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Abstract

To remain competitive, the use of techniques togiate and sustain performance has
become the managerial imperative. Performance egaprfacuses on reviewing individual’s
performance. This article reviews performance rgangent from a perspective of appraisal.
The appraisal experience may be perceived by mamageand employee differently. To
assess these differences, data obtained from aysahemployee perspectives from a Libyan
business are analysed.

Introduction

Human resource management professionals have wefibe with the organization a new
and clear business strategy that is verticallydthko human resources and 2) horizontally
link and align each human resource to the orgapizalt needs and via job redesign,
recruitment, selection, training, development, esdards. New global markets reward high
productivity, quality, and consistency. Companiasstrfind, select and use effective human
resource management techniques that “fit” these newmpetitive challenges (Murphy,
2002). Performance appraisals are a core elemeempioyer-employee communication
systems. The objective of this research was toribané to the development and testing of an
instrument that would detect cultural and compapgc#ic characteristics and determine
relationships from these to performance appraisems in use.

Seven hypotheses relationships are tested staligtioased on data obtained via an in-
company survey:

H1. Participants' working years relate to pgpaits salary satisfaction

H2. The current performance evaluation system isethaon participants' job
description and the current performance evaluaigstem is beneficial for
participants' career development

H3. Company rules and regulations negatively affecticipants' performance and
the current evaluation system is used in a thresgemanner (e.g. a threat of
firing):

H4. Company rules and regulations negatively affegticipants' performance and
the current performance evaluation items are taiBpeso that rating biases
may be avoided during the evaluation

H5. Company rules and regulations negatively affecticipants' performance and
bias in promotion negatively affect participan&tfprmance

H6. Absence of relevant training negatively afeparticipants' performance and
inequity pay decreases participants' performance

H7. Inequity pay decreases participants' perfoommaand money and tangible
rewards are the only way to increase participgraigbrmance

Performance Appraisal
Performance management is a set of methods and tmeld to measure variables that
provide feedback on efficiency. Production processl service activity productivity



measures can compare current activities againstdbieed value and enable management to
determine trends, cycles and inconsistencies.

Performance management stems from control overuress. It creates processes to aid
management development and reward. The core aiperdérmance appraisal is to focus
attention onto employee’s performance. From thecgss of creating awareness and
clarifying of expectations, management can set abes and continuously support
individuals to increase output.

Murphy et al, (1995) stated that the vital functioof performance appraisal are deciding
who should be promoted, terminated, given a raiskesa forth. Salary decisions may depend
heavily on assessments of job performance. There$atary satisfaction is one of the factors
that cause low performance and proof of the defmes of the current performance
appraisal system.

Superior results can be achieved and sustainednwhilsinesses by teams of individuals.
Inter-team and inter-company competition can beduse stimulate contribution to
improvement schemes. Excessive competitive pressam lead to stress. Stress is one of
four phases identified by Lamming (1993) that comes in his sample have experienced
while pursuing key and critical performance meinprovements. Being scrutinised during
performance management reviews may induce emotsbress.

Pressure to conform to type can be a corporateratipe. A franchisee of a fast food chain,
for example, has to instruct employees in how fyagduce a set of activities that have been
designed and proven to be efficient in comparadd¢aurants in the chain. They are required
to work in accordance with provided manuals andratpenal rules. There may be little
opportunity to contribute to mature, well definedgesses, especially when the franchisee,
as a small or medium sized enterprise, has fewespasources to invest in process
improvement and is operating under license. SME agers may not have the
entrepreneurial attributes needed to develop sagmif insights and understanding that can
then enable them to challenge the process and geoptiernate - superior - methods,
materials and organisation of work that will enatllem to work better, faster and cheaper
than competitors. Mature work environments may redise process improvement initiatives
centrally. Process engineers are likely to seetargAny radical step changes may be broken
down into incremental improvement roadmaps andeptdmplementation plans. Key and
critical performance metrics shall be defined.

Once proven to be reliable, faster and more efiicithe process owners may approve the
change and schedule its role out. A cost beneétyais may be undertaken as part of the
validation and change approval process. The cotiparahall then need to disseminate the
new way regionally and locally. The line managemanthe local site initially may be
trained in the new methods. Subsequently, they bbealyained to be trainers in the process,
where they lead the training of others while besugervised by the more experienced or
gualified central staff. There may be differencetween owned and franchisee managed
operations.

Where direct employees’ contribution and creatiatg considered assets, a manager must
lead organisational improvement by setting outdbee values that the company stands for,
and encouraging employees to think and act behawoaccordance with their values and
guidelines.

Values that organisations incorporate into theifggenance management can include quality
stability and variation, customer service, teamweadual opportunity, health and safety. In
order to focus these funds on sustainable actyi® acceptable cost of purchased goods
and services may be higher than a basic price fmiccommodities, under a fair trade
scheme. Performance management can provide asupeome for families working in the
supply chain. Total quality management philosophigge been used extensively in order to



help employees understand they are to help thieintclto treat them as internal or external
customers. This may enable work the teams membeasttwell together and forge links
with previous and subsequent team in order to migeirflow efficiency and create the
greatest value for to their client and the business

Performance control requires relatively accuratec@ss descriptions to identify critical
performance measures that indicate deviations thenexpected value. Data on a wide range
of attributes can be collected concurrently. Theaddoould be limited to necessary values
that enable objectives to be assessed against rparioe goals. To management
improvements in performance there seldom are eatlads that do not have downsides to
their application or limitations to the value oéttata obtained. A suggested structure is:

« Management commitment to develop resources

% A clear causal relationship between performance r@uwehard (monetary and non-
monetary)

% The individuals and teams active in business psa=eare actively aiming to achieve
or surpass identified goals.

Performance Appraisal

Fayol (1949) cited in Cardy et al (1994) assertedgomance appraisal is a very important
management tool kit. It covers four major managenfenctions of planning, organizing,
directing and controlling. Performance appraisadsential for any organization to manage
human recourses.

Performance appraisal is a process within a pedoo® management system. Traditionally,
performance appraisal has been based on adminstrsiiggestions. More recently, the
scope of appraisal significantly has been expanded.

Early appraisal systems in the UK emphasized thgortance of incentives, as a top up to
basic wages. Appraisal used to be an acceptaldasiad determining workers entire salary.
During the 1950s appraisal was an accepted praictiogany organizations that focused on
rating individual's personality traits. This datasvused to create development programmes
for key employees. During the 1960s, appraisal atggt to become a participative indicative
method that focused on job performance instead ev§qgmality attributes and aptitudes.
Performance appraisal subsequently shifted to foousvaluating value-add and identifying
human abilities to work effectively on tasks witHime business community. Individual’s
attitudes have become the basis of theories ofvatoin. Performance appraisal continues to
be central to HRM (Fletcher 1986 & Murphy et al,9%9 Monyatsi (2006) described
motivation as the forces that cause people to ehavthey do and these include intrinsic
(cognitive and emotional) factors, such as feelingspirations, attitudes, thoughts, and
perceptions).

Carroll & Schneir (1982) assert appraisal is "thecpss of identifying, observing, measuring
and developing human performance in organizatiqt@ted in Cardy et al, 1994, p. 1).
Appraisal is a significant event in individual's wocalendar since "any personnel decision
that affects the status of employees regardingr theiention, termination, promotion,
demotion, transfer, salary increase or decreasémission into a training program" (Latham
et al, 1982, p. 4). Latham et al suggest apprassal prerequisite to establishing effective
selection, training and motivation. Latham stateat pperformance appraisal is considered if
it is used as a review as it concerns worker efficy and serves as an official and
psychological contract between the organization #rair employee. Appraisal processes
make explicit goal statements relating to whaeguired of that individual.



The HR function may have limited resources, andclenot be able to undertake all
appraisals. The functions role in many corporatisre be a knowledge leader, and a centre
from whom to obtain help and advice for line mamaget and other functions. HR
specialists can then mentor managers in the proessk ensure that corporate rules and
employment law are not contravened. New managedssapervisors must learn to use
corporate appraisal schemes including 360 degredbéek processes. Ftercer et al (1986)
use a metaphor to assert "Successful managersdadsnin their careers that performance
appraisals do not need to be negative aspectefjtibs. They recognize that performance
appraisals are a lot like organic fertilizer: prdpescheduled and handled, they will
definitely improve productivity. Because such masrag are effective in conducting
performance appraisals, they do not have to tetaimany employees".

Performance appraisal is a process of ensuring ahutaderstanding among the
employee and the supervisor by the process ofwawiedirectly with the employee their
job specific performance expectations and prigjti@ssigned responsibilities and
communication.
It is a process of providing periodic and scheduleddback that aims to improve
teamwork and encourage the creation of abilitiesgreater efficiency to add value. The
approach is used by management to help developogegd within their company and in
their supply chain partners.
Appraisal can promote improvements in job perforoeahy focusing and emphasizing
on the inter- and intra-company communication dedr tshared values and goals.
The approach systematically clarifies job dutiestlesy evolve over time. Documents
defining the standards of performance are creatddstored relating to the process based
on discussions and assessments of performancevétly employee.

(Based on www.performance-appraisal.com/intr.ntml

Appraisal generally is considered useful to enhawakie for the company. Appraisal
meetings focus on one to one communication. A$,sthey can be used as a platform to
relay significant messages, advice, decisions ahégreed action lists that aim to promote
improvements and achieve targets. In effect, aparanay be used to ‘piggy-back’ other
initiatives. Part of the development that may be-q@quisite to achieving these can be
education and training that unblocks or facilitapesformance. These interventions may be
localised to specific individuals, such as key varsgk team leaders, supplier employees and
service providers. Interventions may be more gerand rolled out to the entire workforce.
The workforce may not be limited to an individu#mt or company, for example the brand
owner. The workforce may include first, second kweer tier suppliers.

Productivity

Metrics of productivity typically evaluate a ratd output(s) over input(s). This may relate
to units produced and units used. Typical questrefsting to this concept include: What
does it take to achieve an outcome or performa@@e?the output be achieved with fewer
inputs?

Heizer and Render (2008) define total factor pragiig for operations as:



Productivity = Qutput
Labour + Material + Energy + Capital + Miscellaneous

Porter (1980) defined strategic competitive advwgatatemmed from cost leadership or
differentiation. In the context of productivity, daots are minimised and outputs are
maximised. The nature of the output may be in teomBnancial value-add, i.e. number of
goods produced. Lean accounting takes the perspdbiat products should not be produced
unless there is a demand for them. Hence the revidrauoutput produces in relation to the
guantity in stock is an important measure of outpix effectiveness.

Productivity is a function of at least three resmsr technological, capital and human
endeavour. Many organizations have been leadeaghieving high levels of productivity
from technological development and capital investintieit many of these organizations have
failed to maximize productivity by failing to takiell advantage of the abilities of their
employees (Latham et al, 1982). Three further rmetidentified in a patent application are:
“a decision-making metric; a communication metaogd a processing metric”. These “take
into account prioritization scores associated wi#tttronic communications and the amount
of time it takes users to effectively utilize electic communications.” (USPTO Application
#:20080126951)

System and method of dynamically prioritized eletc mail graphical user interface, and
measuring email productivity and collaboration ten

Today, organizations must make every effort to befrem the sustainable, ethical and fair-
trade operational activities undertaken internahd throughout their supply chain. The
objective is to enable the efficient use of plaatempowered, capable and competent human
assets. Greater performance and competitive adyardee related. However competitive
advantage may be fleeting due to improved perfoomaoy competitors. Stavrou et al,
(2007) concur that it is better to work smarternthaarder: making organizations more
effective by doing the right thing than be doinggs right.

Case History

COMPANY BACKGROUND

Libya is situated in North Africa and rich of Oih@ Gas. The country has a population of
approximately 5 million inhabitants. The US remowbd country from the list of nations
recognised as supporting terrorism. Improved treelations with the West followed the
conviction for the Lockerbie - Pan Am flight 10Zident. In 2009, the political row over the
prisoner transfer program raised the debate agboutathis country’'s leadership and
international role.

Given their substantially arid geography, situatdose to the Sahara desert, the national
congress voted to commit significant resources &tewprojects. ANC turn-key manage
projects that transfer fresh water through pipagebun the ground. ANC was established in
1995. ANC employs over 2500 employees, of whom #Ab&cLibyan; the others represent a
wide range of nationalities.

ANC used sections of 3 and 4 meter diameter comgipie, each up to 7 meters long [1] to
form an artificial river that stretches four-thoodekilometres. The network includes wells
and oases in Kufra, a basin in the south-eastmfd_and fields and wells in the Fsan Basin,
and from Mount Alhassaonp in the South-West to et the populous cities in the north

! http://www.makco.co.uk/NewWeb/downloads/currentd88R0anc%20tech%20support%20services.pdf



along the Mediteranean. The system has a signifisapply from oases near Pravedin,
Ghadames and Aljgbob.

Studies started to explore the potential to diwveater into the system from the African
continent were abandoned due to insufficient wateilability and resistance to transfer
water across borders.

Absoluteastronomy.com state: “The Great Manmade River or Great Man-nRider (GMR)

is a network of pipes that supplies water from $fadnara Desert in Libya, from the Nubian
Sandstone Aquifer System. Some sources cite ithaslargest engineering project ever
undertaken. The Guinness World Records 2008 boskabknowledged this as the world's
largest irrigation project.

The Nubian Sandstone Aquifer System is the wothkifgest fossil water aquifer system. It is
located underground in the Eastern end of the &Sabmesert and spans the political
boundaries of four countries in north-eastern AfricChad, Sudan, Libya and most of Egypt.
Fossil water or paleo-water is groundwater that femsained in an aquifer for millennia.
Water can rest underground in aquifers for thousamdeven millions of years.... Some
sources cite it as the largest engineering progeetr undertaken. The Guinness World
Records 2008 book has acknowledged this as thel\wdargest irrigation project.

According to its website, it is the largest undertgrd network of pipes. It consists of more
than 1300 wells, most (are) more than 500m deepsapgdlies 6,500,000 m? of fresh water
per day to the cities of Tripoli, Benghazi, Sirtdaelsewhere. Muammar Abu Minyar al-
Gaddafi, also known as Colonel Gaddafi, has beeudtiacto leader of Libya since a 1969
coup, has described it as theEidhth Wonder of the World (Source:
http://www.absoluteastronomy.com/topics/Great_Magen&iver#encyclopedia Site
accessed 0509009.

Excess supply water from the system is divertedsaaced in the North in five lake oases.
These are strategic stores primarily allocatedufply industrial capacity requirements that
sustain the economy. The smallest artificial oasis a capacity to hold at least four million
cubic meters. The largest reservoir has a capéaeity times that size and is constantly
topped off with water throughout the year thatremsferred from other stores or from the
main system. The water project primarily aims tovte drinking water for the population,
facilitate increased cultivation, raise agricultyrild and supply for industrial plant uses.

STATEMENT OF PROBLEM

In hindsight, ANC found they had employed peoplat thave not done their job properly.
This situation has been increasingly common in &jbyn ANC as well as many Libyan
organizations. The hypothesis of this researclth& at its core, is how performance
evaluation and appraisal relate to pay-role asngutiversus overall productivity. ANC
rapidly recruited “warm bodies” to fill vacanciebat were created during their Great
Manmade River (GMR) project where, even with extengver-time being made available
to existing employees, they were under pressumadet deadlines. The management had
perceived they had insufficient capacity and hadidd&l to recruit in order to retain
operating margins rather than subcontract and gagr oates that included service providing
company’s profits. ANC management posed the quesikidhy (should we) spend all the
time and money on the selection of people when ynwnhe company’s employees) are
breaking down fromunder use?” Given the cultural context (Trompenaars and Hademp
Turner, 2000), “under use” in this context was lipteted by the research team as low
productivity.



ANC recognized the connection between worker egpeg and productivity. ANC middle
management requested researchers to investigaggh#r®menon as a matter of urgency.
The underlying project assumption was that undedstg how to improve performance of
ANC employees shall lead to a superior output aglder contribution to profit.

The ANC performance evaluation system was examirk&tformance appraisal in ANC, as
in many Libyan organizations, is common practicetd aused extensively. However
application of the techniques is not always pertmxtraffectively.

The Al-Nahr Company considered performance apgdragdated to demanding jobs. They
valued fairness, frustration, and satisfaction heewehey also endured low performance.
Widespread frustration and dissatisfaction amongCANemployees has forced ANC to re-
evaluate their employees' performance. The rese¢aarh considered ANC management had
to recognize that when conducted effectively, pennce evaluations did play an important
role in leading their company toward improved prciduty.

Senior management had concluded based on datalpdolby their middle management that
what had created reduced performance in part veafathit of the employees and in part the
company’s human resource management practices. WdiCrun into financial difficulties.
All their employees needed to be trained. Crukmwledge and insight could not be left to
just a few skilled technicians. An equitable pemfance and reward scheme also was needed.
Prior to the start of the project, line managerd baen trying to not use performance
evaluation because they reported an ‘apprehengorifear of committing to a ‘soft’
process.

THE PURPOSE OF THE RESEARCH

In assessing performance of workers in this praggbing to fine out why employees of Al-

Nahr Company were facing problems of declininghaitt performance and also, to assess
the organization which that adopted in Al-Nahr Camp to enhance and develop the
performance of Al-Nahr employees. So this projea@swconsidered core to helping

employees. The aim was to avoid unnecessary westieice or eliminate weaknesses,
improve worker performance, motivate enthusias@ctipipation and peak performance.

Primary data was collected. Initial findings susfge prescriptive intervention research
would fit with the client situation. It was consied vital to generate and job specific data to
fully analyse ANC employees’ role performance.

The project aimed to evaluate empirical findingsent enhance and develop Al-Nahr
company system employees.

The Human Resource Function and Performance Manageemt

The human resource function has led the introdoctid performance appraisal. The
paradigm shift that is occurring in the businessrldvdoday focuses on changing the
perception that direct and indirect employees aseta rather than costs that appear on the
liabilities side of the equation.

When a Tayloristic employer employs individualsdo a task, they expect efficiency in
operations. These may be manual or repetitive tareaProductivity and quality are the
principal criteria of performance evaluation.

Today, the human resource function focuses on meuéctivities such as payroll and
compliance with employment recruitment and termamatlegislation. The traditional
classifications of core resources are time, momelyeople. Each organisation has the same
chronological amount of time. Corporations, braadd supply chains now compete on time



to be the first to market or to develop product aavice solutions. Some companies prefer
to buy newly established technologies and be setmmnabarket, with a superior product that
has been developed at significantly lower totalt.cbs so doing, they can undercut first
released products with a higher value propositdiven the same capital, the same capital
may purchase plant and fixed assets investments.sdme equipment may be operated at
differential total cost due to labour hour, eneagy overhead costs.

The third primary resource is people. The creatnpeit to projects can create the difference
between significant quality, cost and delivery imy@ments. Early involvement in design
projects can enable products to be designed bgdhmpanies that shall produce them, with
modifications made to reduce operating time, hame {(assembly activities), scrapage, and
minimal disruption to set up the run. Supply chaianagement now understands they can
involve employees in-house, in suppliers and thenporate clients. Employees are more
perceived as business assets. Contracts betweply sifain partners can insist on named
individuals to take responsibility for activitieadprojects. Rather than treating individuals
as components in a mechanistic value adding prpttesg are individuals that have feelings
and attitudes. Management have available infoonatelating to emotional intelligence
(Golman 1995, 1998). This an framework suggests éngployees react better and more
predictably while sustaining peak performance wiles business manages the balance
between operating efficiently for financial beneditd working together for mutual benefit.
Management may have little social interaction wstibordinates outside of their working
environment. They may not be too concerned whetieordinates like them or not, as long
as they do their job and perform as expected. hoaime impartial and to follow the set
procedures and comply with legislation, managementinally must remain focused on job
related factors. They must be seen to be fairsamdltaneously aim to foster co-operation,
stimulate motivated effort, help clarify expectato and include individuals, or their
representatives, in the decision making processrttay create decisions that shall affect
them.

Competitive advantage is achieved through peopirdal operations have a mixture of
superior- and under- performers. Performance iem@ggnt on various factors, including:
training, experience, fithess, concentration, ihsioto and control of processes. Some
employees are highly valued and protected, evtreif performance is less than optimal. In
some cultural contexts, sustaining a good relatigngnvironment between individuals is
more important than performance. Promotion may bhenetion of experience, long service,
performance and relationships. The individual maydble to talk the talk, even if their
performance isn't exemplary. A good colleague mayabbad manager. Performance of a
team may reduce if they do not have the abilitglext or recruit their representatives. Newly
promoted managers may previously have demonstsatgdined dedication and contribution
to the creation of an effective organization. Thenpotion may be recognition of their
achievement.

Managers have a strategic impact on the compettivantage of their business. To achieve
the objectives that contribute to those stratediesy have to consider the needs of their
people and those of the business’ partners suahiasce and technology partners, suppliers
and service providers. Paying attention to emmeyean be a way to increase organization
synergy and lead to the satisfaction of their geasform of short-term, intermittent success.
There are no assurances that soft human resournageraent shall produce successful
organizations. Hertzberg (1966) suggested hygiem# motivating factor mechanisms.
Hygiene factors alienate employees. An absenceliehating factors does not mean
employees are motivated. The presence of motivakoes not eliminate the effects created
by the presence of hygiene factors. In effect, laseace of one does not mean the presence
of the other. Effective human resource managemedtagppraisal stems from the careful



management of their human resources. This stemstlie same way they organize existing
and former resources. For example, long-service and retired employeb<imay
be established alongside current employee suppduation and social involvement clubs,
courses and associations. Away days and compamgeuor employees can be of limited
value. Employees may feel obliged to attend; athmway put pressures of work and
deadlines before pleasure. Not being allowed te lspouses accompany them also may be
considered stingy.
Various corporations that invest significantly iroguct and process development will stop
current employees ‘putting the world to rights’ kvithose that have left the company.
Supporting erstwhile and current individuals cobkltested to validate the hypothesis, for
given organisations, that this is a superior apgrdhan ex-gracia payments and terms and
conditions that prohibit entry to visit former cadigues.
Programmes that attempt to improve knowledge arilts gkat lead to growth require, to
varying degrees, attributes of a soft HRM approagbreeing training that overcomes
deficiencies and improves employee performanceiregjicare and leadership to jointly
select courses and learning projects. Care musaksn not to dominate proceedings, else
employees may feel steam-rolled into a course drathat they may feel offers little value,
is in appropriate, or is a low priority. Selectitechniques and knowing how to negotiate
viable solutions to predicaments with the peopéelkay to soft HRM implementations.
To implement the soft approach, managers haveplaiexthe relevance of the direction they
wish the employee to take, in order that they ndgpa an altered perception and change in
their demonstrated behavour. Employees may nottifgethe causal relationship between
their behaviour and the way they are managed. ®atera trusted and valued internal
worker, that individual must operate within a contthat links them to their organizational
structure and strategies. To achieve this levebghistication, the corporation may require:

* To define and plan the content of effective HR\aiiéis

» To develop superior HR capabilities that are distied to line management

* To improve employee communication and relations

* To develop a context where both union and managepeeoeive they operate

symbiotically and in partnership

The Hawthorne Effect suggests that to achieve gorawed performance as a result of
motivation from stroking, managers must pay attentio employees for whom they are
responsible. Motivating workers to carry out taskth sustained peak performance requires
them to push and test their capabilities. As thatnmaportant resource for generating value,
management have to consider the needs of their farak This research takes the
perspective that employees and supply chain peaiits create potential sustainable
competitive advantages for their organizations.
Brown et al, (1999) perceived there to be a synmbictlationship between employee
attitudes, organizational culture and HR practitésman resource management is essential
to support employees to remain flexible and readgdapt to change.

Human Resource Management in Developing Countriesli et al, (2005) state “in recent
years, the dynamics of business accentuates, rhare d@ver, the necessity to understand
cultural underpinnings and social norms in socseteeross the globe. While business
globalization seems to generally highlight simties among groups and nations, global
politics are more likely to emphasize dissimilasti Probably this is more relevant to the
Middle East than in any other region in the world”.

Blunt (1990 p299) suggested "Organizations everya/foeuld improve their performance,
the consequences of ineffectiveness, undeniablygarerally greater in the third world



simply by virtue of the larger numbers of peopleeted and, owing to their often precarious
existence, their vulnerability to organizationalsmanagement. It has been widely accepted
for some time that institutional weaknesses inTthied World constitute a major obstacle to
development. Yet the severity of such problemsrgénization is undiminished".

Reward systems in developing countries are notdasreed as those used by Western
organisations. Blunt (1990) asserts many managexeveloping countries seem to have
such concerns. The above may explain the situationost Arab countries, especially what
is happening in most organizations in Libya. QCufupolitical governance and society in
many Arab countries are based on the Islamic falultural values and spiritual outlook
based on Islam have a significant influence on Axalization and culture. Branine, (2002)
and Mellahi et al, (2002) identify five factors mided and continue to influence human
resource management of practicing and the politesorganization of economy, political
environment structure of the labour market, natidnanan resource development strategy,
Islamic religion and national culture.

Murphy (2002) proposed that not until the end c# tlwventieth century did many Arab
organizations show more than a token amount ohtadte toward HRM practices. For many
off them, HRM means “personnel”, that was limitedscope exclusively to “payroll”. In
recent years, interest in human resources has gat@adi among Arab organizations, largely
because of quality, safety, and other standards ae@rerequisites to exporting, developing
strategic alliances, and meeting the competitialehges of the global market.

PERFORMANCE APPRAISAL

Latham et al, (1982) asserted performance apprasdde most important system in any
organization's human resources because it is aquisite for establishing selection, training
and motivation. Performance appraisal is consideredixture of critical accomplishment
evaluation in function of defined aims. Honest andstructive feedback should be relative
to the gap between results, effort and target. @apgoach enables performance appraisal to
fulfil an essential function of calibrating expeodas and achievement, and provides an
indication of employees’ motivation and skills thauire development. Goal setting and
feedback are primary components of most motivatigeories. DeNisi et al, (1984) define
performance appraisal as a mandating procedurésthaed to listen to every employee.
Stroul (1987) propose performance appraisal systeaws a dual role in an organization: To
control mechanism to monitor performance and gtairament, and to serve as a feedback
mechanism that aims to foster individual growth dadelopment.

Porter et al, (1968) suggested management decisiopgrformance measurement typically
involve subjective judgments and often the inteigdren of the facts and the final results are
beyond the employee’s control. Based on this, Ze(h®61) stated that employees often feel
that performance appraisals are not fair becaupergisors focus on their most recent
behaviour rather than performance over a periotinté and a supervisor may erroneously
estimate employee’s performance.

Cardy et al, (1994) categorised performance apgrais a primary HRM function on the
basis that it is a component of so many other huresource management activities.

Employee Perceptions

Martinko et al (1982) stated that an employee’sfquarance would be reduced in

unpredictable work environments, causing workerte#& helpless and withdrawn from the

organization. Also, they stated that organizatithat persisted in these work environments
inadvertently conditioned this passive behaviour.

10



Feedback from performance appraisals is importantttie employer and the employee.
Stroul, (1987) suggested employees may view pedooa feedback from a manager as
favourable when the manager adopts the role otiasmllor and sets a helpful tone.

Stroul also stated that the organizational shoutdta enhance employee performance via
appraisal during training and job preparation waslirect conflict with the organizational
goal of to seeking information and guiding trainemgd development decisions. The number
of organizations conducting formal performance agal have steadily increased. Zemke
(1991) proposed performance appraisal should aithgexrs substantially over the short term
by enhancing workers performance and over the ltrgh of period by developing
employees. Zemke asserted performance appraisaldsiaentify a value-add surplus or
deficit similar to accounting principles, based work achieved by individuals for their
organisation.

Cardy et al, (1994, p. 54) recommend “with dis$atison and feelings of unfairness in
process and inequity in evaluations, any perforraaaapraisal system will be doomed to
failure” while

Mugreyet al, (1994 p. 314) found “reaction criteeee almost always relevant” and an
“unfavorable reaction” may ruin carefully constredtappraisal events.

Wright (1997) stated that employees that feel detdcfrom the organization would lose
attitudinal commitment toward the organization dhdreby not accept the organization’s
goals and values. By attitudinal commitment towdh#sorganization, he meant the extent to
which the employee wanted, or desired, to remath am organization.

An appraisal can be a dreaded annual exerciseaytba dreaded or perceived as appealing
as visiting a dentist. Appraisals may be diffictdsks for both manager and employee.
Longenecker et al, (1999) suggest that at bestpribeess encourages employees to produce
their best, exert effort and work based on an abm@eion plan achieve their specific
objectives. At worst the employee is made to teeinportant, abused and unappreciated.
Davis et al, (1999, p. 18) state "The aim of rewethe subordinate's performance is to
increase his effectiveness, not to punish him. &uart from those few employees, who
receive the highest possible ratings, performapeew interviews, as a rule, are seriously
deflating to the employee's sense of worth. Noy @nkhe conventional performance review
failing to make a positive contribution, but in nyagxecutives' opinions it can do irreparable
harm". An appraisal can be a dreaded annual egeritisnay be dreaded or perceived as
appealing as visiting a dentist. Appraisals maydifécult tasks for both manager and
employee. Longenecker et al, (1999) suggest thhéstt the process encourages employees
to produce their best, exert effort and work basadan agreed action plan achieve their
specific objectives. At worst the employee is madefeel unimportant, abused and
unappreciated.

Davis et al, (1999, p. 18) state "The aim of rewethe subordinate's performance is to
increase his effectiveness, not to punish him. &part from those few employees, who
receive the highest possible ratings, performaegew interviews, as a rule, are seriously
deflating to the employee's sense of worth. Noy @khe conventional performance review
failing to make a positive contribution, but in nyagxecutives' opinions it can do irreparable
harm".

SUMMARY

Measuring an employee's performance in today's ogrganizations continues to be one
of one of the most controversial human resourceagament processes (Roberts, 1998).
Performance evaluations are considered essentiahity organisations in order to determine
employee’ performance and how satisfied they atheir jobs.
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Al-Nahr company ANC has identified their company ckevelop a modern organization. An
aim of this research is to identify and evaluate tlse of an employee’s performance
evaluation system in Al-Nahr Company, determineithpact on employee’s motivation in
Al-Nahr to identify reasons, such as specific pcadt, that caused performance to decrease.
The main research aims:
1. To examine legacy systems that exist and determ@sistance to adopting and
using performance evaluation in ANC.
2. To identify how consistently performance evaluatsystems are used in ANC
3. To evaluate the context and working environmentidedtify effects that impede
employee performance
4. To evaluate what extent the company culture infbesremployee' performance
5. To identify the route causes of low performance

Research Design

The objective of this research is to observe amilittte ANC employees' performance
improvement. A key element to understand the ctirsénation is to determine why ANC
employee’s performance declined.

The research is to develop and improve this styasegrch and designed to get the solutions
referring to the suitable place.

This project analysed the employer-employee intemag and perspectives of performance
evaluation. Although registered as a research stutteobtain empirical data, the researcher
proposed to be an independent observer, with thet ref ensuring that due process is
observed. This labelling aimed to provide a levietanfidence and define a legitimate role
and reason to attend the sessions. The researelsanot allocated to managers. Instead, the
research team proposed to offer the role of ‘inddpat party appraisal monitor’ was offered
and accepted by individual line managers involv€de number of managers involved
organically during the trial. It became necessaryatcept a limited number of appraisal
sessions per manager in order to gather data frone mmanagers. Due process conditions
also allow employees to nominate a third partyhefrtchoice.

Performance evaluation processes are qualitatimature. However, sufficient data could be
collected via a survey. Quantitative analysis wasigned to assess variables. Data were
collected via survey instruments. Collis et al (2Passert “This approach provides more real
bases that can help in analysis as it reflectsl@nolsubjectivity”

SAMPLING

Sampling typically is the process of collectingdam examples from a group or category.
These may be selected, treated or conditioned am suway that this enables clusters
identified and assessed separately. Placebo anthtesvention control groups may be used
to provide base line data, comparison against winignventions may be evaluated.
Zikmund (2003, p. 373) stated "Target populationthe complete group of specific
population elements relevant to the research pfojén the research case, all ANC
employees are considered target population. "Sagpdtiame is the list of elements from
which the sample may be drawn" (Ibid). In thisezas sampling frame was a list of all ANC
employees.

Potential Participants

The target population for this research is regddb employees of ANC in Libya. A census
of the entire population is a valuable source dadaut is usually precluded by researchers
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due to the expense of such an undertaking andxtessive time required (Cooper et al,
1995). The sample of inhabitants statistically &feesearcher the ability to generalize
confidently that which is present in the entire ylagion (Patton, 1990). However; a full
census is feasible when the population is smalljibg accessible and when the elements are
vastly different from each other (Cooper et al,3)99

Sample Participant Selection

A blind randomised selection can provide a widegeaof scenarios, variable settings and
subjects. This approach would be taken where tiersubject is for example a wild animal,
and where there are no third parties involved. el®wv, in evaluating performance appraisal,
two subjects are observed and measured; the maaadehe employee. Since the manager
is responsible for the employee, and employeesigeoservices and work that indirectly
impact on the assessment of the manager’s abdityet the best out of their team, it was
considered necessary to hybridise the sample swlesystem. The manager was asked to
select ‘interesting cases’ that had a wide rangessdies that would enable guaranteed
observation of particular concerns to managemeatimg to performance. They also were
asked to provide names of employees that had appeaised. This group was divided into
two: employees that would be appraised by their omanager, and a second group that
would be appraised by a manager from any othertifuman the business that is selected at
random. The objective of this approach was to er@atontrol group that did not have a
‘prior history’ and that used the employee recoadsl due process to guide the appraisal.
(Collis et al, 2003 & Zikmund, 2003)

In order to be able to generalize a research, déneple has to represent the whole study
population. The sample was therefore drawn frorfediht levels of employees in different
departments. Therefore, the sample was selecteoh fdifferent levels in different
departments of ANC: the seniors, juniors, admiatsitis, technicians and labour in ANC's
headquarters, plant and construction sites.

Response Rate

To obtain sufficient data the questionnaire wadritisted to more 120 employees across
ANC. The study was conducted in ANC, located ibyla. The main focus of this research
was quantitative analysis of a survey questionndirgs study uses a quantitative research
design in data collection. Data was collected bygiéad survey questionnaire. Individuals in
the target sample were identified by manager reuemdation or random from the
remaining sample population. Eighty four were netat. The response rate was 70%. 72
were usable for the purpose of the study. Questioes were distributed and collected
immediately once answered.

Survey Instrument Design

A structured questionnaire was developed as trearels instrument. All the questions were
developed in simple and concise English and revérseslated to and from Arabic.
Confidential and legally restricted questions, sastihe level of income, were identified and
not included. Likert scales were used in order reate response flexibility. Likert scales
allow respondents to indicate their attitudes eveayhted scale of 1,2,3,4 and 5 (Collis et al,
2003 & Zikmund, 2003).

Therefore, response category as follow:
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- Strongly agree (1.00 or less), agree (1.01-2.0&) sare (2.01-3.00), disagree
(3.01-4.00), and strongly disagree (4.01-5.00).
- 1-4 years (1.0 or less), 5-9 years (1.01-2.0),Jdhglears and more (2.01-3.0).

The proposed survey and field research were predge¢atthe managing director of ANC to
secure input and an endorsement of this study.slineey questionnaire is based on thirty
five questions. Data was separated into a 4 -pavey. Part 1 of the questionnaire focused
on personal information about the participants.t Parevaluated the current evaluation
system.

Part 3 aimed to assess influence from the workingrenment on the performance appraisal
system. Part 4 examined to what extent companyreuinfluences employees' performance
appraisal.

Familiar terms were used to avoid misunderstandandjoquial and company recognised
standard vocabulary, presented in the first pessogular). The questionnaire was piloted as
follows.

“Before preparing the final form of the questiomeaithe items should be tried out with a
small group as a pilot run. The group need not bepeesentative sample of the prospective
respondents. The results of the pilot run shoutshtifly misunderstandings, ambiguities, and
useless or inadequate items” (Wiersma, 1985, p). I9fe objective of the pilot run was to
recognize any weaknesses and misunderstandings quoestionnaire for improve its
simplicity also to identify and eliminate potentipfoblems. The questionnaire wording,
sequence, form or layouts were tested. Saundeed, §R003) stated that the pilot test
provides an opportunity to obtain some assessmitheovalidity and reliability of the
research instrument. This process assisted inlestalyg content validity and reliability of
the survey instrument to be distributed for collatiof data.

Pilot Study Stages

An alpha study was conducted prior to full disttibn. Six researchers and the managing
director of ANC were provided with the draft questhaire. Using the Delphi technique,
their feedback was assessed. Several questionsdelated due to misunderstanding, or re-
formulated following suggestions. Grammatical chemgvere made to some questions to
avoid potential ambiguity and leading responses.

Validity

Accuracy is a degree of closeness to the “trutliri@iansen, 2004) that the study results
communicate. Wiersma (1985) suggested the estaidish of content validity typically
occurs via a process of logical analysis. Gay, §192 140) concurs by stating “Usually,
experts in the area covered by the test are askaslsess its content validity”. In order to get
valid data, every effort was made to eliminaterdjenuous questions and those that wrongly
had been formulated. Feedback on the questiortsingbe instrument suggested they were
considered appropriate causal stimulus to obtannformation sought.

The risk to the study validity stem from potens#iess or distress result from completing the
guestionnaire that focuses on aspects of their \@ark relationship with their employer. If
the participants were not to answer honestly, taatld create inaccurate empirical data.
The researcher, as observer, might misunderstamotseand messages. This may possibly
allow a researcher’s expectations to influencengcof observations. However, efforts were
made to avoid these.
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Reliability

Christiansen (2004, p. 182) suggested "Reliabiléfers to consistency, stability, or the
repeatability of results”. The participants werenir different departments at a variety of
levels in ANC. Questions were composed to avoidippants' misunderstanding and bias.
The data set reliability is a function of conscieas employee understanding of the
guestions and assessment of the Likert scaledljaires them to rate their experiences.

Data Analysis

After data were collected, the responses receive@ woded and entered into an SPSS 14.0
determine correlations. Frequency distribution ¢abktan be used to represent rate of
recurrence data. Frequencies are summarized \aperepriate by calculating the mean and
mode, that summaries data set with a single vdlbe.standard deviation has been used to
determine data spread.

Pearson's product moment correlation coefficienh&s been used to assess the correlation
strength between variables.

Results

The information obtained from valid survey instrurhesturns are examined. Respondents of
this survey were drawn from different departmemig &tom different levels of ANC. From

a total of 120 distributed questionnaires, 84 wetarned of which 72 were suitable for the
purpose of the study. The greatest number of maaits came from the construction
department (42%), followed by manufacturing (25&g)ality control (15%), general affairs
(15%) and engineering (3%). The largest respondgoups were engineers (18%).
Participant roles are provided in Table 1.

Table 1 Number of Participants

Participants No. of Participants Percentage
Engineer 13 18%
Foreman 13%
Inspector 10%
Technician 8%
Labour 8%
Section Chief 7%
Operator 7%
Skilled worker 6%
Accountant 4%
Driver 4%
Site Manager 3%
Plant Manager 1%
Secretary 1%

R IRP(NWW|RfOOOWO|O (N[O

Table 1 shows the number and percentage of resptmde
Initial classification descriptions of respondenttdes are requested in order to determine
any clustering factors: nationality, department podition.

A section on personal information aims to sub-afgssespondents based on selected
demographic and employee characteristics: workiegys, salary satisfaction, the influence
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of relationship with team members on performance tre influence of relationship with
supervisor.

Employment duration with this company

Table 2 shows a mean score was 2.44 and standaiatiode was 0.71. That indicated a
tendency of respondents to have 10 years or mawcse The mode was group 3. This
indicates the majority of respondents had worketth thie company for 10 years or more (the
most frequent occurring value).

66.9% (f = 41) of the respondents had worked incttrapany for 10 years and more. 30.6%
(f =22) of the respondents had worked there betve8nyears, and 12.5% (f = 9) of the
respondents had worked there between 1-4 years.

Table 2 Mean, mode, standard deviation and range @?sonal Information)

Relationship | Relationship

Working Satisfaction [with Team | with

years with salary Members Supervisor
N Valid 72 72 72 72

Missing 0 0 0 0

Mean 2.44 4.00 2.93 3.67
Std. Deviation 0.71 1.15 1.30 1.19
Mode 3 5 2 4

Satisfaction with salary

The mean was 4.00 and standard deviation was II'h&. mode was 5. This indicated that
the majority of respondents strongly disagreed i item (see Table 2). A significant
proportion of the respondents (f = 32, 44.4%) iathd that they strongly disagreed that their
salary was satisfactory. Nearly one third (f = 2B,9%) reported that they disagreed. Hence
76.3% of respondents were not satisfied with tealary, while 15 respondents 20.8% agreed
that the salary was satisfactory and 2.8% weresunc.

How do your relationships with your team members ifluence your performance?

The mean was 2.93 and standard deviation was 1T3(s indicates a central tendency to
“not sure”. The mode was 2. This indicates tinat majority of respondents perceived a
strong influence correlation (Table 2).

Approximately 48.6% of the respondents reportett@ang impact of relationships with team
members, while 44.4% indicated a weak impact. ®reaining 6.9% were not sure. This
may be in part due to strong and knowledgeable feanership, and that other respondents
may have significant professional skills and heaoe not reliant on the team. Length of
service however did not show any significant catieh for the obtained results. This
suggests some respondent’s short service respa@aiayt have been relatively skilled prior
to joining the company, while other longer serviespondents still had few developed skills.

How do your relationships with your supervisor affet your performance?

The mean was 3.67 and standard deviation was THi8. indicates a central tendency,
concentrated on badly. The mode was 4. This ibeica majority of respondents perceive
this relationship affected them badly (Table 2)significant portion of respondents (f = 33,
45.8%) indicated they had bad relationships with shpervisor while 25% of respondents
reported very bad relationships. 25% reported gatationships, and the remaining 4.2%
gave neutral response.
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Existing Performance Evaluation System This section describes ANC employee’s
opinions relating to the legacy evaluation systanthree categories: the current system, the
rate and the accuracy of evaluation.

Respondents were asked to rate the statement -

The current performance evaluation system is benefial for your career development

The mean was 3.44 and standard deviation 1.21.eTheficate a central tendency of
responses is concentrated toward disagreement. mbde was 4, indicating the majority
disagreed (see Table 3). Thirty nine responderds2¥) rated the current performance
evaluation system as not beneficial for their cadBelopment, 30.6% indicated that they
thought that the current performance was beneffolatareer development while 15.3% of
the respondents were not sure.

Table 3 Mean, mode and standard deviation (CurrenEvaluation System)

Career Job Strengths Promot- | Last
develop- | descrip- | Threat | and ion and | performan-
ment tion of firing | weaknesses | Bias | training | ce

N Valid 72 72 72 72 72 72 72

Missing |0 0 0 0 0 0 0

Mean 3.44 3.40 2.63 3.22 3.65 |3.22 4.19

Mode 4 4 2 4 4 2 6

Std. Deviation | 1.21 1.03 1.16 1.09 .99 1.20 1.59

Table 3 shows a mean of 3.40 and standard deviat@@$hin response to being asked if their
own performance evaluation was based on their §pgub. The mode was 4, indicate that
the majority of respondents disagreed. A majorityespondents (f = 40, 55.6%) indicated
that the current performance system is not baseglordescription. Only 27.8% of the
respondents stated that the current system is basgdb description and 16.7% of the
respondents were not sure.

Evaluating if the current evaluation system is used threatening manner, the mean was
2.63 and standard deviation was 1.16. This indscegspondents were concentrated on ‘not
sure’. The mode was 2, indicating the majorityedpondents agreed with the statement.

The majority of respondents (f = 39, 54.2%) indéckthe current performance system is used
as threat of firing, 31.9% of the respondents dtétey disagreed and 9% of the respondents
were not sure.

Asked if the current performance evaluation ideggifyour work strengths and weaknesses,
the mean was 3.22 with standard deviation 1.09. ddmral tendency of responses was
concentrated on disagree. The mode was 4. Thicateli the majority of respondents
disagreed with the statement. 37.2% of respondedisated the legacy performance system
did not identify their work strengths and weakness8.4% of the respondents reported a
feeling that the system identified their strengttasd weaknesses and 19.4% of the
respondents were not sure.

Asked if the current performance evaluation is@ppr tool used for administrative decision
i.e. promotion, training, etc. the mean was 3.28 atandard deviation 1.20. Responses
concentrated on disagree and with a mode of 2. céiéme majority of respondents agreed
with the statement.

44.4% of respondents indicated that they did notethat the current performance system is
a proper tool for promotion and training, 40.3%ué respondents expressed agreement that
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the current performance system is a proper toopfomotion and training and 15.3% of the
respondents were not sure.

When assessing how long has it been since theip&frmance evaluation, the mean was
4.19 and standard deviation 1.59. The majorityesponses concentrated on 7-12 months. A
significant number of respondents (f = 24, 33.3%gdicated they had not received any
performance evaluation, 9.7% of the respondentsdstaat they had received a performance
evaluation more than 12 months ago and 22.2% ofdlpondents indicated that they had
received a performance evaluation in the last mbRths.

The Weighting

The assigned weighting assesses the requiremedtdifficulties of the individuals’ or
teams’ work. This can be used as a factor to klrelative performance.

Asked if they understood the use of the weightthg,mean was 3.24 and standard deviation
1.20. This indicates respondents concentrated sagcke and the mode was 4, suggesting
majority of respondents were concentrated on degagrhirty nine respondents (54.2%)
indicated the weighting does calibrate the requamts and difficulties of their work, 40.3%
of the respondents indicated the weighting ref¢he requirements and difficulties of their
work and 5.6% of the respondents were uncertain.

Table 4 Mean, mode and standard deviation (The welging)

Understanding | How to improve
requirements your
and difficulties | performance? Feedback
N Valid 72 72 72
Missing |0 0 0
Mean 3.24 3.51 3.71
Mode 4 4 4
Std. Deviation 1.20 1.13 1.03

Asked if the existing weighting indicates how yandmprove their performance, the mean
was 3.51 and standard deviation 1.13. This indsctitey tend to disagree and the mode was
4 (Table 4). The majority of respondents (f = 48,1686) indicated the weighting did not
explain how they could improve their performanc®.,22 of the respondents stated that the
weighting explained how they could improve theirfpemance and 2.8% of the respondents
gave neutral responses.

The Accuracy of Evaluation

Asked if the performance evaluation is based ol vecent events, the mean was 2.96 and
standard deviation 1.14. The mode was 4. Thigates that overall respondents disagreed
with the statement (Table 5). Thirty respondents.q8%) the performance evaluation is
based on very recent events, 41.65% of the resptsdstated that the performance
evaluation is not based on very recent events & of the respondents were not sure.
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Table 5 Mean, mode and standard deviation (Long-ten or Recent Event Evaluation)

Very recent
events Appeal Committee Given scores
N Valid 72 72 72 72
Missing 0 0 0 0
Mean 2.96 3.00 1.76 3.28
Mode 4 2 2 4
Std. Deviation 1.14 1.02 43 1.12

Assessing awareness of the process to appeal, ¢he mas 3.00 and standard deviation
1.02. The respondents concentrated on ‘not sutee. Mode was 2, indicating that overall

respondents tended to agree with the statementgbabTwenty-seven respondents (37.5%)
agreed that they could appeal, 30.5% of the reggpaadhought that they could not appeal
and 30.6% of the respondents were uncertain.

Responding to the question of if there is an asslgrommittee responsible for appeals, the
mean was 1.76 and standard deviation 0.43, thesteydthe responses was to ‘no’. The
mode was 2. This indicated that the majority ofpcgslents answered no (see Table 5).
76.4% of respondents reported that there is no daeerconcerned with appeals, and 23.6%
of the respondents indicated there is committee@wored with appeals.

Income, Pay Equity and Decision Making
Questions were asked relating to effort and reward. The questioned were based on
equity theories.

Asked if money and tangible rewards are the only way to in@ase their performance,
the mean was 2.53 and standard deviation 1.35. Tridgates a central tendency
concentrated on ‘not sure’. The mode was 1. Thigcates that the majority of respondents
strongly agreed with the statement. Forty respotsd@&b.5%) stated that money and tangible
rewards are the only way to increase their perfocea29.2% of the respondents disagreed
and 9.7% of the respondents gave neutral responses.

Asked if participation in decision making increases their pgormance, the mean was
1.71 and standard deviation 0.68. This indicatesgyaificant tendency to ‘agree’. The mode
was 2. This indicates the majority of respondegieed with the statement. The majority of
respondents (f = 67, 93.1%) stated that partiapain decision making increases their
performance, only 2.8% of the respondents disagaeeld4.2% of the respondents were not
sure.

Assessing if pay inequity decreased their perfoceathe mean was 2.03 and standard
deviation 1.07. This indicated a central tenderaycentrated on ‘not sure’. The mode was 2.
This indicated that the majority of respondentseadgrwith the statement. The majority of
respondents (f = 55, 76.4%) stated that inequitpay decreases their performance. Only
13.9% of the respondents disagreed and 8.3% oe#dpondents gave neutral responses.
Asked if being empowerment increases their perfoceathe mean was 2.25 and standard
deviation 1.07. This indicates a central tenderacentrated on ‘not sure’. The mode was 2.
This indicates that the majority of respondentsadrwith the statement. The majority of
respondents (f = 50, 69.4%) expressed the view #mpowerment increases their
performance. 13.9% of the respondents disagreed 28&o of the respondents were unsure.
Other questions were asked. These have been renfiravedhis article due to the sensitive
nature of the response profiles.
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TESTING THE CORRELATION BETWEEN VARIABLES

In order to gain greater understanding, it is inigoalr to investigate relationships between
variables (responses to the survey questions) @rasgess if and how they influence each
other. A correlation analysis is the most apprdprtachnique to describe the relationship of
one variable to another (Punch, 1998 & Zikmund,300

The Pearson correlation r, determines the streogfssociation between two variables, i.e.
the extent to which values of the two variablespogortional to or in function of each other
(Collis et al, 2003 & Saunders et al, 2003). Soraeiables were tested employing the
Pearson Correlation Coefficient. According to Coliet al, (2003), the following are
guidelines to determine the strength of the retesigp: r = 1 represents a perfect positive
linear association, r = 0 represents no linear@aBon and r = - 1 represents a perfect
negative linear association.

The values in between can be graded as:

r = 0.90 to 0.99 (very high positive correlation¥ 0.70 to 0.89 (high positive correlation), r
= 0.40 to 0.69 (medium positive correlation), r +000.39 (low positive correlation), r = 0 to
-0.39 (low negative correlation), r = -0.40 to @ @nedium negative correlation), r =-0.70 to
-0.89 (high negative correlation) and r = -0.96a®9 (very high negative correlation).

In this section, Person's product moment correlation coefft (r) is used to measure the
strength of association between the following Ja@da.

WY : Participants' working years with ANGS Participants' satisfaction with salaryv :
Participants'relationships with their team membgiSV: Participants'relationships with their
supervisoy CD: views on whether the current performance evaluatgsiem is beneficial for
participants' career developmedD: views on whether theurrent performance evaluation system
is based on participants' job descriptidii: views on whether theurrent evaluation system is
used in a threatening manner (e.g. a treat ofgiriB: views on whether the current performance
evaluation items are specific, so that rating ldasay be avoided during the evaluatiam;
views on whethembsence of relevant training negatively affectstigipants’ performanceT:
views on whethetraining meets participants' job responsibilitiB®: views on whethebias in
promotion negatively affects participants' perfoncgMT : views on whethemoney and tangible
rewards are the only way to increase participgegormanceandINP: views on whetheinequity

in pay decreases participants' performa&E= Sig. (2-tailed)and PC= Pearson Correlation.

Table 6 shows the Pearson Correlation test refultee chosen variables.

Table 6 Pearson's product moment correlation coeffient matrix

WY |SS |TM | SV |CD |JD |TH |B CR [AT [T BP [ MT [INP

WY | PC - - -
1 0.16 | 0.06 | 0.16 | 0.01| 0.06 | 0.17| 0.14 | 0.15| 0.11 | 0.07 | 0.06 | 0.03 | 0.09
ST 0.19|0.63|0.18|(098|062|0.15(0.25]|02 [0.38|057|059(0.79( 0.43
SS | PC - - - - - -
0.16 | 1 0 0.07(0.20(024(0.19(0.32]|0.19|0.12| 0.11 | 0.33| 0.24 | 0.50
ST | 0.19 1 0.55(0.09(0.04|0.11|0.01]0.12(0 0.36 | 0.01| 0.04 | 0.15
™ [ PC]- - - - - - -
0.06 |0 1 0.41|0.01|0.06|0.01|0.15]|0.12|0.02|0.26 | 0.01| 0.07 | 0.08
ST [063](1 0 093|06 [093[0.19|0.33|0.89|0.03|0.41|058(0.51
SV | PC - - - - - - -
0.16 | 0.07|0.41|1 0.07|0.04|0.08|0.05]|0.11(0 0.05|0.02|0.15| 0.17
ST |0.18[055]0 0.55|0.73[0.49]| 067|038 1 0.69] 0.88| 0.20] 0.16
CD | PC

0.01]10.20{0.01|{0.07]1 0.73]10.44]10.56]0.19(0.21) 0.01] 0.08 | 0.09] 0.17
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ST [0.98]0.09 0.93] 0.55 0 0 0 0.11{0.08 [ 0.98 | 0.48( 0.48 | 0.15

JD | PC - - - - - - - -
0.06 | 0.24 | 0.06| 0.04]0.73|1 |0.27]0.45|0.09]0.19] 0.06 | 0.12| 0.01 0.11

ST |0.62[0.04[06 [0.73]0 0.02/0 |o048|0.12[059]0.30]0.91]0.35
TH | PC - - |- -
0.17]0.19| 0.01 | 0.08| 0.44]|027|1 |o052|0.74]|0.22]0.02|0.07| 0.09] 0.16
ST | 0.15[0.11 | 0.93] 0.49{0 |0.02 0 |0.01[007|087[055]0.44]0.19
B |PC|- - - 0. |- - - |-
0.14|0.32|0.16 | 0.05| 056 | 0.45| 052|1 [71 |0.26]|0.19| 0.26 | 0.10 0.28
ST |0.25[0.01[0.19]067{0 |0 Jo 0.02 | 0.03] 0.09] 0.03] 0.39 0.02
CR | PC - - A I -0. -
0.15[0.19 | 0.12] 0.11]0.19]| 009]| 074|712 [1 |0.29/0.09|0.49| 0.22] 0.35
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Hypothesis 1

A proposed hypothesis was that there likely shall ab significant relationship between
participants' length of service and their satisfactwith salary. However, the Pearson
Correlation r is 0.16 suggests a low level of pesitorrelation between the two variables.
This implies that length of service in this corgaa does not have significant impact on
salary satisfaction.

This result can be semi verified via how much va&the two variables have; the greater
the variance, the higher correlation they have ogfficient of determination was calculated
(Zikmund, 2003) a 0.16 x 0.16 = 0.03. This infdrs two variables share a 3% variance. In
the other words, 3% of the variance in participasasary satisfaction is explained by their
length of service. Therefore this correlation wad oonsidered significant. Collis et al,
(2003) suggests a significance value of 0.19, winscbreater than .05, for the relationship
between two variables is not significant. It maydrgued that respondents with significant
length of service in ANC are not satisfied withithealary. Salary data obtained suggests a
salary ceiling and a ‘going rate for the job’. Thises not take into account pro-active
attempts to force management to reward length oficee Management simply may not
appreciate the experience and knowledge held in wwkforce’s collective memory. This
in turn may be a result of relatively low competipressure.

Hypothesis 2

Prior to empirical data, the expected result was there would be a significant relationship
between the view that the current performance et system is based on participants' job
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description and the view that the current perforoeamvaluation system is beneficial for
participants' career development.

The Pearson Correlation r is 0.73, in Table 6, eatgya high level of positive correlation
between the two variables. It implies that the entperformance evaluation system is based
on participants' job description has a high posiimpact on respondents' feeling that the
current performance evaluation system is benefiorgbarticipants' career development.
Further, the coefficient of determination is, 0x/3.73 = 0.53. This implies the two variables
share 53% of variance. Alternately stated, 53%hef \tariance identified from the feeling
that the current performance evaluation systemaseth on participants' job description is
accounted for by the variation in the view that tierent performance evaluation system is
beneficial for participants' career developmenter€fore there is a high positive relationship
between the two variables. The significance valsie0i01l, which is smaller than .05,
suggesting that there is a significant relationgiepween the two variables. It supported the
result of the amount of share variance.

Hypothesis 3

A significant relationship between the view thatgmany rules and regulations negatively
affect participants' performance and the view thatcurrent performance evaluation system
is used in a threatening manner (e.g. a threairiofjf was anticipated. From Table 43, the

Pearson Correlation r is 0.74. This suggests a legél of positive correlation between the

two variables. It implies that the view that companles and regulations negatively affect

participants' performance has a high positive ihpacemployees' feeling that the current
performance evaluation system is used in a thresjenanner.

Further, the coefficient of determination is 0.740.X¥4= 0.55 This means the two variables
share 55% of variance. In other words, it indicdbed 55% of the variance in the view that

company rules and regulations negatively affectigpants’ performance is accounted for by
the variation in the view that the current perfonte evaluation system is used in a
threatening manner. Therefore there is a high ipesielationship between the two variables.
This suggests that the performance system is usttat@atening manner, company rules and
regulations negatively affect performance.

Hypothesis 4

The project design expected there to be a significalationship between the view that
company rules and regulations negatively affecttigpants’ performance and the
perspective that the current performance evaluatens are specific, so that rating biases
may be avoided during the evaluation.

From Table 6, the Pearson Correlation r is -0.7is Buggests a high level of negative
correlation between the two variables. It implibattthese views are strongly inversely
related; hence rating biases may be avoided duitiegevaluation. The coefficient of
determination is, -0.71 x -0.71 = .50. This indésathe two variables share 50% of variance.
This it indicates that 50% of the variance in thew that company rules and regulations
negatively affect participants' performance is acted for by the variation in the scores on
whether the current performance evaluation itengs sprecific. There is a high negative
correlation involving a couple of different. Theysificance value is 0.02, which is smaller
than 0.05. That suggests a significant connecfldve finding supports the result of the
amount of share variance.

Hypothesis 5

A significant relationship was proposed betweenvike that company rules and regulations
negatively affect participants' performance and uigsv that bias in promotion negatively
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affects participants' performance. From the outptiSPSS in Table 6, a Pearson connection
ris 0.49 that suggests an active link betweenwloeissues. This implies that company rules
and regulations negatively affect participantsfqrenance is moderately associated with the
perception that promotion negatively affects pgstiots' performance.

The coefficient of determination is 0.49 x 0.4924).This implies the two variables share
24% of variance. Hence 24% of the variance is atsuufor. Therefore there is a positive
relationship between the two variables. The sigarice value is 0.04, which is smaller than
.05, and suggests that there is a very significalationship. This suggests company rules
and regulations increase bias relating to prometion

Hypothesis 6

It was examined whether there is a significant ti@haghip between the perception that
absence of relevant training decreases performanck that inequity in pay decreases
participants' performance. From the outputs of SPSEable 6, the Pearson Correlation r is
0.55. This suggests a medium level of positive elation between the two variables. It
implies that absence of relevant training is modyaassociated with the view that inequity
in pay decreases participants' performance. Thi#ideat of determination is 0.55 x 0.55 =
0.30. Therefore there is a moderate positive aiahip between the two variables. The
significance value is 0.01, which is smaller th@®. .This suggests that there is a significant
relationship between the two variables. This ingplieat salary dissatisfaction increases in
the absence of relevant training. It also suggésiisin the absence of relevant training, there
is greater inequity in pay.

Hypothesis 7

A potential relationship between the view that wmigg in pay decreases participants'
performance and the view that money and tangiblamds are the only way to increase
participants' performance was evaluated. From Téablthe Pearson Correlation r is 0.76
suggesting a high level of positive correlationwestn the two variables. It implies that
people who think in money and tangible rewardsthesonly way to increase participants’
performance are more likely to think inequity inymecreases performance. The coefficient
of determination is, 0.76 x 0.76 = 0.57 thus the twariables share 57% of variance.
Therefore there is a high positive relationshipwaen the two variables. The significance
value is 0, which is smaller than .05, suggestingt tthere is a significant relationship
between the two variables. Most participants cotmaged only on money and tangible
rewards and were unaware of other kinds of motwatso inequity of pay had a strong
negative impact on their performance.

Conclusions

An overall response rate of 76.3% indicated disBatl with their salary. Long service
respondents were not satisfied with their salahe frue scale may be larger or smaller than
reported since the survey instrument was condudigdindependent researchers. A
proportion of the responses therefore simply mayéeting’ opinions to outsiders.

More than two thirds of respondents reported poortwbulent relations with their
supervisors. This aspect was rated (weighted) laasggnificant influence on participants’
performance. Buchanan et al, (2004) concurred lpertisg team relationships are an
effective way of improving performance.

Performance appraisal is tool to manage the cateeelopment process. It emphasizes
improvement within the job rather than the morelitranal notions of upward advancement
(Fletcher et al, 1986). The survey results strosgiggest the need to enhance the design, or
implementation, of the existing performance evatuasystems. Given half the respondents
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indicated the performance system they have expmrieh does not facilitate their career’s
development. Correlations indicate that when pertorce appraisal is based on job
description, the system is perceived beneficial ¢areer development. Javitch (2006)
concurred that before proceeding with the perforceaappraisal, accurately job descriptions
should be developed that reflect employee' responisis.

When properly conducted, appraisal is consideresedul (Fletcher et al, 1986). Survey
data indicated 37% of respondents indicated tlystesn did not identify their work strengths
and weaknesses and 44% considered that their systeot a proper tool for promotion and
training.

61% of respondents stated that the current perfoceappraisal was characterised by bias,
which negatively influenced their performance.

A factor that significantly influences respondempsiformance is weighting. In this respect,
54% of respondents indicated the weighting did camtrespond to the requirements and
difficulties of their work and 68% of respondentslicated the weights did not clarify how
they can improve their performance.

Effective feedback from the weighting regarding ub@dinates' job act and that is not
reliable. The data suggests a lack of common imeleation. Respondents reported 74% the
weighting did not provide feedback on their perfarmoe. By contrast, Javitch (2006)
asserted that regular feedback should be givempagees.

ANC's working environment is a significant factanducing low performance. The
performance appraisal seems to reinforce this terydel'he majority of respondents agreed
that stressful responsibilities, conflicts, workirayertime without allowances, limited
resources and company rules and regulations negataffected their performance. Also,
63% of respondents commented that training did metch their job responsibilities.
Similarly, many responses indicated they had nex@gived any kind of formal training.
Taken holistically, the evidence suggests perfocaaappraisal is affected by company
culture. The most significant factor in ANC’ culeuis pay inequity. About 56% of
respondents ‘complained’ of pay inequity and fratbn this caused. Cardy et al (1994)
found 46% of respondents indicated that compangsrand regulations had a negative
impact on their performance.

From the correlation test, there is high positigationship between company rules and the
current system being used as threatening tool. Singgests company rules are used in an
insensitive manner; specifically the threat of Igeifired should performance be
unsatisfactory. Improper use of company rules sewmbe manifested in performance
appraisal weighting biases.

76% of respondents rated money and tangible rewamnelshe only ways to increase their
performance. The correlation test suggests a hogitipe relationship between pay inequity
and rewards. The correlation suggests as pay ityeiqgreases, money and tangible rewards
become the centre of employee’s gestalt — focuseckption. ANC's employees seem to be
motivated only by money and tangible rewards. ThiEs@ot seem to be enough to increase
their performance. In context of Maslow's (1954¢rarchy of needs, five levels of needs
(physiological, safety, belongingness and lovegast and self-actualization) are identified
that are hierarchically ranked. As each is satisfibe next higher level need would motivate
employees (Lindner, 1998). An important factor thnaitivates workers to achieve sustained
peak performance is the process of explaining tckers benefits they merit and bonuses
that may be obtained by achieving targets. Thramanication activity is absent in ANC
(Geen, 1995).
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Recommendations

The role of human resource development and comésxlution in applied contexts has to go
beyond personnel management remits such as pagmadllrecord keeping. The human
resource function has to review the reward systedhaglopt an effective, fair salary system.
They may examine and test cognitive dissonance adetbgies (Armstrong 19xx) that
change employee attitudes to the company and rewavdr extended periods of time.
Dutton Engineering (Lewis 19xx) has used instanwarels of £5 and £15 for useable
suggestions from direct employees that improve goerdnce. Companies in diverse
industries including Euro Disney and Unipart issu@érnally short course materials to all
employees that set out acceptable communicatiorbahdviour. In such cases, derogatory
negative comments explicitly are prohibited. Camngive proposals are encouraged. ANC
may seek to benchmark and implement similar imgest

Reward systems need to be developed to establigx@itit or intuitively understandable
relationship between performance and rewards. A&l€ly distinguish between a person's
objective output and the effectiveness of that@eiis attaining a particular output within a
set of prevailing constraints. The system usedirtd finks between jobs and rewards
frequently implies managers leave many employeebntg alienated - feeling dissatisfied
and unfairly treated. Human resource function wdikely need to assign revised and new
weightings to factors such as skill, foresighttiative, and intelligence in the performance
evaluation system in line with Blunt (1990).

Given tribal history, family tradition and an Islarculture have a profound influence on
Arab human resource management practices (Brar282 & Mellahi, 2002); it is
recommended that human resource implements penfmenaappraisal effectively.
Consideration to bias and nepotism are criticadrater to upgrade the performance system.
Job descriptions should be linked closer to perforoe appraisal, and facilitate employee’
career development Literature sources suggest alesxertommendations to improve the
feedback process:

o Ensure that employees are allowed to participatetwno way communication
regarding feedback (Giles et al, 1990).

0 Ensure feedback is job relevant and does not tgflersonal bias (Armentrout, 1993).

o Provide timely feedback. Feedback should be dedtvenuch more frequently and
even on a continual basis rather than limited taramual event (Smither, 1987).

o Provide feedback in an atmosphere of respect amdesy (Smither, 1987).

o0 Avoid surprises during the performance evaluatioth fzedback session by providing
ongoing feedback. Perceptions of outcome unfairness arise when outcome
expectations are not met. If supervisors do ancedke job of providing continual
feedback to their employees, the employees shoalldrépared for the feedback of
their performance evaluation (Giles et al, 1990).

Recommendations based on the data are to the ffeeedi kinds of motivation and
cognitive dissonance approaches to increase peafaren The aim should be to develop and
enhance the sustained peak performance, raise aratatreate inter-team competitions that
induce moderate stress in function of anticipatedards to contribute to performance
improvement management.

The leadership may be used to replace control.
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