or objectives, the relationship between the quantity or quality of the employee’s work
and the time which was required to accomplish it. ‘

2. Review job responsibilities and performance objectives for the next appraisal period.
Itis important that the supervisor and the employee jointly review the employee’s position
description to ensure that it accurately reflects the employee's job for the next appraisal period..
Obijectives and standards should be discussed to ensure that they are realistic and completely
understood by both the supervisor and the subordinate.

3. Look for ways to imprové performance during the next appraisal perioéi. ‘ ;
Performance appraisal is designed to help employees do a better job by developing their -
knowledge, skills, and- abilities in the most important areas of their work. Because of this

emphasis, it is important that the supervisor and subordinate plan for the subordinate's
individual development.

(4]



Performance problems should be addressed immediately when they occur and not “saved up”
until the next formal appraisal. Nonetheless, it is helpful in formal appraisal if you the supervisor
have documented the periodic discussions and have notes handy for reference.



Very Good

Performance at this level exceeds performance standards most of the time in almost all
elements. While performance at this level can still be improved, an employee at this level
significantly exceeds the performance expected of a fully capable employee in most aspects of job
performance.

" Satisfactory

Performance at this level meets performance standards of all elements designated as critical.’
While there is room for improvements in some aspects of job performance, the work meets
expections. _

|
Unsatisfactory
Performance at this level fails to meet the established standards in two elements designated
as critical. Performance at this level is below expectation or standards of quality, quantity, and
~manner of performance. Performance can and should be improved and immediate steps are
required to take positive actions to correct the condition in a fixed period of time to be determined by
the supervisor. If this fails, action should be initiated to propose termination or demotion of the

employee. It is important to note that supervisor may deny or delay the annual increment upto six
months if an employee is performing at this level.

Step 5 Coaching for Performance Improvement

Supervisory coaching is a process of providing employees with continuous feedback regarding’
both acceptable and unacceptable performance.

This form of job assistance should aim to help employees recognize and correct mistakes,
learn to apply their special talents to the job, and overcome specific work related problems in a
timely fashion. Coaching is an informal, continuous process of observing, analyzing and helping to
improve employee performance.

The Coaching Analysis Process
1. Identify and specify the unsatisfactory performance.

2. Is correcting the unsatisfactory performance worth your time and effort? If your answer is no,
don't waste your time on it. If your answer is yes:

3. Does your subordinate know that his performance is unsatisfactory? If your answer is no then

let your subordinate know. Provide your subordinate with feedback on his performance. If your
answer is ﬁs :

4. Does your subordinate know what is supposed to be done and when? If your answer is no, let
your subordinate know what is expected. You may want to employ the job clarification
techniques described in the section on clarifying the job. If your answer is yes :



10.

Are there obstacles beyond your subordinate’s control that are bIocking performance? If your
answer is yes then identify and remove or assist your subordinate in removing the obstacles. If
your answer is no:

Does your subordinate know how to do the tasks he is expected to perform? If your answer is
no determine your subordinate’s training needs and provide training. If your answer is yes :

Do some negative consequences follow correct performance? If your answer is yes then
change the consequences of correct performance. If your answer is.no:

Do some negative consequences follow incorrect or non performance? If your answer is yes
then change the consequences of incorrect or non performance. If your answer is no:

Could the subordinate perform the tasks correctly if he wanted to? If your answer is no then
consider transfering or terminating your employee. If your answer is yes:

Re-direct your subordinate’s behavior through coaching. Apply the five step coaching
technique with your subordinate.

A five step coaching Technique

1.

Get the employee’s agreement that a problem exists. Be sure you clearly identify the behavior
change that is desired and identify for the employee the need for change. Also be sure the
employee understands that correcting the problem is in his best interest.

Mutually discuss with the employee alternative solutions to the performance problem. Jointly
discuss alternative solutions identified by both you and the employee to ensure maximum
involvement of the employee in the coaching discussion.

Mutually agree on the action to be taken to solve performance problem. After discussing the
alternative solutions identified, mutually agree on the specific action to be taken, develop.
written performance objectives and action plans with the employee.

Follow up to measure results. Monitor the employee’s progress and provide him with timely
feedback on the results of his performance relative to the objectives that were established.

Recognize any improvement in the performance when it occurs. The timeliness of recognition
is of critical importance in sustaining improvement and therefore should be immediate. Also,
recognize any improvement, even if it does not yet constitute the full performance you desire.

The coaching analysis process and the five step coaching techniques, used as outlined, can

provide you with a systematic method for specifying and correcting employee performance
problems on a day to day basis. This continuous communication channel on performance should
exist between supervisor and subordinate throughout the entire appraisal period.



APFENDIX &

OBSERVED
Gie

3 4

i
HEAd
on

1 4 18 =6

H
i
ot

= 1 = 0 13 8 =
Gi4 3 = R 4 11 & =1

4 3 3 5 g 1 =1
5 1 i 0 4 = 8

=] 9 10 41 31 100

EXPECTED FREGUENCY
Gie
1 = 3 4 5

-
HEX]
Lel
B
{13
8]
B
HEA]
M
fele
[aa]
ix}
j24]
&
fi:
m

fis
i
-
m
1z
ot
m
i
£
]
o
S
~i
&
.
fir
5

i
ot

Gi4 3 1.891 1.89 &.1 8.61| &.51

a8
=y
o
i
ot
o
8y
i3
e
&
m
-
Eﬁ
A
et
r ii
-

9 9 10 41 31 100

-
X = 38.9209



Appendix 7

Percentile Value‘s (x3)
for the
Chi-Square Distribution
with « Degrees of Freedom

! SR Xhas X | X4 Xy o | X% Xi0 | X X35 X Xhas b
. 11.0000 |.0002 | .0010 | .0039 | .0168 | .102 | .466 | 1.82 | 2711 | 3.84 | 5.02 | 6.63 | 7.38 10.8
; 20100 .0201 .0606 | .108 | .211 |.676 | 1.39 | 2.77 | 4.61 | 5.99 | 7.38 | 9.21 | 106 .138
{ 81.0717 | .115 | 216 | .362 | .584 | 1.21 | 237 | 4.11 | 6.25 7.81 | 9.35 | 11.3 | 128 | 163
41207 | 297 | 484 <711 | 1.06 | 1.92 | 3.36 | 6.39 | 7.78 | 9.49 | 111 | 18.3 | 149 18.5

S| .412 | .654 | 831 | 116 | 1.61 | 2.67 | 4.35 | 6.63 | 9.24 |11.1 | 12.8 | 151 16.7 | 205

6| .676 | 872 | 1.24 | 1.64 | 2.20 | 845 | 5.35 | 7.8¢ | 10.6 | 12.6 | 14.4 | 16.8 | 185 | 225

7( 989 | 1.24 | 1.69 | 217 | 2.83 | 4.25 | 6.35 | 9,04 | 120 | 141 | 16.0 | 1855 | 20.3 203

8| 1.34 | 1.65 | 2.18 | 2.73 | 3.49 | 6.07 | 7.34 | 102 | 13.4 | 155 | 17.5 | 201 22,0 | 26.1

9173 | 2.09 (270 | 333 [ 417 [6.90 | 834 | 11.4 | 147 169 | 19.0 | 21.7 | 236 | 279

101 216 | 2.56 | 3.25 | 8.94 | 4.87 | 6.74 | 9.34 |-125 | 160 | 18.3 | 205 | 23.2 | 252 29.6

111 2.60 | 3.06 | 3.82 | 4.567 | 5.68 | 7.58 | 10.3 | 13.7 | 17.3 | 19.7 | 21.9 | 247 26.8 | 31.8

121 8.07 | 8.67 | 440 | 523 | 6.30 | B.44 | 11.8 | 14.8 | 185 | 21.0 | 23.3 | 26.2 | 283 32.9

131 8.57 | 411 | 5.01 | 5.89 | 7.04 | 9.30 | 123 | 16.0 | 19.8 | 22.4 | 247 | 27.7 | 298 345

141 4.07 | 4.66 | 5.63 | 6.57 | 7.79 | 102 | 13.3 | 171 | 211 | 23.7 | 261 | 29.1 | 313 36.1

15| 4.60 | 5.23 | 6.26 | 7.26 | 8565 | 11.0 | 14.3 | 182 | 22.3 | 25.0 | 27.5 | 30.6 328 | 377

16| 5.14 ) 581 | 6.91 [ 7.96 | 9.31 | 11.9 | 153 | 19.4 | 235 2631 288 | 32.0 | 343 | 398

17| 86.70 | 641 | 7.56 | 8.67 | 101 | 12.8 | 163 | 205 | 248 | 276 302 | 33.4 | 357 | 408

18| 6.26 | 7.01 | 8.23 | 9.39 | 10.9 | 13.7 | 17.3 | 21.6 | 26.0 | 28.9 | 31.5 | 348 | 37.2 423

191 6.84 | 7.63 | 8.91 | 101 | 11.7 | 14.6 | 183 | 227 | 272 | 301 | 32.9 | 36.2 | 386 4338

20] 7.43 | 826 | 9.69 | 109 | 124 | 15.5 |'19.3 | 238 | 284 | 31.4 | 34.2 | 37.6 | 400 45.3

21} 8.03 | 890 | 103 | 11.6 | 18.2 | 16.3 |.20.3 | 24.9 | 206 | 327 | 35.5 | 38.9 | 414 4638

22| 8.64 | 9.54 | 11.0 | 123 | 14.0 [ 17.2 | 21.3 | 26.0 | 30.8 | 33.9 | 36.8 | 40.3 | 428 43

28] 9.26 | 10.2 | 11.7 | 131 | 14.8 | 181 | 223 | 27.1 | 320 | 35.2 | 8.1 | 41.6 | a2 9.7

241 989 | 109 | 124 | 138 | 167 [ 19.0 | 233 | 28.2 | 832 | 36.4 | 39.¢ | 3.0 | 45.6 512

251 105 | 115 | 13.1 | 14.6 | 16.5 | 19.9 | 24.3 | 29.3 | 34.4 | 37.7 | 40.6 | 44.3 | 469 | 526

26( 11.2 | 12.2 | 13.8 | 154 | 17.3 | 20.8 | 25.3 | 30.4 | 35.6 | 38.9 | 41.9 | 45.6 | 483 541

27| 11.8 | 129 | 14.6 | 162 | 181 | 2.7 | 263 | 31.5 | 36.7 | 40.1 | 43.2 | 47.0 | <96 | 555

: 28| 12.5 | 13.6 | 163 (169 [ 18.9 [22.7 | 27.3 | 32.6 | 37.9 | 41.3 | 44.5 | 48.3 | 51.0 | 569
291 181 | 14.3 | 16.0 | 17.7 | 19.8 | 23.6 | 28.3 | 33.7 | 39.1 | 42.6 | 45.7 | 49.6 | 52.3 | 8.3

30| 13.8 | 15.0 | 16.8 | 185 | 20.6 | 24.5 | 29.3 | 34.8 | 40.3 | 43.8 | 47.0 | 50.9 '53.7 | 89.7

401 20.7 | 22.2 | 24.4 | 265 | 29.1 | 33.7 | 39.3 | «5.6 | 51.8 | 55.8 | 59.3 | 63.7 | 66.8 | 734

50| 28.0 | 29.7 | 324 | 34.8 | 37.7 | 42.9 | 49.3 | 56.3 | 632 | 67.5 | 71.4 | 76.2 | 795 | 867

60| 355 | 37.5 | 40.5 | 43.2 | 46.6 | 52.3 | 59.3 | 67.0 | 74.4 | 79.1 | 83.3 | 88.4 | v2.0 | 99.6

70| 43.3 | 454 | 488 | 61.7 | 55.3 | 61.7| 69.3 | 77.6 | 855 | 90.5 ,95.0 | 100 | 104 | 112

80| 51.2 635 | 57.2 | 60.4 | 64.3 | 71.1 | 79.3 | 881 9q.’s 1oz 107 | 112 | 116 | 125

9| 59.2 | 61.8 | 66.6 | 69.1 | 73.3 | 80.6 | 89.3 | 98.6 | 108 | 113 | 118 | 12¢ | 128 | 137

100| 67.3 | 70.1 [ 74.2 | 77.9 | 824 | 90.1 | 99.3 | 109 | 118 | 124 | 130 | 136 | 140 | 149

: . N3
Source: E, S. Pearson and H. O. Hartley, Biometrika Tables for Statisticians, Vol. 1
(1966), Table 8, pages 137 and 138, by permission.
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