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R S TRACT

The purposes of this study were three~fold. . First,
it was 1n£ended to study the present employee performance
appraisal system in the Teachers' Service Commission in
order to identify its strengths and weaknesses., Second,
the study was to find out if the appraisal system serves
its purpose. Lastly, the opinions and attitudes of |
employees were measured as regards (a) the appraisal’

system, (b) the organization, (c) supervisors, and

(d) coworkers. ?

The study was based on the Nairobi office of
Teachers"Service Commissione. Seven chief executive
©Officers were interviewed in addition to two of their
Superiors. A self-administered questionnaire was

filled by fifty four eﬁployees of the Commission.

Analysis of the data collected in the study led

to four major conclusions as follows:=

(1) Because of its confidential nature, the
present appraisal system does not provide

b

feedback to employz2u¢s and therefore lacks

in employee motivation and development.,

(i1) The appraisal system serves its purnose in



(iii)

(iv)

(v)

(vii)

supporting decisions to renew contracts
but does not adeguately support decisions

on promotionse

There is widespread lack of satisfaction
with the appraisal system because employees
believe that the standards used to evaluate
performance have neither been clear nor

administered fairly and accuratelye.

While employees were found to have a
relatively low trust in the Commission's
leadership; confidence and trust in immediate
supervisors and co-workers was found to be
high., Psychological committment to the

Commission was also found to be high.

The opinions and attitudes 'of appraisers
and appraisees toward the present appraisal

system were found to be almost identical.
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ERAPTER 1

INTRODUCTION

1. Rationale For The Study

(a) Current Management Difficulties

There are a number of issues touching on the
management of the Teachers' Service Commission which
have caught public attention. These issues have been
highlighted either in our local dailies or in the
reports of the proceedings of Kenya National Assembly.
The following paragraphs give a few examples of these

issues, beginning with reports in our local press.

On 8th March, 1982, the Minister for Basic
Education surprised the nation when he informed a press
conference in his office that, either by design or by
default, the Commission had paid Shs. 71 million to
4,583 bogus or non-existent teachers throughout the
Republic. This discovery was made after a head-count
of all primary school teachers was ordered following
numerous public complaints.1 According to the Daily
Nation, "the Minister said that some of the non-

existent teachers died long ago ....." and that:

1The Minister did not elaborate on the nature of the
public complaints.



“esee the Shse 71 million loss was a
shame to the nation and that money
stolen could have been used to build
more schools or buy much needed
equipment.

Allied to the issue of payment of salaries to non-
egistent teachers is the problem of delays in paying
salaries to the existing teachers. In its column
"Letters to the editor", "The Standard" of 14th July,
1982 carried a letter from a member of the public from
Siaya District who complained that teacpers' salaries
arrive late every months The reader went on to complain
that "for this reason our children are left alone for

days kecause teachers are always at the District's

Education Office checking their salaries."3

The above problem seems to afflict teachers in all
corners of the Republic. A news item on the same problem
appeared in the now defunct "Nairobi Times" issue of 14th
September, 1982, According to this news item attributed
to the Kenya News Agency, teachers in Tana River District
had complained to the Teache:s' Secvice Commission over
the delay in their salaries. Kenya News Agency went on

to state that "... the teachors claimed that they

2

"Shs.71 Million Spent on Bogus Teachers," Daily Nation
(March,9, 1982), p.1

"Late Salaries", The Standard (July. 14, 1982), p.6




3
received their salaries after the eighth day of the

following month and others wasted time looking for their
4 .
n

.

salaries.

L

In addition to problems of delayed salaries, other
complaints were raised touching on the administration
of the salaries in the Commission. A teacher, writing

in the mail box column of "Daily Nation'", complained

that despite the fact that the Commission was allowed
to despatch to teachers their payslips only once in a
quafter, teachers has to do without their payslips fgr
more than six months. The teacher concludes by stating:

"what this means is that we do not even know our monthly

earnings ......“S

So much for the problems related to salary
administration. On the problem of lack of teachers in
SOome schools several letters have appeared in the reader's
column of our local dailies. Two readers, one in Kitui
and another in Busia, dispatched almost identical letters
to the "Daily Nation" and "The Standard" respectively.

The readers from Busia had this to write:-
I would like to comwment on the lack

of teachers in some government schools
especially Busia Uistrict ..... I wonder

‘"NQ Get Our pay Late - Tc:,ch,)rs". The Nairobi Tinmes
(September 14, 1982) p.d

"Payslips Are Delaycd,' Daily Nation (July S5, 1982) p.5




what is happening or 18 this the
result of lack of qualified teachers6
or is there any reason behind it?eee
All in all the researcher was able to identify
sixteen complaints against the Commission carried on
the pages of the local press in 1982. The majority of

these complaints relate to management problems in the

Teachers' Service Commissione

Once in a while questions have céme up in the
National Assembly touching on the efficiency of the
Commission. The administration of teachers' salarie%
was a subject of a special parliamentar§ question ra%sed
in 1979 by Hon. Wafula Wabuge, member for Kitale Wesﬁ.
He sought to know why salaries due to some five teachers
since 1970 had not been paid. The Minister in his reply
indicated that the five teachers were paid their dues by

the Commission in 1979, nine years later.7 |

Shortage of teachers in various schools in the
country was a subject of questions raised in the National
Assembly. Representatives are questions by Hon. Njagi

: 9
Hbar;re,e member for Embu North, Hon. Gerald Masbayi,

6"An SOS For Teachers", The Standard (November 30,1982) p.6

Republic of Kenya, National As:embly Official Report,
Vol JLIX (Harch/kpril 1979) pp. 1358 - 1361

Republic of Kenya, National Assembly Official Report,
VOl XLIX (March/April 1979) pp. 958 = 959

9
Ibid., p. 1074
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member for Busia East and Hon. Kiragu Stephen,10 member
for Kirinyaga South. For example, Hon. Kiragu had the

following complaints regarding the staffing of Harambee

Secondary Schools:.

We were promosided that teachers would
be made available as soon as the
buildings for (Harambee) schools were
completed.s Parents have now built these
schools but it takes (up to) two years
to have teachers made avaiable ... the

Ministry should hoqgur its promise and
give us teachers."

While all the complaints cited in the preceeding
paragraphs may not be wholly valid, they certainly
indicate that the Commission has not lived up to the
ideals for which it was created. ‘Perhaps we can view
these problems in perspective if we look at the stated

Objectives of the Commission.

(b) Punctions of the Commission

Teachers' Service Commission, a body corporate was
Created in accordance with section 3 of'the Teachers'
Service Commission Act.12 The functions of the Commission
As stated in the Act are:=-

(a)
(b)

To establish and keep a register of teachers
To establish and maintain a Teachers' Service

/

o

1°Re

Vol public of Kenya, National Assembly Official Report,

LI (July/August 1579) p. 970

11
Ibid., p. 970

1
2Repub11c of K

enya, Teachers' Service Commission Act,
c.p. 212’

Government Printer, (Nairobi 1968)




adequate to the needs of public schools

in Kenyaj;

(c) And in order to effectiveiy carry out the
functions stated (b) above, the Commission
has powers totw
(1) recruit and employ registered teachers,
to assign teachers for service in any
public school, to pay the remﬁneratibn
of such teachers, and to terminate the

{
i

employment of any such teacher.

(ii) delegate to any person or body the
powers in (i) above but subject to

ény conditions the Minister may impose.

(d) To keep under review the standards of education,
training and‘fitness to teach appropriate to
persons entering the service, and the supply of
teachers and to render advice to the Minister
from time to time on similar matters.

(e) Tb compile and publish a code of regulations

which will apply to all teachers employed by

the Commissiond 3

For the Commission to ackleve the above objectives,

the Act has empowered it, with consent of the Minister,

Y il 73
Ibid,., Sec.5 - 7




to "employ such officers, servants or agents as may
appear to it to be necessary for the efficient discharge
of its functions." It is in the control of work
performance of the employees of the Commission that an
adequate employee performance appraisal sytem becomes
necessary. The stated objectives enumerated in the
immediately preceeding paragraphs, put side by side with
the problems facing the Commission, makes employee

performance appraisal system at the Commission of more

than a passing interests

2. Objectives of the Study

The questions raised in the National Assembly and
the letters written to the editors of the local dailies
are indicative of the fact that the Commission has not
been equal to the task for which it was created. This
means'that there are management problems in the
Teachers' Service Commission. While the problems and

the causes are many, this study will focus only on the

employee performance appraisal system

There are two types of zppraisal forms which, in
the Commission, are called Ccnfidential Reports. The
standard forms for the two Ccnfidential Reports are shown
in Appendix I and II., The f.rst report form is filled
once in two years for each eriployee who applies for tha

renewal of his contract. The second report form is



g\

completed only when an employee applies for promotion

into a post which has been advertised internally.

Some‘observations about the standard Confidential
Report forms are in order. First, the two appraisals
are strictly Confidential. Secondly, both forms are
largely trait based. A final observation is about the
position of the appraiser vis-a-vis the appraisee. These

Confidential Report forms are usually filled by department

or section heads., |
J

The main objective of this study, therefore, it to
criticalily appraise the existing formal employee performance
aPpraisal process at the Commission as it is facilitated
by these confidential reports and try to discover whether
it serves the purposes for which it was established,
namely, promotion decisions and decisions on contract
Fenewal. Secondly, the study will:-

(a) ogauge the acceptability of the existing

appraisal system;

(b)  find out if appraisees see any link

between the contents »>f the Confidential

Reports and the resultant promotions;

(¢} gauge the trust and zonfidence that

appraisees have in the Commission as an



organization.

Finally, the study will try to find out if the

current appraisals are used for any other purposes, for

there are many purposes for which appraisal systems may

- be designed to serve,

The classical objectives of appraisal systems have

been enumerated by Hyde as follows:-

(a)

(1)

To help supcervisors to observe their
subordinates more closely and to do a

better coaching job. This first and

focal objective aims at the improvement

of the performance in the job now held. This
means that the abpraisal precedure should not
stop at an examination of the past, The
appraisal should move on to the preparation
of some plan for future action based on what
has been learned in the past. The appraisee
should therefore be made aware of the results

of the processe.

To motive employees by providing feedback on
how well they are doing. The appraisal

procedure should provide answers to the two

questions which seem to be the perenial



10

concern of almost every organization member:
How am I doing and where do I 'go from here?
Answering these questions is of obviéus
benefit to both the person whose mind they
occupy and the organization, for, in many
cases, these questions will pre-occupy an
employee and prevent him from hearing or

responding to much of what his supervisor

has to say.,

(c) The third objective is to improve organization
deveiopment by identifying people with promotion
| potential and pinpointing development needs.
The appraisal procedure should pinpoint the gap
between indi&idual job objectives and the
attainment. The diagnosis of this shortfall
between performance and expectations should

Pinpoint training and development needs where

appropriate,

(d) To provide back-up data for management
decisions concerning merit increases, transfer,
dismissal and so ¢n. Such decisions should be

made as objective us possible so that charges

of favourism or discrimination are avoided.

These accusations can be avoided if merit

increases, transfers, or dismissals are based



e

on some appraisal record that is as objective as

possible.14

The list of objectives is not intended to cover all
. Possible goals; For example, it is silent on two
appraisal program goals: providing an inventory of
personnel resources, and providing a means for testing
pPersonnel procedures. It should be mentioned here that -
there is a great deal of danger in requiring an appraisal
Program to dc too many things at once. wIndeed, Hyde
points out that appraisal of performance and potential
may be in éontrast to each othef, in that qualities
desirable for specific performance in any position or

job are not necessarily those needed in a higher-level
jObois

The questions I would like to post and seek answers
to are these: what is the main objective or objectives
of the current appraisal system at the Commission? Does
the appraiéal System meet its objectives? If the current

Practice is defective, what can be done to improve it

for better resul ts?

7

{;;

1‘A1burt Ce

Hyde, "Performance Appraisal in the Post Reform
Er‘." P\.lbllc

Personnel Management, Vol.II No.4 (1982)p.295

15
Ibid., P.296
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3. T.S.C. Operating Organizational Set Up

As we have seen, Teachers' Service Commission is a
body corporate with perpetual succession and a gommon

seal and with capacity to sue and be sued. 18

The Commission consists of a Chairman and five
members of whom are appointed by the Minister responsible
for basic education. The Commission is accountable to
the Government, through the Minister for Basic Education,
on overall policy bht it is supposed to”enjoy autonomy in
its day-to-day decisions. However, as Killick observes,
this rather sharp distinction between peclicy and everyday
management creates difficulties, "for management practices
may have strong policy implications, and general policies
have to be étanslated into everyday implementation."17

Of late many operating decisions have becn made by the

Ministry of Basic Education and this trend is likely to

continue in the future.

Arising from the authority granted in the Act, the

Commission has employed 554 persons to man the secrelarlat

and assist in carrying out its functionse.

Republic of Kenya, op.cit. p.15

17
Tony Killick, Po Econom y Heinmann Educationul
Books, Ltd., Lcn‘do;n i1951> Pe 289



The Chief Executive of the Commission is the

Commission Secretary. The Commission Secretary advises

the Commission, and is responsible for the execution of

its policies and decisions. He is therefore responsible

to the Commission for proper administration of the day-

to-day affairs of the Teachers' Service Commissione.

The Commission Secretary is assisted by the Deputy
Commission Secretary and three department heads. These
three heads are the Principal Finance and Establishment
Officer (PFEO), Higher Education Co-ordinator (HEC)
and Basic Education Co-ordinator (BEC)._ The three heads
4re supported by a team of 9 chief executive officers

wWho are the section/department heads. The orgnaization

chart is provided at appendix III,

»

The Secretary, his deputy, the three department
heads and the nine section heads constitute the top
managerent at the Teachers' Service Commission. Indeed,
these top éxecutives are the principal appraisers and

they therefore form the universe of appraisers who were
interviewed,

The remaining staff at the Secretariat, that is

540 persons, are the appraisees. These people form

the population of appraisees from whom 10 per cent

random sample was drawn,
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4. Research Design

A thorough knowledge of the existing employee
appraisal system within the Commission secretariat was
required in order to assess its strengths and weaknesses.
To accomplish this I interviewed seven senior executives,
and two department heads. In all, nine top executives
of the Ccmmission were interviewed. This was necessary
because these officers are intimately involved with

confidential evaluation reports either as originators or

users of these reports or both.

An attempt was made to find out how well the
@PPraisees understand the appraisal procedure as well as
their attitude towards ite A short questionnaire was

administered to a random sample from 520 appraisees in

the Commission. The respondents consisted of 10 per cent

Of employees in each grade to ensure representation in

the Sample. There are 10 distinct grades of appraisees,

However, appraisees at job groups.A, B & C have been

excluded Because their level of literacy would not enable

them to Participate meaningf.lly in the study. The

9rading scheme of the Commission enployees is shown at

appendix IV, The interview quide and the questionnaire

are shown at appendix V and VI.
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Analysis of data was by comparison of proportions
and percentages. The results of the library research
were of assistance in drawing inferénces from the data

and in geﬁerating conclusions and recommendations.

S« Importance of the Study

The results of this study will benefit the Commission
by Compelling executives to make a critical examination of
the existing employee appraisal system. This will hglp
executives to suggest improvements to the present syétem
Or at least prepare them for any éhanges or improvements

to the existing employee performance appraisals.

Any changes in the appraisal system that may be

recommended should help the Commission to go a long way

in solving some of its.problems thereby better achieving
its objectives.

Finally, the study should help the researcher to
develop facility in appraising the performance of

employees reporting to him at the Teachers' Service
Comuiseion,

6 Limitations

First, the results of this study may not be
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generalizable ot other organization. This is because

this case study covers only one small parastal employing

only 554 persons.

Secondly, given the short time within which to

complete the study it may not be possible to cover all

aspects of employee performance appraisale

7. Organization of the Study

In chapter two, the author first presents the
general literature in which the merits and drawbacks
of the trait based appraisal systems are discussed.
The alternative to the trait evaluation, that is,
Fesults oriented performance appraisal process is

discussed next. The second part of chapter two dwells

on empirical findings.

Chapter three gives a further elaboration of the
Study design and further limitatiors. While chapter
four deals with the appraisal system, its strengths and
Helknesses, Chapter five deals mainly with the attitudes

of employees towards their performance evaluatlion system.

Zhe last chapter, which is chapter six, summarises

the study and makes some recommendations.



CHAPTER IX

LITERATURE REVIEW

1. INTRODUCTION

For organizations and individuals working in
organizations the decade of the eighties are hard .imes.,

Even if no one really knows what resource scarcity

means, the current literature is replete with ominous

nNew watchwords such as shrinking economies, fiscal stress,

Productivity decline, the performance gap, and organizaticn

stagnation or decline. Because of this resource scarcity,
bOth public and private organizations are deeply concerned
about enhancing productivity and efficiency, increasing
1““°Vati°n, and simply maintaining vital organizational
Programs and functions.
hand

For individuals, on the other

» the eighties is a period of concern about the quality

©f working life and, above all job security.

It is not surprising, therefore, that in recent
Years a great deal of management attention has been

directed towards the development of valid and equitable

Performance appraisal systems.

In this chapter we intend to begin with a general

literature review followed by a review of current

17
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research findings by Social Scientists.

2. General Literature

As pointed out in the introductory chapter, any

personnel management text18 will list in one form or

another the followiné functions that appraisal is to
support.

)l
1. To change or modify dysfunctional work l
behaviour, ;
2. To communicate to employees managerial
pPerceptions of the qdality and quantity
of their work.
3. To assess whether the present duties of
an employee's position have an appropriate
compensation level,
4.

To assess future potential of an employee

18‘1. See for

example: (a) Jay M, Shafritz, Albert C. Hyde,
and Javid H. Rosebloon, Person

nel Management in Government,
§"'" York, Mercel Dekker Inc., 1981) p. 379; (b) Dale

oder, Personnel Management and Industrial Relations,
(Englewood EfIffa, New Jersey, Prentice-Hall Inc.,1967)
P«361; and (¢)

Hary W, Hepner and Frederick B. Petterngil,
Perceptive Mana

fecsey b gement an% Supervision (Englewocd Cliffs,
o “ersey, Prentice-Ha NCae, 1971) pe359
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and to recommend appropriate training or

development assignments.,

5. To provide a documented record (a) for

disciplinary action, and (b) for comparative

purposes in making promotion/placement

dec&sions.

A careful review of the above items will show that
& major part of the problems confronting employee
performance appraisal systems stem from the various

personnel functions or objectives that appraisals are

designed to serve. Hyde'’ contends that some of these.

functions conflict with each other. For example, the

individual who works well independently in one particular
job

» May become a total failure in another job that

requires considerable interpersonal relationse. Again,

appraisal of performance and potehtial may be in complete
contrast to each other in that qualities desirable for

Specific performance in one position may be irrelevant

in a higher - level position,

Th2 above observations by Hyde lead us to anothar
dilemma, The list of objectives of appraisals indicate

19100 |
: £t C. Hyde, "Performance Appraisal in the Post
(:;g;n =Fa," Public Per:

sonnel Management, Vol.II No. 4,
P« 296
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that it is not uncemmon for appraisal systems to have
Symultaneously both developmental and evaluative
objectives. There is, indeed,a dilemma brecise}y |
because there are vast differences between an essentially
evaluative and a developmental use of appraisal systems
and techniques, While evaluative uses of appraisals-
focus on providing information for making adminstrative

decisions, as developmental tools, appraisals are aimed

at improving both performance and identifying areas for

growth and personnel development.20

The abéve problem has recieved much attention from
Practitioners and management students alike. It is now
frequently recommended that the two objectives be
Procedurally separated where possible. Meyer, et al.,21
in their 1965 study of'employee performance appraisal
System at the General Electric Company recommended,
among .other things, that separate appraisals should be

held for different purposes. They concluded that:

It seems foolish to have a manager serving in
the Self-conflicting role as Counselor ...
when, at the same time, he is presiding as

Judge over the same employee's salary action

’

20

L. L. Cummings and Donald @ Schwab, '"Desi
P signing
Appraisal Systéms for Inform ’

a , ation Yield," California
=2dement Review, Vol.20, No.4 (1978) p. 19

21" He M .

Roles in pl 5! E+ Kay, and J, R. P. French, Jr., "Split

3 Performance Appraisals," Havard Business Review,
Anvary/February 1965) PPe 123 - 129
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case, (p.127)

More recently, Beer and Ruh described a three

stage appraisal system developed at the Corning

Glassworks.22 One of the major purposes of the three

stages is the divorce of the development and evaluative

aspects of the employee appraisal process.

Having briefly considered the problems confounding
the process of employee performance appraisal, we now

turn to a review of two of the more widely used and

discussed appraisal techniques, namely, the traditional

Subjective trait approach and the more objective

Fesult-oriented approache

@+ OSubjective Traditional Approach

For many years, and even commonly today, many

Companies have evaluated the performance of employees

against the standards of traits and work-briented

Characteristics., In this traditional technique a list

Of traits, which are considered as significant to the
employee's potential performance, are compilled.

Employees are then evaluated by their Supervisors on

22" s
ichael Beer ang Robert Rul,, "Employee Growth through
Performance

Management", Harvarg Business Review, (1976)
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these characteristics via a graphic scale of one form

or another., A typical system might list ten to fifteen

personal characteristics, such as leadeﬁship, initiative,
intelligence, co-operation, interpersonal relations,
maturity, and personal apprcarance.23 It might include
Such work-oriented characteristics as job knowledge,-

ability to complete assignments, and production or cost

contrel. 1In evaluating the performance of an employee,

SRS SPPEalser 18 required to choose one of five or six

ratings ranging from unacceptable to outstanding.

In trying to find out reasons for popularity of the
. 24
trait-based approach to performance appraisal, Kelly

believes that we have "drifted" into the trait approach

for three reasons, First, part of the answer lies in

the "increased general'interest in psychology and

PSychiatry and in an attempt to utilize the significant

findings of these Sciences." 1In other words, we have

become more prone to explain effectiveness by

PsychOIOgical and psychiatry measures. The second

Feason is that some jobs, such as that of a University

Pr°fe‘3°ra have very abstract productivity criteria

Pre—

23 ,

A R. Staurt Murray, "Managerial Perceptions of Two
Ppraisal Systems," Californla Management Review, Vol.23,

No. 3 (1981) p. 93 :

24 '
. Phillip R, Kelly, "Reappraisal of Appraisals’ “Havard
Usiness Review, 'May/June 1958)
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assoclated with them. A third factor relates to the

Manager's job; practically every study has found
Successful managers to be strong leaders and have

emphasized human relations skills.

~ Although the traditonal trait-based approach has
become the most widely used, it is also the most
criticised on account of its shortcomingse The first
major shortcoming of the trait-based approach is that
the appraisal procedure leads the superQisor-to judge
his subordinate in terms of personality traits. But,
as Kelly argues, to recognize that personality traits
and character are important is one thing; to do

something about them is quite another.>>

Indeed, it amounts to quackery for a manager to
delve into the personality of a subordinate in an
official performance appraisal that goes into the

Permanent records and affects his career. As psychologl.st
would tell us, the human personality is a complex and
highly abstract concept., Th:o same psychologists even

disagree on the definition and approach to human personality.

25
Kelly, op.cit., p.92
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The second major defect of the traditional
approach is that it has not achieved widéspreaq
acceptance among the users of the system. Here we are
discussing not so much the technique, but the mctivation
of those called upon to evaluate the performance of -
others., A superior's motivation to evaluate begins with

his or her perspective on the appraisal process. Two

points stand out.2® First, the average supervisor knows

who his effective employees are, even if he can not
explain the reasoning behind his assessment. Therefore,
from a motivational point of view, the majority of
Supervisors conduct a formal tfaditional evaluation
because Superodinates, subordinates or perhaps the
Personnel department has requested or mand#ted it From
& Supervisors perspective he or she is being asked to
duplicate an assessment already made and is doing so not
to faéilltate the performance of his own job, but is
doing SO for somebody else's benefit. The inevitable

Fesult is that Supervisors tend not to be very

discrlminatlng. They end up writing a vast guantity of

inflateq Feports filled with superlatives. Koontz

lllustrates this problem by citing a study of U.S, Naval

26 :
wéaohﬂ Nalbandian, "Performance Appraisal: If only Pecple
Fe Not Involved," Public A ministration Review, Vol.41,
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Officers which was conducted in the late sixties. 1In

this study it was found that "of all officers of U.S.
Navy rated over a period of time, 98.5 per cent were

'‘outstanding' or 'excellent' and only 1 per cent were
'averége'"27

»

The second point is that supervisors often ‘
_SXperience discomforting consequences with the interview
which is required in most formal appraisal systems.zé
Douglas McGregor describes the supervisors' resistan#e
to éxcessive responsibility of subjective evaluationf

Procedure., He potes that "the conventional approach,

unless handled with consumate skill and delicacy,
constityute something dangerously close to a violation
of the integrity of the personality. Managers are

uncomfortable when they are put in the position of
'Playing God! n29

7
leifornia Manage

ment Review, Vol.15, No.2 (1972) p. 48

2 )

8.‘,. 9Mas Decotiis and Andre Petit, "The Performance
APPraisal Process: A Model And Some Testable Propositions,"
Acad, “‘%MLM- Vol.3 (July 1978) pp.635-646

9
Dcuglas McGregor, "An Uneasy Look at Performance
Appraisay ,» Havard 8

usiness Review, (May/June 1957) p. 90
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Nalbandian,3o while agrecing with McGregor's views,
takes a‘slightly different tagk. He argﬁes that one can
not limit the problem of emotionally discomforting

consequences to the discomfort of "playing God", or the

23
guilt associated with the power to appraisees”

: § 32
Nalbandian tends to agree with Oberg,“ Thompson and

Dalton,33 that the problem is more closely ralated to the

Subordinate's reaction to evaluation. The discomfort
arises mainly because subordinates tend to see the

Supervisor's evaluatidn as being less favourgble than

self-estimates.'

1

b. Objective Results-Oriented Approach

Events and trends in managerial thinking during the
Past two decades have transformed the predominantly

evaluative Philosophy found in the traditional trait-based

approach. Several of these events and trends giving

impetus toward a broader concept of appraisal can be

ONa1bandian, ibid., p. 394

!

Harry Levinson, "Management By Whose Objectives?" Havard
S Review (July/August 1970)

3 .
zﬂlnston Obergq, "Making Performance Appralsal Relevant"
Havard Busi .

T ————=2003s Review, (Jan/Feb 1972)

33Paul H.

Thaupaon and Gene |
Managers

e D,o1ton, "Performance Apyralsol:
Seware," Havard Susiness Review (Jan/Feb 1970
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distinguished.34

To begin with, there has been an increasing awareness
that traditional appraisal techniques have miserably
failed to capture the full variance or range of an
employee's performance. This is caused in part by the
te“ae“CY of evaluators to commit systematic errors when
appraising the performance of their subordinates. We
have already referred to the tendency toward

unrealistically favourable evaluation.35

-

Also appraisers may tend to avoid spreading out
their evaluations to fhe extent warranted by the actual

Performance differences among the appraisees. These and

Other errors, in evaluéting employee performance are

well known and have generated considerable skepticism

Concerning traditional appraisal procedures.

Secondly, trait-based evaluative appraisal procedures

became a fevourable straw man of a number of advocates of

work and Oorganization humanization. Representatives arae

J‘L

+ L. Cummings and Donald ¥+ Schwab, "Designing Appraisal
Systems for Information Yield", California Management
eview, Vol.20, No.4 (1978) 7419
35

Koontz, op.cit., p.48
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Douglas McGregor36 Chris Argyris?7 and Peter Drucker.38

BEach attacked the traditional evaluation system of

appraisal as mechanical, hierarchically centred and

contrglled, and demotivating artifacts of the

bureaucratic system,

The truth in these assertions was evident enough

to persuade others to jump onto the bandwagon of popular
attack, and Pessimism concerni

ng traditional trait-based
app;aisal.39

& |
The early results of an empirical study of
|

|

Feactions to appraisals among General Electric employees

Seemed to lend support to these largely philosophical

and normative assertions by McGregor and others.
study,

In the

which we have alluded to in previous paragraphs,

6 .
Douglas McGregor, The Human Side Of Enterprise, (New
York, McGraw-Hull 1960) ch,.6

37Chris A

rgyris, Personality A s
Conflict 4 : nd Crganization: The

M—.——r_‘-
Tes Between the Svsten And The lodividual,” (New York,
arper Bros, 1975)

Peter P, Drucker, The Practice Of Mana ement, (New York
Harper & Bros, 1954) g ; ;

39
See, for éxample, P. H. Thonpson and G. W. Dalton, Ibid.,
and alzo Albert

P W. Schrader, "Lu:ts Abolish The Annual
erformance Review! Management of Personnel Quarterly.
(1963) Pe 298, ~ X .




it was observed that managers typically resisted
conducting employee appraisals. Subordinates on their
part typically did not improve on their performance

éven after receiving managers' evaluation on their work.
Indeed, employees were reported to react in a hosti}e
and defensive manner when their supervisors attempted to

K, 40
improve their performance through evaluation and feedback.
Thus, the essentially speculative arguments of the 1950's

and 1960's and some empirical evidence suggested that

traditional trait-based appraisals were of doubtful value,

/

As a consequence of these events, specific strategies
and techniques for implementing development-oriented

Performance appraisal systems were developed. These

Systems have been variously labelled management by

Objectives (MB0), Mmanagement by results, goal oriented

maﬂagément, and purposive management. These programs

have one thing in common in spite of the diversity of

labels and.techniques; they share an emphasis on

Performance improvement rather than performance evaluation.

There are several advantages credited to the

41

Objective results-oriented approach. Koontz in his

1972 article cites a number of advantages to be gained

through results-oriented systems or systems based on the
Process

$ of Management by Cbjectives. One of the greatest

40
Meyar. et al., op.cit., p. 126

Harol4 Xoontz, Op«Cit., pp. 48 - 50
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advantages of MBO-based systems is that it dictates job

analysis, employee participation in setting objectives

and communication of these objectives. Again,

qualification and quantification of the Objectives in
Specific terms serves to enhance objectivity thereby

leading to a high degree of formalization and

standardization.

As we have seen in earlier paragraphs, one of the

most frusttating problems of the traditional system is

t

in informing employees of inadequate performance. This

type of feedback is made easier, since the communication

is bpased on Previously agreed objectives and standards
Father than on purely subjective assessments. This is

not to say that Subjectivity is completely eliminated,
however, The important thing is that with MBO-based
appraisal systems it is more open to discussion and
eéxamination, since the most subjective aspect is the

determination of appropriate objectives and standards
of accomplishment,

Result-oriented appraisal systems also have

ldvantages in terms of the nature of evaluation and its

Acceptance by émployees. Although there has been little
Systomatic Fesearch on the effects of results-oriented

APPraisal systems, one study will be cited.

This was a longitudinal study in a large public
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organization in the United States?2 Two major conclusions
were made in this study which involved a sample of 169

Managers in the organization during the period when MBO

was 1n;roduced and evaluated, First, MBO resulted in

more critical appraisals. Over the five years period of

the study it was observed that the percentage of

"above-average" appraisals dropped from 62 to 16. Second,

MBO yielded improved satisfaction with the appraisal

System despite the dramatic drop in frequency of abovg-

average appraisals., The percentage of employees

;
dissatisfied with the appraisal system dropped from 11

to 5, and 66 per cent saw the system as a definite

1mprovement. 2t is interesting but hardly surprising

that these gains were made even though the employees
did not Perceive an increased linkage between evaluated

goal attainment and Compensation and/or promotion,

Result of this ang other studies clearly indicate

that MBO or any of its variants, has potential to be an

effective approach to the management and appraisal of

and Srganization's human rescurces.

——
- ——

Ouane Thempson, "Performance Appraisal and the Civil
Service Reform Act"

Public Personnel Managment
Vol.12, No.1 (1983)"p. 363 -
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3. Empirical Research

As stat#d earlier, there has been little systematic
Fesearch in the field of employee performance appraisal.
A scrutiny of various publications show that most oﬁ%
Studies have been conducted on feedbgck, its nature and

frequency, and how this affects both the subordinate and

the supervisor. There is cne relevant study made in

the United States of America following the Civil Service

Reform Act (1980). At least one British study has been

undertaken in this field as far as we can tell. The
- Feview of empirical findings will start with research

work on feedback, followed by one U.S. study, and finally
the British study will be reviewed.

Ilgen, Fisher, and Taylor43 have put together a

Major work of the last decade on the conceptual

development of feedback. The authors provide a thorough

reVlgw of literature through 1977 and intergrate this
literature'into a& model of intraindividual process

through which feedback is hypothesized to influence

individual Fesponses. This celebrated work provides a

43 ' ,
Daniel R, Ilgen, C. D, Pisher, and M, s, Taylor

Consuguences of Individu

Organizaty

al Feedback On Behaviour In
ons," Journal oOf Applied Psychelogy, Vol.t4,
(1979) PPe 349 371
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fruitful base for the expansion of the empirical
literature on both the effects produced by feedback

and the process involved,

One recent study44 has interprated the effects of

employee performance feedback through the attributional
Process. This study carried out by Ilgen and Knowlton,
jre, was

concerned with the evaluation communicated to

the subordinates. It was hypothesized that performance

evaluations of 1ow performers will be significantly
higher when Prepared as feedback than when they are

Prepared before the Supervisor is aware of his or her

need to give feedback, The Second purpose of the study

Wa3 to explore the effects of performance attribtuions

on feedback, Utilizing the basic attributional model ,

this Study has examined the effects of feedback given

poor Performance by subordinates.

this was a laboratory study involving

forty SUPervisors of three-person work groupse. The

SuUpervisors directed the Performance activity of the

9roup members and gave feedback to one of three

Willian A Knowlton,
onal Effects On Feedback From
Upervisorg » 0

) fganizational Behaviour And Huma
Porforuance, Vol.25 Ne, 3 1980) pp. 441 - a%¢

-



43
subordinates. Tn each case, confederates served as
subordinates and both performance and attributionally

relevant information about performance were manipulated.

The data showed that, when required to give feedback
to subordinates, supervisors significantly distorted
thelr feedback to make it more positive for low performers
and that this effect was most pronounced for those for

whom supervisors believed that poor performance was due

to lack of ability. 1In addition, the nature of specific

feedback given to subordinates varied as function of

performance attributions,

In conclusion, this research clearly demonstrates

the complexity involved in attempting to predict the

effects of feedback. Not only must one examine the

form and content of feedback, per se, but attention

must also be given to the attributional tendencies of

the Supervisor and the subordinate.,
One Study by Komaki, Waddell, and Pearce?? reported
main

effects for both feedbazk and participation in

decisicon making as well as interaction effects exhibiting

greater response to feedback, given participation.

45

4 Judi Komaki, Willlam M. Waddell, and M. George Pearce,
The Applied Eehaviour Analysis Approach And Individue.
Employees: 1

mproving Performince In Two Small Businestes"
Organization Behaviour and Humar Performance, Vol. 19,
No. 1 PPe - 352




34
In this study, strategies and techniques of applied

behaviour analysis approach were used to improve

performance of 1nd1v1du§1 employees in two small

businesses. Desired goals were described in observable

terms, performance. repeatedly monitored and observer

feliability assessed.,

)

In the grocery store, several potentially
Feinforcing consequences (time-off with pay, feedback,

self recording) were arranged for desired performance

and desired tasks were clarified. A multiple-baseline

design across behaviours was employed. The main

Performance level of the three behaviours improved

from 53, 35 ang 57 per cent to 86, 87 and 87 per cent
Fespectively,

Several other investigations have reported evidence

Felating feedback and goal setting as independent
variable;.

Erez1® Feported evidence interprated as indicating

that feedback is a nNecessary cendition for goal setting

to have a Positive performance effect. This finding

has met with mixed replications. A number of studies

Erez "Feedback: A Necessary Condition For Goal sat-ing
Performance Relctlonshlp“, Journal Of Apnlied Psycho'ogy,
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have found that the presentation of either feedback or

goal setting, given the other enhances responses.

Strang et al.,47 have demonstrated this on arithmetic
Problems in a laboratory setting. In this study Stréng
and associates found that (a) the effects of motiv: tional
knowledge of results (KR), i.e. feedback, depend upon
goal conditions and more specifically (b) that knowledge
Of results(KR) is maximized when goals are hard. It
Was concluded that "the findings suggest that KR may

function not only as a completement but ... as a

necessafy partner of goals in determining subsequent
Performance "

Beckef48 has done likewise in a study of residential

energy conservation. The study was designed to examine

in a fielq setting the motivational effects of feedback

and goal setting on performance of a task that involved

residential énergy conservation, Eighty families were

asked to set A goal to reduce their residential

Clectriclty Consumption for several weeks during summer,

‘7Harold R, Strang, Edith Ce Lawrence, and Patrick C,
Fawler, "Sffects of Assigned Goal Level and Knowledge of
Results on Arithmetic Computations: A i vy igad Praag { W
Journal oOf Applied P

sychology, No.4 (1978) pp. 446 - 450
4
aLlUl"‘l\C. N BQCKQ!‘, "

Joint Effects of Feedback and Goal
Setting oOn Performance:

A field Study of Residential
8“"9? Consarvatlon,“ Journal Cf A lied Psychol ’
Vol. €3, No. 4 (1978) PPe 428 = A
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half of them 20 per cent (a difficult goal) and half
By 2 per cent (an easy goal)., Within each of these
greups, half of the families were given feedback three

times a week about their consumption, Twenty more

families served as a controls The researcher hypothesized

that families who were asked to cut their consumption
drastically and who were also given feedback about their

pProgress toward the goal would conserve the most

electricity. As a corollary, conservation was not

expected to occur in the other groups relative to the

control. This was expected because both a difficult

goal and feedback were assumed to be necessary elements

of a motivational effeqt.

The results showed that conservation was facilitatad

MOSt by both assigning families a specific difficult

Conversation goal and giving them feedback about how well

they were c¢olng with respect to the goal. It is

1nterest1ng to note that only the 20 per cent feedback

9roup performed significantly better than the control
group. It was therefore concluded that improved '/

Performance was a result of the joint effect of feedbach
and goal setting,
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Dossett et al.49 have reported generally similar

result in a more complex experiment involving two

types of goals (assigned Vs. participatively set),; and

feedback. And Nemeroff and Cosentinoso have reported

improvements of the skill levels of perfortance

appéaisers utilizing feedback and goal setting.

The purpose of the Nemeroff and Cosentino study
was to investigate the effects of behavioural feedback

and goal setting as a method of improving the performance

appraisal skills of managerse Specifically, the purpose

was to determine if improvements would occur when
Managers were provided feedback about subordinates®

Perceptions of their (Managers') behaviour in the

appraisal interview. In order to accomplish this, a

field experiment was conducted in which three conditions

Were compared: (1) feedback (2) feedback plus explicit

goal "setting, and (3) Control group.

X Dennis L. Dossett, Gary p, Latham, and Terence R. Mitchel,
Effects of Assigned

Versus ?artlctpatlvely Set Goals,
Knowledge of Results and Individual Differences On Employee
‘Behaviour when Goal Dif

ficullLy Is Held Constant," Journal

Applied Psychology, Vol.Gi, N0e3 (1979) pp. 291 = 298

wayne F, Nemeroff, and Jos

eph Cosentino,"Utilizin
Fecdback and P entino, 9

Goal Setting To Increase Performance Appraisal
Interview Skills of Manager," Academy of Management
Journal, Vol.22, No, 3 (197" PPs 566 = 576
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The results of Nemeroff and Cosentino showed that
the feedback plus goal setting condition was superior
to the control group on subordinatés},perception of |
interview Success, on their motivation to ;mprove, gn

their satisfaction with the interview and on the

subordinates absenteeism rate,

Cn the question of the effects of specific forms
and contexts of feedback, a number of studies have

51
been dcne including Fisher's 1979 studye

"In this study Fisher confirmed that supervisors
tend to distort information when sending negative
feedback to employees whose performance is below average.,
Supervisors also show unwilliﬁgness to provide negative
feedback as evidenced by increased latency relative to
that found when Providing positive feedback.

To we have seen

that feedback to individuals about effectiveness of
their behaviour,

Summarize this section on feedback,

frequently is advccated as a means of

influencing employee performance. When paired with goal

51
D. "Transmission of Positive and Ne atlve
Peadbick To Sun. -

ubordinates: "A Laboratory Investigatior "
2urnal Of Applied Ps chology, Vol.62 (1977) PP«624 -~ 627
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setting, performance feedback increases probability that
the individual will achieve or exceed goalse Alsb, there
is greater Fesponse to feedback given participation’ by
subordinates in setting goals. Thus, it is widely

accepted that specific goals lead to imrpoved perforwance

if feedback is provided,

Murray52

carried out a longitudinal study of employee
Feactions to two types of appraisal systems to aid managers

in the selection of appraisal techniques,

It was hypothesized that managerial reaction to
various aspects of appraisal would be more positive under

the results-oriented approach than under the subjective

trait-baseqd approach,

The data was Collected from a division of a large,

international petroleum company over a three year period

from 1976 to 1979, Eight months before the installation

of the Fesults-oriented appraisal system, a questionnaire

Was administered to the 87 managers in the division with

the view to determining the extent of their satisfaction

with various aspects of the appraisal

system in use,
hamely,

the trait-based appraisal system, Twenty four

o

52

R. Stuart Murray, "Managerial Perceptions of Two
Appraival s

Ystems," California Management Review, Vol, 23,
No.3 (1980) pp, 95 . geirornia ,
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months after the tralt-approach was abandoned and the
Fesults-oriented program formerly adopted, a second

questionnaire was administered to the same managers

irrespective of whather their assignments had changed

in the interim. Both questionnaires were administered

On company time and respondents were assured of

confidentially.

The results showed that employees in this study

viewed the results-oriented appraisal system

Significantly more positively than the more subjective

trait approach.,

The British study was conducted in 1977 by Walker,

P16tcher, Williams and'Taylor53 of the Behavioural

Science Research Division of British Civil Service

Department, Basically this was a survey of appraisals.

Schemes 1nvestigat1ng the effects of appraisals, how
they are used, and of openness, i.e. letting the
appraisee sse the written record of his assessment,
The Question posed in this survey was: what effects, if

any, do openness and subordinate participation in

appraisal actually have on the assessments recorded and

r—

53
James walker,
Keith Taylor,

Clive Fletcher, Richard Williams, and
Case?®

"Performance Aporaisals: An Open or Shut
» Personnel 2eview, Vol .6 No.,1 (1979) PP«38 - 42
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and on the uses to which they can be put,

Twenty five organizations were chosen for the i

SUrvey. These organizations were chosen because thay

all employed significant numbers of managerial and

Clerical staff, Although the twenty five in the study

did not constitute a random sample, they were considered

to be representative of a wide cross section of private

and public sector bodiese.

A questionnaire was designed to provide information
On a‘wide range of issues, including completion of staff

Feports, 6penness and participation in reporting,

appraisal interviews, and strengths and weaknesses of

OFganization's appraisal scheme. The questionnaire

formed an interviews guide that covered each topic in
depth,

The sdrvey found that opinions and experience

diferreq widely on the effects of openness on appraisal

Standards, but the overall impression obtained by the

Authors was that open appraisals may lead to lowering

°f standards of employee performance evaluation in some

Cases, Again, it was found that the part played by

written stars appralsals in the promotion and pay

Procedures of organizations was not closely related to
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the openness of the appraisal system operated.

The authors concluded that in terms of effect
openness has on the quality of assessments and on
the uses they are put to, "the verdict on the case

for (and indeed the éase against) open staff appraisal

Must remain 'not proven.'."54

S
‘Halkcr, et al., Ibid, p. 42



CHAPTER III !

RESEARCH DESIGN

1. The Sample

Two samples were drawn for the purpose of thi

Study. The first was a sample of appraisees and the

Second was a sample of appraisers. We shall bugin by

explaining the procedure used for selecting the first
Sample,

a. Appraisees

On €ngagement, each employee of the Commission is

allocated a three-digit personal number prefixed by

the figure 100. A check in the payrolls indicated that

there were large gaps between personal numbers allocated

to employees, These gaps occured either because some

Numbers were never allocated in the first place, or

because labour turn over has resultcd in the deletion

of some Numbers, Lack of continuity in personal numbers

Made it hNecessary to pick from the table of random
ﬂUnbers, Personal number in excess of 55 which is 10 perr

cent of employees of the Commission. The decision was

to pick 260 personal numbers from the table of random
RNumber: ang then check them against the payrolls,

43
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It was found that out of 260 numbers, 189 fell into one
Or more categories of numbers which were unsuitable for
the purpose of this study. Table I below shows the

ditribution of the initial group of 260 personal numbers.

Table I - Distribution of the initial sample of two

hundred and sixty numbers

Personal numbers not in the payroll 143
Employees at job groups L,M & N55 : 3
i R " A,B & C 4

- in field offices 26

o away on leave 8

" " in training 5
Employing forming the sample 71
Total 260

Employees in job groups Ly M & N could not be
included in the sample of aposraisees because these are
the Principal appraisers in the Commission. Similarly,

employces at Job groups A, B & C were excluded because

See Appendix

- IV for senicrity grading of employees in
the Commission
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their low level of literacy would not have allowed them
ko 9ive meaningful responses in the self-administered
Questionnaire. Again, for financial reasons, employees
in the field offices® and those away on leave or in
training were excluded from the study. This left only
n employees who formed the sample of appraisees. This

makes up 12 per cent ‘of appraisees,

be. Appraisers

The second sample was made up of appraisers whose
°Dinions and attitudes to the appraisal system were ﬁo

be measured via the appraisees' questionnaire,

Al though twenty-eight appraisers were identified,
fifteen of them who are in field offices were excluded
from the Study because of financial reasons. Again,
Using a table of random'numbers, 8 appraisers were
Selected for the studye. While it was not desired to
9ive the questionnaire to the whole population of
‘Ppralsers, it was thought that any sample comprising

©f 1235 than eignt appraisers would be too small for
analysis,

Thare are fifteen field units one each at Kilifi,
Chakos, Kitul, Embu, Murang's, Nakuru, garingo, Nandi,

Kakanaca 8 . :
: o, Sungoma, Siaya, Kisuwu, 3South Nyanza, and
Kisy: districts, ’ Ya, ' ’
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57
2. The Interview Guide

An interview guide was prepared and seven chief
executivé officers of Teachers' Service Commission
were interviewed. These are department/section heads
who are the principal appraisers. In addition to these,
the acting Principal Finance and Establishment Officer58
i APP & EQ) and the Co-crdinator for Higher Education (CHE)
were also intervieﬁed. The target population was nine

|

départment/section heads, the two co-ordinators, thef

PF & EO, and the Secretary and his deputy. Two |
department heads were not interviewed because one of

them was abroad on a post-graduate course, and the other

was taken 111 during the interviews. The Co-ordinator

for Basic Education (CBE) could not be interviewed as

She was Cverseas on an official course. Similarly, the
Commission Secretary aﬁd his deputy could not be interviewed
as the former was on leave and the later was too busy on

r°‘°"Qanizatlon following merger of the former two

education Ministries into one Ministry of Education,

Science and Technologye.

——

57
Sec Appendix Vy "Interview Giride"

safhr. P

& EO was away on a onc year study leave



47

Before the research project began at the Commission's
headquarters in Nairobi, permission was sought and granted
to the researcher by the acting PF & EO. Correspondence
between the researcher and the acting PF & EO is shown
in appendix VII. In addition to granting official
Permission, the acting PF & EO circularized all
department/section heads about the impending research

Project. This circular is shown at appendix VIII,

The interviewees were assured that thelr views and
Comments would be treated in complete confidence and

that their identities would not be revealed.

The interviewees were extremely co-operative and
in all cases they indicated that they had been expecting
the Fesearcher. Since the researcher has been expected,
1t was foung easy to start the interviews. In almost
all cases it was the interviewee who started off the
1l'\tervi.ew by giving his or her own views or comments
about the present appraisal system. The interviews
took an average of thirty minutes with the longest
Interviey taking just about an hour and the shortest
faking about fifteen minutes.

5
3. Appraisees' Questionnaire 9

A self-administered questionnaire was completed

—

59
See “ppendix VI, "Appraisees Guesticnnaire
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By 49 appraisees. These included employees between job
9roup D and job group K, both grades inclusive.®? The
Sample was 71 appraisees but twenty two of them did not

Feturn the questionnaires

Introductory information for respondents whic! was
deemed necessary was presented in a letter attached to
the questionnaire. This letter is shown at appendix IXe
The Purpose of the research project was stated so as to
Feduce suspicions about the "real" purpose of the study.
The University of Nairobi was mentionedwas a sponsor in
dddition to the fact that the researcher is also an
€Mployee of Teachers' Service Commission. The anonymous
and €onfidential nature of the research project was
Stressed. Each respondent was requested not to write

his or her name or in anyway attempt to identify himself

Or herself,

Questionnaires were arranged according to sections
8Md subsequently passed to section heads to deliver them
to the respondents. For each questionnaire, a hard
€nvelope was provided so that after completing the
q"QStlonnaire, a respondent would seal it in the envelope
ANd deliver it to the PF & EO's office for collectior by

the F2searcher. The sealing of the questionnaires

\,.

60

tnetS @Ppendix IV for seniority grading of employees of
¢ Counission

e
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further assured respondents that their answers were going

to be seen only by the researcher,

The questionnaire was composed of four sections,
Ay B, C & D. Section A consisted of four questions Vhich
Fequested personal data such as age, job group, an"the
Fespondent's section. Section B consisted of six
QUestions intended to find out the nature of the appraisal
System and how well the appraisees understood its process,
Section C which consisted of nine questions was intended
to find out the;perception of the employees in the
Performance-promotion linkage. Some of these questions
als0 measured employees attitude to their present appraisal
System. Section D consisted of seven guestions which were
intended to measure employees attitudes toward (a) their

Ofganization, (b) supervision, and (c) co-workers.

The same questionnaire was administered to a sample
©f 8 appraisers. Only 5 out of eight returned the

QUestionnaires.

The questionnaires were delivered perscnally by the
r'searcher. As with the sample of appraisees, the

‘“°“Ymous and confidential nature of the research project

Was stressed,



4, Data Analysis

Interviews were used to gain a thorough knowledge
Oof the various aspects of the present employee appraisal
System. This was then presented in as much details as

possible.

Data on opinions and attitudes on the present
.appraisal system was analysed using percentages. Analysis
Was extended to make comparison between the attitudes of

Appraisees and those of appraisers.

5. Further Limitations

This séudy caﬁ not rule out the possibility that
SOme respondents may not have fully understood some of
the questions in the self-administered questionnaire,
There are two reasons for this suspicion. First, due
to financial and time constraints the questionnaire was
Not pretested, Pretesting would have involved
travelling ‘to field offices to avoid sensitizing
Fespondents at the Commission's headquarters in Nairobi,
Second geason is that questions which ask an employee
3bout aspects of a confidential appralsal system,
QUestions which do not relate directly to respondent's
Personal experience, may not have ellicited meaningfil

Fesponses.
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The other limitation of the study is that,'although
confidentiality and anonymity of the respondents were
assured and stressed, some respondents' belief regarding
the.'real' purpose of the project could have influenced
the quality and truthfullness of their responses,
Particularly when the.respondents were requested to
deliver the completed questionnaire to the office of one
Oof the top management members of the Commission, the

Principal Finance and Establishment Officer.

Finally, the deliberate elimination of employees
in the field offices could have possibly materially
affected the data so that we can not confidently talk

Of the results being representative.



CHAPTER 1V
" PRESENT PERFORMANCE APPRAISAL SYSTEM

1. Introduction

As stated in the introductory chapter, the purpose
Of this study was to examine the Commission's employee
Performance éppraisal'system with a view to discovering
its strengths and weaknesses vis-a-vis the purpose for
whighiit was designed. Another objective of the study
was to measufe the attitudes of both the apéraisees and

dppraisers to the present appraisal system.

In this chapter the results of the research are
Presented. First, the results of the interviews with
the Commission's chief executive officers are discussed.
This is followed, in the next chapter, by presentation
©f the attitudes and opinions of a sample of both the
Appraisees and appraisers on (a) various aspects of the
appraisal system, (b) the supervisors, and (c) the
Commission as an employing o.-ganization. The research
instruments used for data collection are (1) the interview
gQuide at appendix V, and (2) tha appraisees'’ attiﬁude

Questionnaire at appendix VI.
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The interview guide was designed to give as much
information as possible. Only 7 of the nine chief

executive officers were available for interviewe

Of the two who were not interviewed, one was away:
abroad on a post-graduate course, and another had been
taken 111 at the time the interviews were belng ‘conducted.
In addition to these seven chief executive officer, two
Of their superiofs were interviewed. These were the
Higher Education Co-ordinator and the acting Principal

Finance and Establishment Officer.61

The Commission Secretary and his deputy were not
available for intefview because the former was away on
 1eave and the later was too busy with the re-organizaéion
following the merger of the former two education
ministries into one Ministry of Education, Science and

Technology.

" 2. Present Appraisal System

The first item in the interview guide was on the

Purpose for which the confidential evaluation reports

—

61'rhe Principal Finance & Establishment Officer was away
On one year study leave
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are made. All interviewecas indicated that evaluation
of employees is done for only two purposes, namely
(a) for premotion, and (b) for purpose of contract

renewal .

In answer to the second part of the question,
again, all the interviewees indicated that each of
these evaluations are made on separate occasions.
The interviewees indicated that on both these occasions
the initiative is taken by the empioyee. In other
words, if the employee does not apply for renewal of
his contract then an evaluation would not be necessary.
Similarly, an evaluation will be made for the purpose
Of promction only when the employee applies for premotion
into a post which ﬁas been advertised. All this is to
Say that formal employee performance evaluations are not
Made on a reqgular basis for all employees across the

board.

The secondlitem in the intervicew guide indicated
that thare is no standard procedure of employee
Performance appraisals., This is because, while five of
the chizf executive officers stated that they were tie
Only officers who made confidential evaluation reports,
two irndicated that they shared or delegated this
function. Further probing was done on lack of

delegation among the five chief executive officers.
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Three indicated that they knew thelr officers well
enough and therefore did not need to discuss evaluations
with their deputies or appraisees' supervisors. The

two were of the opinion that confidentiality of the
evaluations would be assured if there was no discussion

with deputies and appraisees' supervisors,

Where the chief executive officer has delegated
employee performance evaluation to his or her juniors,

delegation roughly followed the following pattern:-

Appraisees' Appraisers
Job Group Job Job
: Giroup Grade
e B, Y H I
G, H J I
J K Senior

The above pattern shows that each person in a
supervisory position, save those on job group G, is
responsible for evaluating the periormance of his
subordinates. Invariably the parformance of all
officers at job group K is c.aluated by his or her
immediate superlof who is the chief executive officer

in charge of that department.
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‘ Responses to question no.3 made it possible to
identify eighteen more appraisers in addition to the:
chlef executive officers. This figure became helpful
in determining the sample qf appraisers whose attitudes
and opinions were measured vide the appraisees!

questionnaire,

Question number 4 was designed to find out if the
appraisers have had any formal training or instructibns

|

on how to make employee performance appfaisals. Allf
the appraisers interviewed indicated that they had nLver
had any formal instructions, guidance, or formal training
on how to make employee appraisals. All appraisers
indicated that they fill the confidential report forms
as best as they can. In fact, three appraisers were of
the opinion that the appraisal forms or confidential
Leport forms were simple enough and therefore no formal
instructions or training was necessary, However, two
adppraisers saw the need for some formal training on
Performance evaluation because they reasoned that the

Current procedure does not ensure comparability in

Feports filled by the different appraisers,

For an appraisal to be falr, employees must be

&ware of what job behaviours are required of them,
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This means that each employee should have a proper job
description which is up to date. The job description
then becomes the basls for a performance evaluation

report.

Question 5 asked the appraisers if their
subordinates had current job description. Again all
seven appraisers indicated that their subordinates
did not have current job descriptions. However, in
response to question 6 all interviewees informed the
researcher that they had a schedule of duties for all
their subordinates. The appraisers were of the opinion
that their subordinates were amply aware of the
contents of their jobs and their roles in those jobs,

Appraisers were asked whether they made any
discussions with any other person immediately before
or immediately after the confidential evaluation report
was written. Table II below gives an indication of the

extent to which evaluations are open or closed,
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Table II - Number of Appraisers Saving They engage in

Discussion Before Or After Evaluations

\k.
Discusses With
None
Appraisee
&
Appraisees' Supervisor

Appraisers' Superior

Any other person

Number of Appraisers

Before After

l < Ihi 5 WG
‘ ol ,c: SR TR

The above table shows, in the first place, that the

Present appralsal system is closed to the appraisees.

None of the appraisers held any form of discussion with

the appraisee who is the subject cf the evaluation report.

This indicates that the present employee performance

evaluation system at the Comaission is strictly

confidential. Indeed, the system is so confidential rhat

Only one appraiser indicated that he involved the

Appraisees' immediate superviscr in the evaluation,
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Question No.8 was intended to find out the reasons
for secbecy in evaluation reports. Those appraisers
who indicated that they held no discussions with any
other person, were probed as to the reason behind lack
Oof discussion. Table III below gives the various
reasons given for confidentiality in the present

appraisal system,

Table III - Reasons for Secrecy in evaluation Reports

AVOid emotional reactiéns @eccesssecsvescnsssssensoe 4

A tradition in the Comm1351on @0vcescesscnsesssnssse 1

Maint&in gOOd interpersonal relations eevsvecsscssces 1

Total

6

/

From the above table i. will be seen that four out
Of seven respondents said thet the reason is to protect
the appraiser froﬁ the possilile emotional reactions.of
the appraisee in the event ar unfavourable evaluation

Feport is given. The sanme respondents added that even
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when the evaluation is favourable or average, problems
may arise because employees with good reports may have
their hopes unnecessarily raised. One respondent
thought that confidentiality was merely a tradition as
he did not see anything wrong in letting employees know
where they stand. Ohe‘respondent saw the reason as
being the desire on the part of the appraisers to
maintain good interpersonal relations with their
subordinates adding that %.. it is difficult to tell}
your junior that his evaluation is unfaQourable, whe%
all along you have informally led him to believe that
his performance is good." It would therzfore appear 
that-because of the appraiser's reluctance to give
feedback to low performers, confidentiality has been
found necessary if evaluation reports are to reflect

a true picture of the appraisee's performance. That is,
the appraisers would be more honest in their appraisal

reperts if they were assured that appraisees will never

know what was said in the report.

Question No.9 was inteded to find out why some
appraisers chose to hold discussion before they wrote
confidential reports. As table II indicates only two
out of the 7 appraisers interv.ewed indicated that

they held such discussions. 7Tie reason they gave for

holding such discussions was to secure more information
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about the performance and personality characterisztics

of the appraiseese.

Another look at table II shows that appraisers’
superiors or top level administrators took little
interest in the appraisal process. As the table shows
only one interviewee indicated that his or her superior

was involved in the process of employee evaluation.
\

Indeed, it transpired that appraisers! supérfors
had no part to play in the evaluation of the performance
of employees. All chief executive officers interviewed
indiated that their superiors rarely s#ﬁ these reports.
The interviewer departed from the interview guide and
probed this apparent lack of interest on the part of
Commi#sion's top leadership. The reasons as given by

respondents are shown in the table III (A) below,

Table III (A) - Responses as to why top leadership is

not invelved in emplovee performance

evaluation process

—

Reasons Freguency Percentace
Adverse comment rare in

evaluation reports 3 25

Top leadership too busy 5 42

Top leadership trusts
Judgement of appraisers 4 33

12 100
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Table III (A) above indicates that interviewees

see three reason for lack of involvement of the
Commission's top leaderships The most frequently cited
reason was that top leadership in the Commission was
too busy to find time to actively participate in
ehployee performance appraisal process. The second host
frequently mentioned'reason was that top leadership had
complete trust and confidénce in the judgement of the
chief executive officers since these were very senié:
members of staff. The third reason given was that, @n
the Commission, it was rare to find adéérse or negatgve
comments in the performance evaluation reports, unle;s
the employee was involved in some form of fraud or
forgéry. Work performance which is below standard is
rarely mentioned in the confidential evaluation report
because, in the words of one of the appraisers, " no
one ‘would like to be a party to a decision to terminate
an employee's contract or deny him an opportunity for
promotion.” Given this state of affairs, then the
interviewees said there was no reason for top leadership

to e involved in the appraisal process,

Questions number 11 to 13 were designed to find
out whe the users of confidentiil evaluation reports

are and how these reposts are used for decision making.

In particular, the researcher vanted to know if

decisions made depended solely on the contents of



63

these reports.

During the interviews it became clear to the
researcher that in order to get complete responses, a
detailéd account of promotion and contract renewal
procedures would be necessary. Following this
realization, respondents were then requested to give a
detailed account of both promotion and contract renewél
procedures. Discussion in the next paragraphs will
outiine both procedures beginning with promotions. |

4

Promotion procedure as narrated by respondents is
as follows. After applications for promotion are
received following an advertisement inviting applications
for a vacant post, a shortlisting committee is convened.
The purpose of this committee is to shortlist the
candidates who will be "in the field" for consideration.
This ccmmi;tee consists of the P.F. & E.O., the Chief
Personnel Officer, and the chief executive officers in
whose departments vacancies have arisen. The committee
is normally chaired by the Deputy Secretary. The two
Education Co-ordinators may attend depending on whether
the departments in which the vacancles have arisen touch

on their areas of responsibility.

At the shortlisting stage in the promotion process,

conf'dential evaluation reports are not used. Instead
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the shortlisting committee concerns itself with
ascertaining if the applicants meet minimum requirements.
for the post. Usually these minimum requirements are‘in
the area of academic and professional qualifications,
relevant working experience, and in some cases seniority
in the applicants present grade. Candidates who meet

minimum requirements are invited for a personal interview.

The interviewing panel is made up of the members of
the Commission, chief executive:officers, and it is
USﬁally presided over by the Commission Chairman or his
deputy. Invariably all interviews are verbale. Interview
questions are based on the contents of the application

blank and job knowledge.

In answer to question no. 12, whether promotion
decisions are based solely on the results of employee
berformance evaluations, respondents were unanimous in
reporting that the impression the candidate makes
at the intérview panel overrides the contents of
confidential reports. When pressed to assign weights

to these two factors, the following picture emerged:-
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Table IV - Weights Assigned to Result of Evaluation

vis-~a-vis Performance During Interviews

in deciding Promotions

Contents of Performance
Respondents Reports during Interviews
1 . 29 A%
2 e 80 1
3 30 b 70 %
e 20 80 /
5 e 80 |
6 50 , 50 |
7 . S 80
Total ‘ 205 495
Average ' 293 70.7

From the above table it would appear that employee

performance evaluations are given relatively little weight
in the final promotion decision.62

62Ono respondent gave an examule of an employee whose
performance report has always heen good but has never been
promoted because on all occasions he has been interviewed
for a promotion post he had falled to impress the panel

of interviewers,
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The above weights were, however, qualified by four
respondents., They stated that where there is a negative
evaluation report or an adverse comment in the evaluation
report, the welghts are usually reversed. 1In the words of
one of the respondents, "adverse comments in a confidential
report are more visible in an interview session and QilL
alwéys cost an employee a promotion opportunity in spite
of his good performance at the interview session." On
further probing the nature of adverse comments that gain
saliency during interview session, most of the respondents
indicated that it would make little difference if the
adverse comments touched on the employee's work performance

or his personalitye.

Another situation'when confidential reports played
a crucial role in determing who gets promoted into a
higher- post is when two candidates tied in their
performance at the interview session. In such a case
promotion will go to the employee whose confidential

report is more 'colourful.’

The procedure for contrict renewal 1s equally
simple. Three months before the end of thelr contracts,
employees who wish to renew thelr contracts are require.
to make a formal application stating their wish to rernow
the contract for a further period of 24 months. On

receipt of this application, thc Chief Personnel Officer
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requests the applicants' superiors to fill out'
confidential reports. The reports, dully signed by the
appralsers, are then forwarded by the Chief Personnel
Officer to a meeting of all chief executive officers.

The chief executive officers then make recommendat ons

to the T.S.C. meeting which in turn™makes the final
decision. The T.5.C. meeting is made up of the six
Commissioners, with the chief executive officers sitting
in anladvisery capacitys All contracts are usually
renewed unless an employee's confidentiél evaluation
-report contains adverse comments, especially comments
touching on fraud or forgerye As far as contract renewal
decisions are concerned, the deciding factof is the
confidential evaluation report. Factors outside the
formal confidential report are rarely taken into
consideration. The only informal report that may be
taken into consideration is the Principal Internal
Auditor's report during the meeting. Even in such a
case the contract renewal is deferred until the auditors®

investigations are complected,

From the account of the two procedures one can
conclucde that the users of these confidential evaluation

repor's arei:-

(a) the interview panel in the case of evaluation
reports made for purposes of promotions; and
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{b) %he T.S.C. meeting in the case of evaluation

reports written following an employee's

application to renew his contract.

In the final analysis, therefore the ultimate users
of these confidential evaluation reports are the

Commissioners.

3. Summary

In summary, then it has been found that the
procedure for appraising performance of employees is
not standardized. While two respondents reported -
delegation of this respbnsibility to the appraisees!
supervisors, five chief executive officers compilled
evaluation reports for all employees under them. The
interviews with chief executive officers have revealed
that there has been no formal training for appraisers
so that each improvised in his own style. Because of
lack of training it was found that evaluation reports

made by different appraisers would not be comparable.

/

The respcndents confirmed that there are two
types of evaluations which are strictly confidential,

This means that there is no feedback to employees about
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their bosses' perception of their work performance.

Both evalgations are made to justiff administrative
actions: the first is made ostensibly to justify
promotion precedures while the second is made to justify
decisions to renew or terminate an employee's contract,

- The ultimate users of these evaluations are the members
of the Commission who hold the power of hire and fire
over employees of Teachers' Service Commission. It

came out clearly that the two confidential evaluations
are ﬁot put to any other purposes; their use is ;
restricted to the purposes for which they were designed.
Also it has been found in this study that the Commission's

top leadership is not involved in the process of employee

performance appraisale

Another important fact that has come out of this
study is that while confidentlal reports pléy a small
role in promotion decisions, decisions on contracts

are based solely on the contents of these reports.

Promotions decisions are influenced mainly by the
performance of the employee at the interview session,.
Informal reports do not appear <o influence decision

makers in these two arease.
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The final point that has come out is that the
appraisals are trait based in that the items that the
appraiser is required to rate refer to the employee's
personal characteristics such as initiative and
ability to co-operate with others. There are a few
job related characteristics such as knowledge of the
job, professional and administrative ability and so on.
Performance of the employee on the job is almost
entirely neglected as can be seen from the confidential

report forms attached at appendix I and appendix II,



CHAPTER V

l EMPLOYEES OPINIONS AND ATTITUDES TO THE

PRESENT APPRAISAL SYSTEM

1. Introduction T

Information on the attitudes of the appraisces
and appraisers were collected using one research
instrument which is shown at appendix VI , As
stated earlier in the intrcductory chapter, in
addition to gaining insight into the attitudes of
the appraisees to the appraisal system, the supervisor,
and the Commissioq, a comparison was made between
the attitudes of the appraisees and those of the
appraisers. It was predicted that the appraisers
would be more favourably disposed toward the
appraisal system, supervision, and the Commission as

an organization.

In this chapter we shall first discuss and
analyse the response rates, followed by a discussion
on the 1little biographical and perscral data on
the respondents. Next, we shall discuss section
B of the attitudes questionnaire followed by
section C and finally section D will be discussed.
A summary will then follow which will close this

chapter.
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2. Response Rates

.

The response rates for both the appraisces
and the appraisers is shown in table V below:-

-

Table V - No. of Questionnaires Delivered and

Returned
Delivered Returned ~ Response Rate
Appraisees (i 49 69%
Appraisers 8 5 63%
Totals 79 5 T 68%

From the above table it will be seen that the
overall response rate stood at 68%. This shows that
two out of every three respondents returned the
questionnaire which means that the results of this
research are fairly representative of the attitudes
of the employees of Teachers Service Commission.’

This is especially true wher one considers the
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fact that efforts were made to make the sample

selection as random as the circumstances would allow.

Analysed according to grades or job groups

the response rate was a shown in table VI.

Table VI -~ Response Rate Analysed by job groups

Job_ Group o 7 Response
or Grade In Post Delivered Returned Rate (%)
L,M & N 14 : 4 3 75

K 19 9 a 44

J 27 - 12 eF 58

H 37 14 10 78

P - ¥ 14 10 71
D,E & F | 366 26 17 65
Unspecified - 3 -
Totals 520 79 -;z- —E;;-

e . —

Table VI above indicates that the response
rate was equally good in all grades. This implies
that this research project generated a lot of

interest atall levels of the Commission's hierarchy,
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Incidentally, job group N is the highest grade
an employee could achieve in the Commission; the
Commlssion Secretary who is the chief executive

is operating at Job Group N.

|
¥

Yet another way of looking at the response
rate is to analyse the figures according to the
major departments and sections of the Commission |

as shown in Table VII below:-

Table VII - Response Rate Analysed According to |
Sections / Departments :

Response
Department Delivered Returned Rate (%)
Personnel 24 13 54
Accounts : 11 7 64
Audit : 9 7 78
Teacher Registration 9 9 100
Planning 7 3 43
Salaries o 9 100
Staffing ¢ 3 50
Uiscipline ' a4 3 75

79 54 68

C— -
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Having analysed the response rates from
all possible angles, we now turn to the little
biographical data that was collected about the

respondents.

3. Some Biographical Data

Of the 54 employees who returned the
questionnaire, 4 declined to indicate their ages.
Table VIII below shows age distribution. The
same table makes a comparison between the ages

of appraisers and appraisees.

Table VIII - Age Distribution: Appraisers and

Appréisegs
Numbers
Age Bracket Appraisees Appraisers Total
( years)
Less than 17 - - -
17 - 26 10 - 10
27 - 36 31 2 33
37 - 46 3 3 6
Over 46 ' 1 - 1
Total —;S_ ——;- —5—5_
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It can be seen from Table VIII that slightly
over 60 per cent of the appraisees were within
the age bracket 27 to 36 years. For appbaisers,
exactly 60 per cent were in the age bracket 37

to 46 years.
¥

¥

Calculations from raw data show that the
average age for appraisees is 31 years with the
median age also being 31 years., The youngest
appraisee is 25 years while the oldest is 48
years old. The same calculation for appraisers
shﬁws that the average age is 39 years with the

youngest at 36 years and the oldest at 44 years,

Thus, a comparison of the ages of the appraisers
- and appraisees clearly shows that on the average the
appraisers are several years senior in age to the

appraisees, just as they are several job grades above

the majority of appraisees.

Another partinent data arising from the
questionnaire is information on promotion experience,
Less than a half of the appraisees (49 per cent)
have experlienced one or more promotions. The
proportion for the appraiser: 1s 100 per cent, that

is, all appraisers have experienced one or more
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promotions at one time or another during their
working life with the Commission. The figure for
appraisees should be read with caution because

11 respondents (22 per cent) declined to give
information on their job groups. This they did
presumably to hide their identity in spite of tht”m

assurances on confidentiality.

Data on the sex of the respondents was not
collected in order to properly protect the identity
of some bf the respondents and, hopef;lly,
encourage them to participate in the study. This
refers mainly to female respondents who are a minoéity
particularly in supervisory positions. It was though*
that if data on sex was included, ladies would
imagine that it would be relatively easy to identify
them by merely linking age, job group, department of

assignment and promotion history.

Disqussion on the attitudes of both the appraisees
and the appraisers will be based on data collected
in sections B, C and D of the appraisees' questionraire,
This discussion will be focused on the following

questions:-

(1) How do employees of Teachers' Service



Commission feel about the existing

performance appraisal system?

(2) Do these employees trust the Commission to
develop procedures and methods that are

fair and accurate 7

(3) Are there any significant differences in
the perceptions and attitudes of the
appraisees as measured against those of
appraisers in the area of existing appraisal
system, supervision, and the Commission:
as an organization ?
The first question addresses the issue of
whether or not employees of the Commissicn see a need
for change and, if so, what they believe the general
outiine of the change should be. The second question
probes the extent to which there would be psychological
support for any effort in the future by the Commission
to develop and implement new employee performance
appraisal systems and link them directly to promotion,

motivation and development of employees, '

4. Extent to which Empnloyees Understand the

Present Appraisal System
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We shall start our discussion with section
B of the attitudes questionnaire which covers
question 5 to 11. As pointed out in the methedology
chapter, this section of the appréisees' questionnaire,
was Qesigned to find out if the respondents do
undé}stand the system of employee performance .
appréisals. The more negative response in this
section indicates that the appraisal system is lacking
in the motivational and developmental aspects. The
responses in the uncertain, " don't know" categorya
indicate that employees do not understand their }
syétem of performance appraisals. Given a combinaéion
of these two shortcomings in the evaluation system,
it is reasonable to conclude that the system may
not be'acceptablelto employees and that hoth the

organization and the employees would benefit if

these weaknesses are removed.

Table IX indicates that, except for question
11, appraisees see the system as lacking in
motivation and employee development. This is so
because 41 per cent have answered all questions in
this section in the negative. Those who do not
understand the system, on the average are 28 per

cent , while only 31 per cen® indicated that they

uncdarstood the system,
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Table IX - Opinion of Respondents Concerning Current Performance Aggraiggl System

Questions

Se Does your boss follow set or standardized : :
procedures when filling confidential reports ? 27(80) - 65(20) ~ 8(0) o

6. Are the contents of the confidential reports
fair and accurate ? 16(40) 71(40) 12(20)

Te Do confidential report forms accommodate
special of unique circumstances ? : 24(40) 53(20) 22(40)

Ee. Do you get feedback after your boss has
filled confidential report forms about you ? 8(0) 2(0) 90(100)

O Does the supervisor who fills cenfidential
report forms suggest what you could do to

imorove performance ? 33(0) - 67(100)
10. Does your supervisor provide you with

assistance or resources to improve your :

performance ? 49(40) - 51(60)
11. Do you think top management care about

how confidential report forms are filled ? 59(40) 4(0) 37(60)

Key: DK - Don't Know
Note: Due to rounding error, row percentages may not add to 100%

i il ]
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This shows that a total of 69 per cent of the
respondents either do not understand the system or
think that it is deficlent. The percentages for |
appraisers are more or less similar, with 54 per
cent answering the questions in the negative while
11 per cent do not understand the system. Only

34 per cent responded positively to the questions

(in section 6.

From the above discussion it seems that the
present appraisal system at the Commié;ion is
defective and that about 40 per cent of the repondents
do not even understand how their performances is

evaluated.,

Before leaving this sectibn a note will be
made of question No. 10. It appears that this
question was not clearly understood by the respondent
appraisees. It is suspected that this question did
not make it clear that the intenticn was to find out
whether sdpervisors/appraisers tock action to correct
any dysfunctional work behaviour after a formal
evaluation report had been made. It seems that the
respondent appraisees had in mind day-to-day informal

feedback they receive from their supervisors. This

explains the 49 per cent of the respondent appraisecs



82

angwering this question in the positive.

Question 8 is worth discussing separately,
It will be seen that 92 per cent of the appraisces
indicated that there is no feedback from the appraiserse
The proportion for the appraisers' response to tlis
question is 100 per cent. This is as expected, It
will be remembered that in the interviews with the
chief executive officers who are also appraisers,
it came out clearly that appraiseces were not
provided with any form of feedback after performance

’

evaluation.

While the appraisees do not seem to understand
performance evaluafion system, 59 per cent thought
that top management cared how the supervisor/appraiser
went about evaluating appraisees performance. However,
there is a sizeable number (24 per cent) who were
uncertain as to whether fop management took interest

in the way confidential reports are written,

The appraisers, who are nearer top leadership at
the Commission, also seem to be unsure on this
question. Precisely 60 per cent do not know if top

management cares how confidential reports are mahe.
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From the above discussion, it seems that top
leadership in the Commission has not been seen to
take interest in the performance appralsal system
at the Commission. This assertion gets more credence
when it is remembered that in the interview with the
chief executive officers, it was reported that the
appraisers' superiors who are the top leadership,
never even examined khe confidential report forms

before they were submitted for action,

5. Employees' Attitude To The Appraisal System

Barlier on in this section we had indicated that
we would like to Kéﬁw_how employees of the Commission
feel about the present appraisal system., We can best
discuss this by looking at the result of section C
of the appraisees' questionnaire as shown in Table X

and continued in Table XI.

Both appraisees and appraisers believe that
confidential reports do influence actions taken by the
Commission when it comes to promotions and contract
renewal. The proportioq of appralisees and appraisers
agreeing to statement No.12 is 71 per cent and 80 per
cent respectively. However K note should be taken of

the 22 per cent of appraisees whe are unsure and the



4dable A -~ Cpinions of Lmployees Concerning Performance Appraisal System And Promotion
linkage

Responses (%)

Statements ; A -~ DK

Q.12 Confidential reports do influence actions :
taken by the Commission 71(8C) 22(0) 6 (20).

Q.13 The Commission considers performance

appraisal to be an important part of the
supervisor's duty 63(40) 29(20) 8 (40)

GQe.24, My job performance is carefully evaluated
before a confidential report is written 22(40) . 55(40) 22(20)

Q.15 The standards used to evaluate my
performance have been fair and accurate 20(40) 49(60) 31(0)

i belleve tnat the contents of the
confidential reports are a fair and
accurate picture of my actual job
performance

Leibe
. 314(48) 35(20) 35(40)

Q.17. In the past I have been aware of the
standards used to evaluate my performance ,23(20) 39(40) 38(40)

Key: A= Agree ; DK= Don't Knowj; D= Disagree

Note: Due to rounding error, row percentages may not add up to 100%

25]
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20 per cent of the appraisers who think that contents
of the confidential evaluation reports do not in any

way influence actions of the Commission.

On whether the Commission considers performance
appraisal to be an important part of a supervisors
duty, only 63 per cent of the appraisees agree wiﬁé
this statement, while a further 29 per cent are
uncertain. For appraisers, less than half agrée with
this statemeﬁt indicating that in the eyes of the
respondents, but more so in the eyes of the appraisers,

the Commission is seen as taking performance appraisal

for granted.

On the standards of evaluations, their fairness
and accuracy, a large number of respondents, both
appraisees and appraisers, seem to be unsure. Also,
slightly more than a third think that performance
evaluations are not carefully done and therefore they
are not fair and do not give an accurate picture of
the appraisee's job performance. This does not
reflect very well on the appraisal system at the
Commission especially when only about two-fifths
of the appraisers seem to see the appraisal systen
as showing a fair and accurate picture of their jou

performance.



When we turn to table XI, we find that 73 per
cent of the appraisees and 80 per cent of the appraisers
thought that quality of their performance is. ,
important in determining their promotion. This
means that in the past promotions have been determ}ned
SOIely by the quality of the employees performance.

A meagre 6 per cent of the respondents were uncertain.
This is one item on which both appraisees and
appraisers have almost identical opinions,

Responses to question 19, which are éhown on
Table XI, indicate that 88 per cent of the
appraisees think that quality of performance should
‘be important in dgfepmining their promotions.
Coupling the first two questions in table XI, one
can see that employees feel that there is still
roonm for improvement in linking quality of employees

performance to promotions.

Question 20 has come up with interesting
resulté. First, there is 1 wide divergence of
opinions as to whether promctions are achieved
through politics or through performance. Whllé
only 39 per cent of the appraisees agree with this

statement, 80 per cent of appraisers who responded

to this gquestion seem to say that performance is



Table XI - Opinions of Respondents About Current Performance Appraisal System
& Promotion Linkage

Responses (%)

Question/Statements ' S SI NI
Q.18. How important is the quality of your
performance in determining your promotion? 73(80) 17(20) 10(0)

Q.19. How importnat should the quality of your

performance be in determining your
promotion? ; 88(100) 8 (0) 4(0)

L DK D

Q.20. Generally promotions are achieved
through politics and not performance 39(80) 8(0) 53(20)

Key: I= Important; SI= Somewhat Important; NI= Not Important

A= Agree; DK= Don't Know; D= Disagree

Note: Due to rounding error, row percentages may not add up to 100%
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not important for premotion to be achieved at the
Teachers' Service Commission. Second, when

viewed in relation to question 18, the results are
rather puzzling. While in question 18, 80 per cent
of the respondents thought that promotions are “
determined by qy;lity of performance, now the

Same percentage seem to think that promotions

are based on considerations other than quality of
performancee.

Given that in question 18, 73 per cent of the
appraisees and 80 per cent of thé.appraisers agreed
with the statement that quality of performance 1isg
important in their/bromotions, it was surprising to
find 39 per cent of the appraisees and 80 per cent
of the appraisers agreeing with the statement that
generally, promotions are achieved through politics

rather than performance.

Cne possible explanation for the above puzzle
is that one or both of these statements (Nos.18 and
20 ) were not clear to both the appraisees and the
appralsers. The researcher tends to conclude that
it is statement 18 which was misunderstood, It is
possible that its meaning was equated to the meaninc

attacned to statement No.19.
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In summary then, data in table X and table
XI reveals that employees of the Commission have
mixed feelings about the current appraisal system.
Several conclusions can be drawn from the data.
First, only about a quarter of the respondents
believe that the standards used to evaluate
performance have been clear and have been
administered fairly-and accurately., This is to
be expected given the closed or secretive nature
of the system. 'Second, although there is considerable
agreement with the statement that performahce
appraisals do influence action taken by the Commissicn,
and most respondents believe that quality of job
performance is related to promotion, employees seem to
see a lot of room fof improvement in the performance-
promotion iinkage. Finally, a large cross-section of
Commission employees percive that promotions are
achieved through political means and gamesmanship

rather than through quality of performance.

6 Employees' Trust in the Organisation,
supervisors and Co-workers

/

Section D of the questiornaire was intended to

find out if employees of tha Commission do have

trust and confidence in (a) the Commission's top
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leadership, (b) the supervisors, and (c)

employees' co=workers. Data was collected in this
area to determine if the Commission can saccessfuly
develop and implement a new employee performance
appréisal system, or at least successfully introduce
improvements in the present system. This is
necessarily so because trust and confidence in

the integrity and good intentions of an corganization's
top leadership, supervision, and co-workers have |
been found to be important factors in the indtvxdual’
w1llingness to work actively for the seccessful !
implementation of innovations.63 The higher the
levels of trust on all levels of the organization,
thermore likely emsioyees will be to take the risks
associated with aBandoning established ways of :
doing things. 1In an organization where a climate

of distrust exists, eﬁployees may continue to

cling to the stutus quo and try to sabortage any
innovation or change because they see it as an

attempt to threaten or punish them in one'way or

another.

The responses to section D of the questionnaire

are shown in Table XII in the next page.

63, Chris Argyris, Intervention Theory and Method,
(Reading, mass: Addison - Wesley, 1970)




Table XII - Employees Trust and Confidence in Their Organization, Superviscors and

Co-workers
Response (%)
Questions A DK D
Q.21. When changes are made in this organization ‘
the employees usually end up the losers 31(20) 16(0) 52(80)
Q.26. Employees here feel you can't trust this
organization 33(20) 24(0) 43(80)
Q24. I have confidence and trust in my co-workers 65(100) 4 (0) 31(0)
Q.25., My supervisor deals with subordinates well 59(60) 14(20) 27(20)
Qe23s I care little about what happens to this '
6(20) 4 (0) so(&ao)

organization so long as I get my pay

A= Agree; DK= Don't Kncw; D= Disagree

-

Due to rounding error, row percentages will add up to 100%



The extent to which Commission employees
trust Teachers' Service Commission as an
organization ls reflected in the responses to
statement number 21 and statement number 26. As
the figure in the table reveals, only less than
half (48 per cent ) appear to have trust and ?»
confidence in the integrity and good intentions
of the Commission's top leadership. Therefore,
among the appraisees, trust and confidenée in the
Commission's top leadership is relatively 1ow.b

The figures for appraisers are completely
different from those of the appraisees. A large
majority éf appra{;erS, that is, 80 per cent of
them have trust and confidence in Commission's
top leadership. Among the appraisers who responded
to the questionnaire, trust in the Commission is

relatively high.

Among appraisees, trust and confidence in
cb—wcrkefs and immediate supervisors is shown in
statement 24 and 25. VWhile not very high, it is
relatively higher than trust and confidence in
Commission's top leadership which we have discussed
in the previous paragraph. On the average, 62 per

cent of the appraisees agreed with the statement
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that (a) " I have confidence and trust in my
co-workers", and (b) "My supervisor deals with

subordinates well.'

The response of the appraisers to these two .
statements is even more encouraging. All the
S appraisers who responded to this questionnaire
indicated that they have complete confidence and
trust in their colleagues., Again, 60 per cent of
the appraisers had confidence in their supervisors

who are also the Commission's top leadership.

Statement No.23. also shown in Table XII, was

designed to find out that respondent!s committment

to their organization, Teachers' Service Commissione

This was necessary because the extent to which

employees value or are committed to their organization

is a relevant dimension of psychological support
for any conteplated change. Indeed, committment
prevides a basis for genuine and sustained interest
in helpiﬁé the organization indenﬁify and solve its
problems.s4 Fortunately in this area there is a

lot of reason for optimism,

64. Robert B. Duncan, "Organizational Climate and

Climate For Change in Three Police Departments '

Yrban Affalrs Guarterly, Vol.8 (1972) pp.205 -

245



This is another area where hoth appralsees and
the appraisers have almost identical attitudeq.
While 90 per cent of the appraisees caxed about
what happended to their organization, the proportion
for appraisers is 80 per cent. These figures
indicate that employee of Teachers'! Service Commisgsion
as a whole are psychologically committed to their
organization and would therefore develop genuine
and sustained interest in helping the Commission

solve its problems,

y Summarx

To conclude this section on respondents
attitudes towards/ﬁhg appraisal system, several
points will be noted. First, as presented in
this section data clearly indicates that employees
of Teachers' Service Commission do not understand
their appraisal process, Second, the appraisal
process does not provide any feedback to the
appraisees and is therefor lacking in motivational
and developmental aspects, Third, while believing
that actions of the Commis:ion ultimately depend
on confidential evaluation reports, employees do
perceive their evaluation :system as lacking in
fairness and accuracy, Forth, while a large number
of employees see a link betwesn ouality of performance

and promctions, they strongly feel that there is
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still a need for improvements in this area. Fifth,
while trust in the Commission's top leadership is
quite low, trust and confidence in co-workers and
immediate supervisors is relatively high. Finally,
emplbyees éf‘the Commission appear to be highly
committed to their_organization and do care what

happens to Teachers' Service Commission.



CHAPTER VI

SUMMARY AND CONCLUSIONS

1. Summarz

This study was undertaken at the Nairobi Officps
of Teachers' Service Commission, during September to
October, 1983. Seven out of the ten chief executive
officers were interviewed. These executives are
the principal appraisers in the Commission, although,
as a result of delegation of duties, there are

eighteen other appraisers both in Nairobi and in

the field offices outside Nairobi.

In addition téxﬁhese interviews, a self
administered questionnaire was given to a sample
of 71 employees who were identified as appraisees.
-For comparison's sake a sample of 8 appraisers were
given the same questionnaire. The questionnaire
collected the opinions and attitudes of both appraisers

and appraisees to their present performance appraisal

system.

A detailed analysis of the present appraisal
system and employee opinion and attlitudes to the
systom was given in the proceeding chapter. In thin

chapter, summary of the results will be presented

26
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followed by conclusions, discussion and
recommendations.

/

a., Nature of The Present Appralsal System
' Detailed knowledge of the present employee
performance appraisal system was acquired through
the interviews conducted among the chief executive

officers. Below is the summary of the findings.

The present appraisal system is strictly %
confidential so that the appraisees have no chancef
of ever knowing the contents of‘the evaluation |
reports; This was confirmed by the chief executive

cfficers during the interviews.

The decision as to whether or not an employee
would be evaluated ié in the control of Commission's
emplcyees and not the Commission's management. The
appraisal precess is normally triggered off by
the action of an employee. This would be either
when an employee applied for promotion into a
vacant post or when the emplovee applies for the
renewal of his or her contract for a further period
of 24 months. If an employea does not make a
formal application for promotion or renewal of his
contract then the Commission's management is under
no obligation to make a formal employee performance

evaluation.,
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Tied to the above issue is the question of
frequency of evaluations. The study has found the
present frequency as being once in two years in
the case of evaluaticns contingent on renewal.of
contract and an indefinate pericd in the case of

evaluations for promotion purposes.

There are two different evaluations for two
different purposes. The first evaluation is to
aid in promotion decisions. The second evaluation
is to aid decision on renewal of an eﬁbloyee's
~contract. Performance evaluation reports play a
relatively minor role in influencing the decision
of the Commission as to who gets prohoted into a
higher post. The decision of the panel of
interviewers is heavily influenced by the impression
tﬁe émployee makes during the interview session.
In the case of contract renewals, the decision is
almost coﬁpletely determined by the contents of
the confidential evaluation repcrt. 1In short,
this study Aas found that while the first evaluation
report does not adequately serve the pyrpose for
which it was created, the second evaluation report

does adequately serve its purnose,

Also this study has shown that performance
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evaluations at the Commission mostly dwell on
personality traits of the employees. Actual job
performance and ability to achieve goals has been
glven little emphasis as can be deduced from the
specimen confidential report fofms shown in
appéndix I and II. While it may be good to know -
peréénal characteristics of an employee, it is
difficult to justfy their inclusion in measuring
the worth of an employee to an organization,

especially when these personality traits have not

been found to correlate with sueeess ia the jeb.

Thls is probably why performance evaluations are
confidential. Certainly any appraiser would find
it difficult to inform his subcrdinate that he lacks
tact or initiatiVé, personal characteristics wnich
may have little or nothing to do with successful

perfcrmance of the assigned job,.

finally, the study has shown that appraisers
have had no formal instructions or guidance on
how to handle employee performance evaluations,
The implication here is that there is no
cemparability between two reports writlen by different
appraisers. This fact of nocn-comparability becomes
even more real when one considers that appraisers

are basically trying to rate or assess personal
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characteristics of the employee,

b. Cpinions and Attitﬁdes

The focus here was on (a) the present appraisal
system and how well employees understand it, (b) .
employee's perceptions of the performance
promotion linkage, apd (c) théir attitude and opinions

on thelr organization, supervision and co-workers.

The first part of the questiconnaire shpwed that
the average age of the appraisees is 31 years while
that of the appraisers is 36 years. While just about
half (49 per cent) of the appraisees reported one or
more promotion exp;rience, all appraisers indicated
that they had experienced one or more promotions

during their working lives with the Commission.

Second part of the questionnaire indicated that
employees of the Commission as a whole do not
understanc- their system of performance appraisal.
Also both appraisees and appralsers indicated that

employees do not receive any feedback after the |
evaluations ure made. Agair, both groups of Commission -
employees were uncertain as to whether management carcd

about how performance evaluations are done.
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The third section of the questionnaire indicated
that employees of the Commission believe that
confildential evaluation reports do in fact influence
administrative actions. Both appraisees and appraisers
indicated that the Commission's top leadership "
considered performance evaluation to be an

important part of the, supervisors dutiess,

This part of the study has also shown that employees
of the Commission on the whole seem to doubt the
fairness and accuracy of the evaluation reports. Indeed,
both appraisees and appraisers were in agreement that
performance evaluations at the Commission are not
carefully done and, therefore, the evaluations do not
reflect a falr and accurate picture of the quality of
employees' performance, It was surprising that even
appraisers themselves indicated that the system lacks in

fairness and does not show an accurate picture of employees'

performance.

The study also showed that employees.are of the
opnion that quality of performance determines their
promotions. ilowever, Commission's employees
indicated that there is still room for improvement in

the performance~promotion linkage so that more and
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more promotions are seen to he linked to the

quality‘ of an employees performance.

On the statement that generally promotions
are achieved théough politics and not performance,
it was found that only 53 per cent of the appraisees
and 20 per cent of the appraisers disagreed with
the above statement. In other words, a large
section of employees feel that interpersonal
relations and coallitions play a not inconsiderable

part in the promotion of some of their colleaques.

Section D of the study has found that trust
and confidence in the integrity and éood intentions
of the Commission'; top leadership is relatively
low among appraisees. However, appraisers seemed
to indicate very high trust and confidence in the
Commission's top leadership. Indeed, 80 per cent of
the apprisers indicated that they have complete trust

and confidence in the Commission's top leadershipe.

Confldence and trust in the co=-workers was

found to be relatively high among employees

of the Commission, appraises»s and appraisers alike.

Another finding in this study 1s that employees

of the Commissicn value their organization and are
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psychologically committed to it, The study has
shown that over 80 per cent of employees of the
Commisslon do care what happens to their
orgaﬁization and by implication would enthusia-
stically help the Commission solve its probllems,
This is one area where hoth appralsees and

appraisers were in complete agreement in their

attitudes.

Finally, this study has shown that both
appraisers and appraisees have almost identical-
opinions and attitudes toward various aspects of

the present appraisal system.

2. Discussion and Conclusion

Wwe have seen that feedback has been found by

many studies to bhe Necessary for improved performance.
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In particular Erez Beeker f

y and Strang et a1®
have found that specific hard gcals led to improved
performance only if subjects received feedback on
their performance. The present employee
performance appraisal system at the Commission has
Been found to lack feadback to emplecyees so that .*
it is difficult to conclude that it helps in
enhancing performance of Commission's employees,
Indeed, the system fails to support two very
important functions of a good appraisal system,
vnamély (a) to change dysfuctional work behaviour,

and (b) to communicate managerial perceptions of

the quality and quantity of employees work.

65. M. Erez, "Feedback: A Necessary Condition for
Goal Setting Performance Relationship", Journal
of Applied Psycholegy, Vol 62 (1977) Pp.624 - 627

66. Lawrence T. Beeker, "Joint Efforts of Feedback
and - Goal Setting On performance: A Field Study
of Residedential Energy Conservation" Journal

of Applied Psycholoqy, Vol.63, No.4 (1978)
pPpe428 - 433

67. Harold R. strang, Edith C. Lawrence, and
Patrick C. Fawler, "Effects of Assigned Goal
level and knowledge of Results on Arithmetic
Computations: A Laboratory study, Jaurnal of
Applied Psychology, no. 4 (1978 ) PPs 446 - 450
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The fact that employees feel that the standards
used to evaluate performance have neither been clear
nor administered falrly and accurately suggests that
employees - as a group - would bhe receptive to changes
which would, in their estimaticn, improve the accuracy
and equity of performance evaluations, The rather
widespread lack of satisfaction with present system
should, at least initially, favour changes that promise
meaningful reforms of the performance evaluation process.

It is for this reason that variocus recommendations have

been made aimed at improving the present system.

As pointed out in the previous chapter, trust and
confidence in the integrity ard good- intentions of the
organization's top leédership, supervision, and
co-workers have been found to be important factors in
the individual's willingness to work actively for the

successful implementation of r.hange.68

Whethgr any recommended changes in the appraisal
system will Dbe implemented successfully will depend
on the trust and confidence erployees lrave in the
Commission's top leadershi;. The fact that trusg and
confidence is relatively low could present high level
administrators With Serious 'resistance' problems if

implementaticn of the recommendations is made a

68 . Argyris, op.cit.
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matter of administrative fiat. Employees may have to

be involved in every stage of any new developments in

performance appraisal procedure.

'TruSt and confidence in immediate supervisors and
workwgroups is relatively high and this augurs well, for
implementation of changes in the appraisal system,

This being the case, then, new developments in
performance appraisal System, will depend, to a large
extent, on the committment of supervisors and their
ability to mobilize active support by members of work
groﬁps they manage. Top level management, thereforé,
should be prepared to meaningfully involve supervisors

in the process of operationalizing any new developments'

affecting the preséﬁt appraisal system.

As we have seen, the degree of committment to their
.organization is a relavant dimension of employees

psychelegical support for any conteplated change.69
This is because committment provides a basis for

genuine and sustained interest in helping the
organization solve its problems. Fortunately, over 90
per ceut of the Commission's employees *sampled in the

study cared about what happended to the Commission,

This suggests that if any changes are seen by employees

65:)"'(‘..", OP.CIC-, pp.205—245



107

to be a vehicle for enhancing the stature and

effectiveness of their work groups and the Commission,

this high level of committment should make for easy

introduction and implementation of change in the

present employee performamce appraisal system,

7

3. Recommendations

The following is a list of r2commendations

arising out of the present study :-

1.

2.

3.

~ Job descriptions based on systematic

job analysis should be introduced, at

least among offices in supervisory

grades. - ‘ 1

Goal setting should be introduced so
that employees know what they are 'shooting
for'. Employee participation in identifying

and setting goals is also recommended .

There should be a- annual formal review
of performance and potertial for all
employees. This should possibly replace

the present two confidential evaluation

reports,
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4. Appraisals should be based more on the
employee's ability to identify, set and
achieve goals and less on personal
characteristiés. This means that appraisals

should be more diagnostic and less evaluakive,

S5e¢ The annual appraisal which is recommended
above should be split intc two parts.
The first part which should be open to the

|
appraisees should review performance.,

This will enhance feedback and hence
motivation and employee’development. The.
second part which will review potential
should be/;onfidential so as to afford
appraisers the opportunity to be frank and
honast in the appraisal report.

e .Relevant training should be arranged for
both appraisers and appraisees. Training
for appraisers shoul¢ help increase the
accuracy and equity in the appraisals.

For appraisees, training should make
them appreciate the appraisal process
and this should, horefully, enhance

employees satisfaction with the systemn,
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-

TSC/NO........-.......Appointment B s ves'n siswnn
GRADB;;..oooooooooc.Q.Departmento-.oo.-ooocoooooooo

SECTION.-....o-o.ooo;.DutieS ot present post.......

...............‘.................'............'....

000000000'0.".000-aoooooooooooo.o-ooooooﬁooo-oooo.

1 Knowledge of the job and performance (whether
/
the officer has knowledge of the job or lacks

basic knowledge of the job etc).

-
o’

..Q.......‘...".............Q..O.....‘........

...‘.“..‘000000000.oooooooooooooooo.oo.ooo-o.

24 Management of staff:- Whether the officer
organizes and inspires staff to give their best
or is unable to obtain acceptable output from
supporting staff L S a8 ah4bstanacsssnscannese

3. Acceptance of responsibility (whether the officer
seeks and readily accepts responsibility at all
times or reluctant to carry full responsibility
of post; passes it on to wherever possible etc,.,)

...........‘.Q.............O.........Q..-.....QC.

.000000000000000000000«oo.oooooooco.o-o.oo..ooooo.
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Se

6.

7e

i

Initiative (whether the officer readily
perceives what needs to be done and gets on with
it in practical manner or needs constant

SuperViSion)ootcoo.oo-oonoacnooooonon-w--oooooo

....!l.o.‘oc...oooo-....o.o.ooccooo-ﬁoOucooo...
e

............Q......'...............O‘...‘....C.

00‘.0.00000000000.ooooonooacoocooo;oooooo-ooooo

General conduct and personal charateristics (esqge
friendly, Co-operative, tactful and understanding
or generally unco-oberative, and isensitive to
the feelings of others DR PA SRk & oo 645 dbe bins
Suitability for advancement (has the officer, in

your opinion, the potential for further advance

-ment) .

Yes/No

If yes then state the job level he szecems at
present to be capable of reaching :-
(a) With his next contract period
(b) If no, give reasons:-

....000..0..0.0....0.0.00.0000---.0-.00.-.ocooooo

..........‘....‘......C...OO........Q.....O....."

Overall assessment sultability for renewal of
contract e.q. outstanding worker, thoroughly

reliable in performance of performance
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ORGANIZATION CHART ; - i

_APPENDIX III1

TEACHERS SERVICE COMMISSION

D.C.S

PFEO g CBE CHE

B PR :
[t T8 2 - B
PIA | _CA CAS CPO \ CSo Cso | CAO(P) CAO(D) cnoarﬂ

W
4|
————

)

SAO | PIRO SAO |

SIA SA 5AS SPO 'SSO SS0 |

I
Tt

(LY SEE APPENDIX IIIA




Cos ‘f
DQCOS,"
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Pe.IoAs
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C.As (S)
C.P.O
Ce8:Ds (B)

CiS:8: tTH)
CsAas0s (P)

CeA0. (D)

Calabe {T)

S.I.A
SeA
SeA.(8)
S.P.O
S5.5.0.
SeAJO.

PeIoO

BN B X ITT A

KEY TO ORGANIZATION CHART

i

Designation/Description

Commission Secretary
Deputy Commission Secretary

Princ¢ipal Finance and
BEstablishment Officeér

Co-ordinator for Basic
Education

Co-ordinator for Higher
Education

Principal Internal Auditor
Chief Accountant

Chief Accountant (Salaries)
Chief Personnel Officer

Chief Staffing Officer
(Basic Education)

Chief Staffing Officer
(Higher Education)

Chief Administrative Officer
(Planning)

Chief Administrative Officer
(Discipline)

Chief Administrative Officer

(Teacher Recistration)
Senior Internal Auditor
Senior Accountant
Senior Accountint (Salaries)
Senlor Personnel Officer

Senior Staffing Offlicer

Senior Administrative Off icer

Public and Industrial Relation

Cff-': 1T

Job Group

B ol SRR - i

% N m-N W B
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R END I X IV

SENIORITY GRADING OF EMPLOEES OF

" TEACHERS' SERVICE COMMISSION

ACTUAL "

NOIN ANNUAL
POST JOB ‘BASIC SALARY
1983/84 GRCOUP MIN ' ﬂﬁé Qéggﬁlgzlgﬁ
£ £ ‘
3 N 3804 4956  Commission ﬂ
Secretarye. l
i M 3408 4428  D.C.S/Principal |
Officers.,
9 L 27312 3540 Chief Officer
19 K 2154 29283 Senior Officer
27 J M 2424° © Grade T Officer
37 H 1494 2010 Grade II Cfficer
. i G 1128 1554 Grade III Cfficer
24 F 834 1170 S.C.0/Typist
337 D 531 774 Clerical Officers
12 C 435 642 JCC.O.
3 B 354 831 ;
14 A 300 453 Massangers
NOTE: A is the lowest Job Group while N is the
highest Job group. These are the Job groups
used in the civil servize.
KEY:

D.C.S. = Deputy Commission Secretary
S5.C,0, = Senior Clerical Officer
J«C.0, = Junior Clerical Cfficer.
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2.

3.

4.

Se

(a)

(b)
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INTERVIEW GUIDE

(Section heads / appraisers only )

What is the purpose of the confidentia)

report?

.‘....O....O..C..'....O‘O..‘...ﬂ»‘....0..‘....
R s e s s assbesoesbasessnssssacean
How often are these evaluations made ?

B Al s savessasssvescnssbsssnsnseses

....Q......O..........‘..........0.........

Do you personally fill all confidential
reports for all members of staff in your

section? Yes/No.

If no to Q.2, who else fills confidential

reports?

Appraiser's Designation Job Group

.oo’ooooooooooooooooooo Sosrsssnnan
PN evsstnvenccsontoee L Y
OOOooooooo..ooooooooooo . S s s

Have you had any formal instructions about
how to fill confidential report forms ?
Yes/No,

Do your subordinates have current job

descriptions ? Yes/No.




6o

7e

8e

9.

10.

p B

If no to Q@ 5, how to you ensure that they
are fully aware of all the important tasks

for which they are responsible ?

................Q..........’.0..0.......‘0

.............‘...................O‘.......

Just before filling a confidential geport, y®
do you discuss the performance of the

appraisee with :-

- Appraisee ?

- appraisee's immediate supervisor ?
- Your own immediate supervisor ?
i any other officer 2

If there is no discussion, why not ?

@S P0 0000 avem0
....0.00000000000000000000.0..o...o.o.o‘oo.ooo.oo.
000.000000000000000ooooooo-...ooooooooooooooiooooo
000000000000000.00oooooooooo.oooooooooc-o-ooo.onoo

..0000..0‘000....0-.».ooooooooaooocooooooooooooooo

If a discussion is held, what is the aim of the

discussion S T T SRR ST e
EE S A S A AP0 0080000000 000000000v00000000000e
R R R R S 0000 0000000000008000000060000000e
R R SR st esrscsosconevasesgoccsccssccssses

......00‘0‘00.......O....o.o.oo.o.o.oco..oo..o0..

Immediately after filling the confidential repcrt,

but before it is acted upon, do you discuss the

contents of the report with i




12,

12,
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it )

- appraisee ?

4

= Appraisee's immediate supervisor ?

=~ your own immediate supervisor ?

- any other officer ?

Who are the users of these confidential reports?

IR RRDOEES o0ssssssasssastnsoascnes

OO PO D OO DN PE DO NS
N

o Contract Renewal

S @ 00950080 HN0OeNeDODY NN

@ S 0 0PSSO IN OB IB DI IYDOE

Are there any other purpose for which confidential

.reports are used ?

- Promotion RepOFtS S % 90 ¢ 9000000 P Vs8N

LR R B B B R IR B B B B N BN Y

$ SOREFACEt Renewal Reports cecccccccccscoecs

S S 00NN SRS P BB LBITIRDS

L L A L B B B B I B B R B N R Y

. Are decisions based soley on the results of

confidential reports or are there any other

 factors outside confidential report forms that

are taken into account 2 Explain/

e Promotion decision : factors

A B I B I B B N )
0000000000000000000oooooooo.o.loooooo-oo-ooooooo
.Q........O.......C...Q......................Q * -
LA A A AR A A R T Y R R e L L I I I O

..................’............................




120

e Cotract renewal decisions : factors

ensssessses
Y
A P
T T P
14« Any comments on employee performance appraisal,
process at the Teacher's Service Commission .
Seesesesrrssecnasssssssssssssscecssssssannsansas
T A
@Gt stecscncsscsccccsccsssescccccsssssassssssssanss

B 9 0 0020002802900 0800000000090s00600030200000ccn0sacs
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SRR N D IX VI,

APPRAISEES' GQUESTIONAIRE

SECTION A.

le

R SR GEOUD sesosossvassossscsssssnsass

S S AR S S A6 8000 sccassosssssssscse ooYOALS
3« Your Job Group at time of éppointment.............
44 Your section (tick )
Personnel : : Audit
Salaries Planning
Accounts Staffing (B)
Téachers Reg. (TR) Staffing (H).
Discipline | |
SECTION B.
56 Does your boss follow set or standardized procedure
when filling confidential reports ? 2
Yes ~ NO I don't know
6« Are the contents of the confidential reports‘
fair and accurate ?
Yes No I don't know
7 Do the confidential report forms accommondate
special or unique circumstances ?' '
Yes No I don't know
8, Do you cet any feedback after your boss has fillad

the conflidential report forms about you ?

Yes No I don't know
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I
i
9o Does the supervisor/boss who fills the confidential &
report forms suggest what you could do to improve {
~your performance ? ;
Yes No j
10« Does your supe;visor provide you with assistance p
por resources to improve your performance ? 5 ﬂ
Yes No |
'11. Do you think top management cares about how !
confidential report forms are fiiled 7 !
Yes - No i
SECTION C. :
12. Confidential reports do influence actions taken by
- the ccmmission. ;
Disagree - Don't know Agree
13. The Commission considers employee performance
appraisall evaluation to be an important part
- of the supervisor's duties.
Agree Don't know Diségree
14, My Job performance is carefully evaluated before
a confidential report is written.
Disagree Don't know Agree
15. The standards used to evaluate m§ performance
have been fair and objective.
Disagree Don't know Agree
16 I believe thai the contents of confidential
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‘report forms about my performance are a fair

and accurate picture of my actual job performance.

23.

Agree Don't know Disagree
17« In the past I have been aware of what standards
have been used to evaluate my performance.
Disagree Don't know Agree i
18+ How improtant is the quality of your performance
iﬁ determining your promotion ?
Important Somewhat Not
Important Important
19. How improtant should the quality of your job
perfdrmanée be "in determining your promotion 2
Important Somewhét Not
Important Important
20+ Generally promotions are achieved through politics,
and not performance.
Agree Don't know Disagree
SECTION D.
21. When changes are made in this organization the
employees usually end up the losers.
kgree Don't know Disagree
22. Jn general I am satisfied with my, job.

Disagree Don't know Aqree

i care little about what happens to this
organization so'long as I get my pay.

Agree Don't know Disagree
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AFPRENDIX VII

Mre. GeZ. Mzenge,
M.B.A. Office,
UNIVERSITY OF NBI

20th September, 1983

The Secretary, ;
Teachers Service Commission, i
Private Bag,

NATIROBI «

Dear Sir,

PERMISSION TO UNDERTAKE A RESEARCH PROJECT AT THE
COMMISSION HEADQUARTERS.

This is to request you to give me permission to undertake
my final research project at the Commission Headquarterse

The title of my research project is : Employee Performance
Appraisal At the Teachers Service Commission.

In order to successfully complete the project, I am
required to interview all officers at Job Group 'L' and
'M*s Also I am required to administer a short
questionnaire to about sixty members of staff who will
be drawn randomly from job group 'D' to job group 'K?',

I would appreciate it very much if you will inform all
the Senior Officers of my intention to interview both
them and some of their staff.

I hope to start interviews on Thuirsday 29th
September;, 1983,

Your faithfully,

GeZ. Mzenge
TSC/100559.
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APPENDIX VIII

To: All Members of Staff,
T.5.C. HQS,

Ref: 1TSC/100559/166

RESEARCH PROJECT AT THE COMMISSION HEADQUARTERS
MR. G.Z. MZENGE -~ TSC/100559

Mr. Mzenge, who is currently taking a course on
M.BeAs at the Nairobi University is doing a research

project on " Employee Performance Appraisal at the °
Teachers Service Commission.

In order to complete successfully. the research
project, he is required to interview all officers at
Job Group 'L' and 'M' and at the same time he will
also administer a short questionnaire to about sixty
members of staff who will be drawn randomly from
members of staff between Job Group 'D' and 'K'.

The purpose of this circular letter is to ask
all of you to co-operate and give Mr. Mzenge all
assistance that he will require when he starts his
research on 27th September, 1983,

(F.N. MBUSO )
AG. PRINCIPAL FINANCE & ESTABLISHMENT OFFICER

CluiiAgl G, ;

N BiC.E,



A

APPENDIX IX

Dear Sir / Madam,

I am a member of staff and student at the
University of Nairobi who are undertaking a study
on the system of employee performance appraisal i
at the Teachers Service Commission.

We are interested in having your attitude
toward your appraisal system (confidential reports),
your supervisors, and the Commission as an employer.
For this purpose, we have designed a questionnaire
which is attached herewith for your attention.

The questionnaire, which you are requested to
f£ill, will be treated in complete confidence. However,
in order to avoid identification you should not write

down your name, your TSC number or in anyway attempt
to identify yourself.

Your name was randomly selected vide a table of
random numbers.,

Af ter compleking:the questionnaire, please seal
it in the attached envelope and then deliver it to

the P.Fe. & E.O.'s Secretary for onward transmission
to the undersigned.

We have made arrangements to collect the completed

questionnaires on Friday, 28th September, 1983 at
4,30 PeMme

Yours faithfully,

GeZ. MZENGE.
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