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CHAPTER--1I

INTRODUCTTION

The failure of developing countries to attain self-sustained
economic growth cannot be attributed to resource gap alone. Very
often the problems of eccnomic development are compounded by a
management crisis which 1is both a cause as well as a consequence of
poverty. As the World Development Report, 1983 rightly emphasized:
"administrative capacity is limited in every country; in some

; 1
developing countries it is the scarcest resource of all".

At the roct of the management crisis 1n most of the
developing countries lies an inefficient and outmoded personnel
administration that fails to motivate the public employees to face
the challenges of economic development. The linking of incentives
more -closely to performance is, therefore, one of the urgent
priorities of development administration. The first step towards
toning up the administration in a developing country is the enforce-
ment of a system of performance appraisal that can assess accurately
the relative worth of 1its employces.

Effective performance appraisal is an essential management
tool not only in developing countries but also in the developed
world. Studies on characteristics of successful business companies
in the USE suggest the importance of "productivity through people"
approach which recommends the creation in all employees the awareness

that their best efforts are essential and that they will share in
>

-

the rewards of the company's success. However, effective performance
appraisal 1s an extremely complicated task. The quest for an ideal
performance appraisal system has often been compared to a "search

3
for the Hely Grail". As a recent publication rightly points out:



"Few arecas of management are replete with as many contradictions
and misunderstandings. The varieties of practice and results are
staggering. Many reasons account for this, among them the complexity
of human interaction on the job, along with the wide range of

4

goals and methodologies". The frontiers of the subject are rapidly

expanding. In performance appraisal, as Ronald Wraith observes,

5

“today's heresy is tomorrow's orthodoxy". Consequently performance
appraisal system in industriéi countries are continuously refined
and updated in the light of experience and advances in knowledge.
Unfortunately, they have become virtually sterile and routine
processes in most of the developing countries.

This study analyses and evaluates the performance appraisal
system of Bangladesh Government. The subject is important for
several reasons. First, no empirical study on the performance
apprai§al system of Bangladesh Government has been undertaken
as yut? The decisions on performance appraisal system in Bangladesl
are, therefore, taken on either thecoretical considerations or
educated guesses. Secondly, the challenges cf development
administration in Bangladesh are colossal. Bangladesh - the most
populous Least Development Country in the world,"contains an un-
precedented concentration of extreme povertyz and offers the most
challenging test case for development. Unfortunately, there has
been an inverse relationship between the efficiency and the size
of the bLureaucracy in post-independence Bangladesh. At the time
of independence, about 650 thousand people were working for the
Government; in 1985 the number of government employces stood at

1194 thousand. Qualitative evidence indicates a significant fall



in efficiency despite an increase of 83 percent in Government
8
employment between 1972 and 1985. An efficient performance apprais

system is a sine cua non for enhancing administrative efficiency

in Bangladesh. Finally, in recent years the Government itself is
emphasizing the need for streamlining the performance appraisal
system. The urgency for reforming the performance appraisal system
in the Government was stressed by the Administrative and Services
Reorganization Committee 1973 and the Pay and Services Commission,
197 Es |

This study is based on the analysis of Annual Confidential
Reports (ACRg)of three hundred class I officers of the Government
of Bangladesh. Non-class I employees were excluded from this study
for two reasons. First, non-class I employees in Bangladesh
perform support functions whereas Class I officers who account for
about 6 percent of total employees monopolize all management posts.
Secondly, the recent experiments on performance appraisal are
limited to class I officers only. Thus streamlining the appraisal
system of Class I officers is more urgent than that of other
employees,

Though this study deals generally with the problems of
performance appraisal of all types of class I officers, guantitati
evidence was collected on performance appraisal of three ( out of
31)cadres only. There are about 52 thousand Class 1 officers in
Bangladesh of which about 30 thousand are encadered in 31 cadres
and the rest are non-cadred. Data for this study were collected
exclusively from the following three cadres; (i) Senior Services
Pool, (ii) BCS (Administratiolly 11T BCS (Secretariat). These three
cadres comprise about 5 percent of all class I posts and about 9

¥



percent of encadred class I posts. There are three reasons for
confining this study to three cadres only. First, the Annual
Confidential Reports (ACRs) of these three cadres have been
handled by a central personnel agency (S & G.A. Department in the
erstwhile East Pakistan Government and Establishment Ministry
in Bangladesh) for over three decades. Thus the records for
these cadres are more well-organized. Secondly, some of the
cadres are new and time series data on these cadres are not
available. Finally, the three selected cadres are generalist
services. The assessment of the performance of the generalist
officers is usually more complicated than that of the specialists.
The total strength of three selected cadres for this
study is about 2800. Data on ACRs of about 300 officers (about
10 percent of the selected cadres) were collected through
a stratified random sampling. At the time of sampling care was
taken to ensure that officers with varying service lengths are
included and samples are not confined to any particular category
(such as new recruits, old officers or officers at middle level).
In order tc obtain meaningful comparison with pre-independence
period, one third of the sample was restricted to officers who
were recruited before 1977. The officers with less than three
year's service were excluded from the sample because time series
data on their records would not be available. Iﬁ order to collect
data from the filled in appraisal forms, a single format was
used (See Appendix-I), Data were collected primarily on the
following issues:
- Trends of rating since 1966 and changes over time

- Consistency of rating



- Timeliness of the rsport
- Checking of the report
- Impact of openness of the appraisal system.
Data on performance appraisal in four distinct periods were
collected. The first period relating to pre-indepencence period
was confined to 1966, 1967, 1968 and 1969. The years previous to
1966 were excluded because . the officers who had less than
21 years service did not join before 1966. The ACRs of the years
1970 and 1971 were excluded because the entire administration was
paralysed by the war of liberation. These unsettled conditiors
in personnel administration continued till 1975. The second periocd
extends from 1975 to 1981. In 1982 the appraisal report was made
open. The third period consists of three years (1982, 1983 and
l§84) when the open appraisal system was in operation. The fourth
period . commenced in 1985 when the open system of appraisal was
abolished. At the time of this study, the appraisal reports
upto 1986 were available. The reports of last two years were
influenced by the reintroduction of confidential appraisal
system.

An analysis of performance appraisal reports does not
provide sufficient data on how the appraisers or appraisg?s
feel about the appraisal system. It was, therefore,;ggigkéhat
senior officers of the Government should be interviewed in order
to assess their reactions on the system. A detailed guestionnaire
was drawn up for this purpose (SeeAppendix —2). Responses were
received from 50 officers ot the level of Joint Secretary and
above. This sample constitutes about 20 percent of the senior

most officers of three selected cadres for this study. The



questionnaire, was circulated to the senior most officers of
the cadres for three reasons. First, these officers act in
three capacities of officers reported upon (appraisee)reporting
officers (appraiser) and countersigning officers (final approver
of appraisal). Thus they have a much clearer perception of the
process. Secondly, the officers in this category have at least
fifteen year's experience in the Government and had varied
experience. Thus their response is likely to be more mature
than others. Finally, as top managers they are concerned about
the improvements in the performance appraisal system: .

This study is divided into seven‘chapters. The first
chapter sets out the introductory comments and the methodology.
The second chapter offers a theoretical overview of objectives

and methods of performance appraisal. The third chapter analyses

the evaluation of performance appraisal system in Bangladesh

and summarizes the main features of the present system. The fourth
chapter reviews the trends and effectiveness of appraisal ratings
in Bangladesh. The fifth chapter reviews the monitoring of
administrative issues relating to performance appraisal such as
timeliness, openness versus confidentiality, adverse remarks

etc. The sixth chapter examines various options for improvement

of performance appraisal system in Bangladesh. The final

section summarizes the main findings and recommendations of

this study.



CHAPTER-=-TII

OBJECTIVES AND METHODS OF PERFORMANCE APPRAISAL,

The Encyclopedia of Management defined performance

appraisal as "the process of evaluating the performance and
qualifications of the employees in terms of the requirements of
the job for which he is employed for purposes of administration,
including placement, selectiqn for promotion, providing financial
rewards, and other actions‘wﬁich require differential treatment
among the members of a group as distinguished from actions
affecting all members equally". The process is also described

as "merit rating", "performance evaluation“,”rating of employees"

and "staff appraisal".

The essence of the whole process lies in the assessment

of the relative worth of its employees. The purpose of appraisal

will be largely frustrated if the rating does not succeed in
differentiating the performance of each employee from others. What
Pascal said on human character assessment in the seventeenth
century 1s still valid about performance appraisal todav; "The
more intelligence one has the more people one finds original.
Common place people see no difference between men"?0 No organisa-
tion can escape differentiating among its employees with respect
to assignment, advancement, reward and discipline. This differen-
tiation 1is likely to be more eguitable and effective where the
merit rating system functions well. The relative worth of an
employee can be assessed either directly (comparing one employee's
performance with other co-employees) or indirectly (comparing

the performance of each employee with an established standard).



The performance rating of employees can be used for a
wide variety of purposes. Kenneth J. Pratt identified the
following potential uses of performance appraisal}l
- Manpower Planning. Data on performasce are useful for assessing
the strengths and weaknesses of the organization's human resources.

These will be useful for forecasting the manpower needs of the

organization.

- Feedback to staff. The staff receives a specific indication
of "how he is doing". This is also useful for counselling of
employees.

- Assessment of training and staff development needs. The
performance appraisal process may be helpful for finding assignment
for each according to his ability and for identifying training
needs of individual employees.

- Assessment of potentials for advancement and promotion. The
relative ratings of the employees are useful for taking decisions
on advancement and promotion.

- Salary review. Same organizations link staff appraisal to

salary review - or merit increases.

- Morale. Since differentiation among employees for promotion

and advancement are inescapable, the morale of employees will
suffer if the appraisal process 1s not fair.

- Objective setting. Where evaluation is done by using the
"Management by Objective" technique the process may be used for
setting and revising the objectives of the organization.

- Validation of recruitment procedures: By comparing the performance
of the emnployees in their actual work with the performance in
recruitment examination, the recruitment procedures can be refined

and improved.



- Legal protection. Appraisal records furnish valuable evidence

in courts of law in cases relating to promotion, advancement

and disciplinary matters.

- Improvement of procedures and practices. Problems with existing
practices or work processes are likely to be raised in connection
with the evaluation of performance.

- Continuity in case of change of supervisors. Performace appraisal
records provide valuable information to new supervisors who are

not acquainted with the employees.

As Pratt's analysis shows, the potentials of performance
appraisal would vary according to type and objectives of the
organization. The potentials are not automatically realized. The
actual benefits of the process depends on the leadership in the
organization. From the theoretical point of view, the objectives
of performance appraisal may be divided into four categories:

{4) Adm}nistrative objectives which consist of (a) validation of
recruitment procedures (b) assignment and transfer (c) promotion
(d) incentives including salary review (e) disciplinary action.
(2) Work-related objectives which comprise (a) supervisory
control of work done (b)motivation (c) morale (d) improvement

of efficiency of the employees (e) improvement of procedures

(f) job evaluation.

(3) Career development objectives such as (a) training (b)
planning career goals (c¢) planning future assignments (d)
determining career potential of an employee (e) manpower
planning in the organization.

(4) Communication objectives which include (1) defining
organizational goals (b) feed back to the employees on their

performance (c) counselling.



On the face of it, the potentials of performance
appraisal seem to be enormous. However, these potentials are not
automatically attained and there are also inherent pitfalls in
the process. Two caveats to the potentials enumerated above
should be mentioned here. First, it is not possible to achieve
the multiple objectives of performance appraisal simultaneously
through one particular process. As O.Glenn Stahl rightly points
out::l2 "The typical annual performance rating, stretched and
contorted to be useable for future promotion comparison, for
diagnosing training needs, for salary advancement, and for
order of lay-off, to serve as a stimulus for better performance
and, above all to represent an honest and valid appraisal, _has
naturally been found wanting. No known method of ordering
judgement or recording them has been able to satisfy such diverse
purposeseﬂjﬁihe same time. Consequently, current thinking has

been directed toward the use of special method each tailored

to suit a particular purpose".

Secondly, the potentials of performance appraisal

have often been exaggerated. It is apprehended that performance
appraisal often may be counterproductive. There is a school of
opinion which thinks that to associate appraisal with reward

is to kill the possibility of constructive discﬁssion between
appraiser and appraised. Some scholars are of the opinion that
critical appraisaiﬁperformance never results in improvement but
only in resistance and hardening of attitude. Doubts are also

expressed as to the usefulness of past performance as a predictor

for the future. Two arguments are put forward against the use



of performance appraisal for promotion purposes. First, good
performance in one job is not necessarily an indicator of
equally good potential for different and higher responsibilities.
For example, the use of performance appraisal has limited use
for selection from among non-supervisory employees to fill
supervisory jobs. Secondly, it is argued that while performance
can be assessed factually and objectively, the assessment of
potential is speculative. There is difference of opinion whether
performance and potential should be assessed simultaneously

or separately.

The efficacy of performance appraisal in an organization
depends on three factors. First, each organization must define
its goals of performance appraisal and tailor the methods of
appraisal according to its objectives. Secondly, the usefulness
of performance appraisal depends on the scale of resources
devoted to staff appraisal. The main problem here is that the
benefits of appraisal can never be as accurately quantified
as its costs. The investment in performance appraisal in the

absence of the proof of its benefits is "an act of faith".

Finally, performance appraisal cannot . function in isolation,
it has to be related to the wider context of career and
managemnent development.

Appraisal methods have undergone continuous changes
over the years in line with prevailing fashions and fads of
management techniques. The methods of appraisal are, therefore
varied. In a recent survey, Deirdre Gill identified the

13
following methods of performance appraisal:



1) Traditional methods. Most of these methods were
in vogue in the 50s and early 60s. They may be divided into
following ten categories:

i) Ranking: This method results in the arrangement of
subordinates in order of merit from the best to the worst by the
superior.

ii) Paired comparison: a form of ranking which requires
a comparison of each person in the group with each other person
and the recording of a judgement of "Superior" (or sometime of
Equal) .

iii) Alphabetical or Numerical rating: The appraiser is
required to rate the employees on a number of different work
qualities using a simple rating scale ranging from high to low
performance (e.g. 1 to 5 or A to F).

iv) Personality trait rating: In this method the appraiser
uses a highly structured form to rate each employee on a numerical
scale (say four, five or six point scale) with regard to a
variety of personality characteristics (such as judgement
initiative, reliability etc.). In some cases personality
cliaracteristics are explicitly defined, in others they are not.

In recent years experiments were made with Behavioral Anchored
Rating Scale (BARS) and the Behavioral Expectation Scale (BES).
The number of dimensions to be rated vary accarding to the jobh.
The process is, however, difficult and time-consiming .

v) Forced choice rating: There are two steps in the forced
choice rating. In the first step, the appraiser makes a series

of groups or clusters of statements about job behaviour or



personal gualifications, some being relatively favourable and
others relatively unfavourable. In the second stage, the appraiser
1s required to choose the item most characteristic of the
appraisee (and, sometimes, that which is least characteristic).
Statements for each group of employees is selected cn the basis
of extensive preliminary research to determine the degree to
which each statement is considered by raters to be favourable or
unfavourable and the extent to which the statement tends to
discriminate between above and below averaae individuals.

vi) Forced distribution: By this.method the appraiser is
required to assign a certain proportion of his apprdisees
each of several categories on a variety of factors. For example
on a five point scale, he must rate 10% as best performers 20%
above average, 40% average, 20% below average and 10% worst.

vii) Graphic rating scales: In this method the appraiser
rates the appraisees in terms of a number of defined gualities
by categorizing somewhere along a scale from very "high to very
low".

viil) Critical incident technique: The appraiser records
various critical incidents perceived in the appraisee's job
performance.

ix) Free written report or essay method. The appraiser
is asked to produce a free pen picture of the person appraised
on a completely ynstructured form.

%) Controlled writcen report. This is a written report
in a prescribed from that contains certain set headings as

Huidelines.



xi) Results-oriented methods. The results-oriented
methods can be divided into three categories:

1) Management by Objective (MBO) or appraisal by
cbjectives. This method was popularized by Drucker, Docuglass
Mcgregor and George Odiorne. This evaluation method campares actual
performance against previously agreed goals or targets. Employee
participation is essential for this process because the goals or
targets are jointly agreed by superior and subordinates.

2) Performance Standard: Performance is appraised against
standards prescribed earlier.

3) Field review. In this methoa a specialist in appraisal
meets with supervisors and staff personnel and observes the person
to be appraised. Following discussions with all concerned, the
appraiser prepares an analytical appraisal and submits it to the

supervisor for certification.

A survey of appraisal forms of the U.K. commercial firms
in 1977 showed that 56.7 percent companies used results-oriented
methods of appraisal%4 The share of other methods were as
follows: Personality - trait rating method, 10.6 percent; controlled
written report method, 5 - 6 percent; free-written report method,
1.1 percent and other methods - 13.3 percent. In most of the
industrial countries and international organizations, stress
is being laid down on results-oriented methods. However, the
traditional methods have not been wholly discarded as yet. This
suggests that each method has its strengths and weaknesses and

their effectiveness varies from organisation to organization.



There is as yet no ideal method for performance appraisal.

The traditional ranking or rating methods suffer from
two major drawbacks. First, the appraisal is vitiated by a
number of biases of the appraisers. The literature on performance
appraisal highlights the following types of biases:
- Halo effect: An excellent rating in one quality of any
employee may influence the rater to give the employee a similar
rating or higher—than—deser?ed rating on other qualities.
- Horn effect: Rating a person unsatisfactory in one quality
may influence the rater to give that -person a similar rating
or a lower-than-deserved rating in other qualities.
- Central tendency error. Providing a rating of average or
around the midpoint for all gualities. This is the most common
and serious kind of error.
- Strict Rating Bias. Rating consistently lower than the
normal or average being constanly harsh in rating performance
qualities,
- Lenient rating Bias. Rating consistently higher than the
norm cr average, being overly loose in rating performance
quality.
- Latest behaviour bias. Rating is often influenced by the
most recent behaviour failing to recognise the most commonly
demonstrated behaviours during the entire appraisal period.
- Initial Impression Bias. Rating in often based on "first
impressions" failing to recognize most consistently
demonstrated behaviours during the entire appraisal period.
- Spillover effect. Scmetimes past performance ratings

unjustly influence current ratings.



- Status effect. There are often tendencies of overrating

employees in higher level jobs or jobs held in high eéteem and
underrating employees in lower level jobs or jobs held in low esteem.
- Same As Me Effect. Civing the appraise a rating higher than

the deserved because the employee has qualities or characteristics
similar to those of the rater. Sometimes ratings are influenced

by territorial loyalties and gender bias.

- Different From Me Effect:.GiVing the appraiser a rating lower

than deserved because the person has qualities or characteristics
dissimilar to the appraiser.

Secondly, the traditional methods of appraisal concentrate
on personality of the employees rather than on their performance.
Thus traditional methods are of limited use in providing feedback
to the employees for improvement of their performance.

Attempts were made to eliminate the appraisal biases in
traditional methods. The forced choice technique claims to over-
come biaszes since it is so designed that the rater has no way of
knowing which of the statements is related to success on the
job oh which is associated with poor performance. This system
has, however, two disadvantages. First, it involves considerable
resources for background research and development effort. Secondly,
this system is resented and diétrusted by the appraiser because
the appraiser does not (or should not) know how the final rating
values are derived. Similarly, problem arises with forced
distribution technique when merging incumbents in various work-
units inﬁo one overall ranking for the whole organization. The
merger of ranking by different work units by different raters may

not reflect accurately relative standings between members of



different groups. These problems cannot be solved by essay methods
which has two additional drawbacks. First, it is difficult to
compare different pen pictures with each other. Secondly, all
appraisers are not equally good in writing pen pictures. It has,
therefore, been rightly suggested" that written reports often
tell you more about the reporter than the person reported upon"%S
Similarly, the graphic rating scale which gives the illusion of
objectivity fails to eliminate the bias of raters. In fact, the
chances of bias may be higher in this method. As Stahl points
out, this method "relies on translation of qualitative judgements
into quantitative terms under circumstances in which the factors
evaluated are too complex or general to permit genuine standar-

16
dization".

The results-oriented methods are claimed to be superior
to traditional methods on three grounds. First, these methods
emphasize performance results rather than personality traits.
They are, therefore, ideally suited for feedback to and counselling
of the employees. Secondly, these methods are considered to be
less suceptible to rater bias. Lastly, they result in simplicity
of paperwork in a form readily understandable by and acceptable
to managers. There are, however, inherent limitations of these
methods. PFirst, the performance of employees is often influenced
by factors external to the organization. The role of external
factors is difficult to segregate and consequently there is a
tendency to attribute all poor performance to external factors.
Secondly, it is arqgued that achieving results in one job 1is not
necessarily a good prediction of ability to perform well at a

higher level of responsibility. Thus personality traits should



not be overlooked altogether. Finally, results-oriented method
in most cases consume much more time and resources than
traditional methods and very often involve much more paper-work.

Experiments have also been made with different types
of appraisers. Broadly speaking, four types of appraisers have
been tried:

a) Appraisal by the supervisor.

b) Multiple or group appraisal: it usually consists
of appraisal of the manager's performance and potential by a
panel of superiors acquainted with his‘work from different
vantage points.

c) Self-appraisal. In this method, performance appraisal
bécomes the joint responsibility of the employee and his chief.

d) Appraisal of peers and superiors. Sometimes referred
to as mutual rating, this participative approach entails
evaluation of each member of a work unit by all of his colleagues,
subordinates as well as his supervisors.

It is argued that group appraisal and peer appraisal
reduce bias in appraisal process. Both these processes are time-
consuming and unless the appraisers are trained well, the
process is not likely to be very efficient. It is very difficult
to ensure objectivity in self-appraisal though this method ensures
maximum participation of employees. Thus each system of appraiser
selection has its own strengtls and weeknesses.

The performance appraisal system is a very complex
process. While the results of the process are uncertain, the

costs of the process are high. The direct costs involve the



the expenditures for running an unit for collecting,
analysing and perserving the appraisal records. The
indirect costs include the opportunity cost of time ¢f
concerned employees which are required for completing the
formalities of performance appraisal. Supervisor's time is
a critical element in performance appraisal. In personnel
administration, there are other branches such as recruitment,
pay or superannuation where there are full-time employees
for handling the tasks. Performance appraisal is, however, a
part time activity of all supervisors who are mostly
untrained in the matter. This is why, elaborate procedures of
performance appraisal often do not work. As Ronald Wraith
argues, "as elaboration grows, so does the time demanded of
line managers, their training and their paper work. But the
inescapable fact is that appraisal must always be a subsidiary
activity for line managers - otherwise they would cease to be
managers - and any system that is going to work must recognise
this limitatiou".ﬂ7

The performance appraisal is a delicate the difficult
process because it involves the complexity of human interaction
on the job along with the wide range of goals and methodologies.
This is why, it is often observed that "a bad appraisal
system is worse thanlh; system at all"%8 If handled improperey,
performance appraisal may be counterproductive. Irrelevant and
ritualistic performance appraisal instead of encouraging
good performance inhibits it. The constant harping on unsatis-
factory performance of an employee may tear down his e€go to the

point where he loses all self-respect. Similarly, pericdic



reminders as to how good an employee is may lead to
slackeqing up because of over-~confidence. Stahl rightly
9

warned:

"Employee performance to say nothing of the subtleties

of the on-going supervisor-employee relationship-is a
delicate and sensitive issue. Wholesale handling of infinite
varieties of situations without regard to human differences
and the sundry emotional needs of employees is almost
certain to precipitate anything from disappointment to

disaster".



CHAPTER III

CVOLUTION OF THE PERFORMANCE APPRAISAL SYSTEM IN BANGLADESH.

Formal evaluation of the public employees was introduced
in South Asia by the British rulers. The annual evaluation of
employees was styled as "Annual Confidential Report" (ACR). The
main objective of this evaluation was not appraisal of performance
but assessment of personality traits such as loyalty and trust-
worthiness which were essential for imperial rule. It was useful
for alien rulers in identifying suitable collaborators. The ACR
form was refined during the Pakistan pefiod and it contained
elements of a graphic rating scale and a free written report
{pen picture). However, the system did not work satisfactorily
fof evaluation of performance. The Administrative and Services
Reorganization Committee, 1973 evaluated the existing ACR system

20
which was inherited from Pakistan in the following manner.

"It is complained that the Confidential Reports are not
written accurately and comprehensively. These reports are not
specific and less objective. The confidential report merely
records the superficial impression of the reporting officer. Again
the confidential Reports on the manner and spirit in which they
are being written tend to emphasize the man and his qualities
than his performance. These reports are often laconic and vague
and there is no positive assessment of intelligence and other
gqualities", The committee, therefore, recommended that performance
appraisal report should use similar form for all types of employees

should be based as far as possible on a common standard of



judgement and should give the fullest account of present
performance and suitability for promotion. The committee also
emphasized that the appraisal should be accepted as fair and
reliable by the persons appraised. The importance of staff
assessment was also stressed by the Pay and Services Commission,
1977. The committee recommended that a sulitable assessment

form should be devised?l It also warned that in seeking informatic
on the guality of an employéé's performance it should be rememberec
that for advancement to a higher position it 1is important to

find out his attaintments and suitability for the prospective Jjob
than the degree of excellence of what hé has done in the lower

job. However, no discernible measure was taken to improve the

ACR system until 1982 when the government constituted a Martial

Law Committee to review the performance appraisal system. The
Committee observed that the existing system was strictly secret

and there was no scope for knowing about good performancixé It

was observed that the system had no "encouraging effect"t The
Committee recommended that the ACR form should be revised in

the light of ACR form used in the Army. Accordingly the ACR

form was reviewed and the system of confidentiality of performance

appraisal was discontinued.

There are significant differences in the objectives
of the old (pre-1982) and new (Post-1982) ACR forms in
Bangladesh. There were two main objectives of the old ACR
system. First, it was an useful instrument of supervision.

The confidentiality of the report strengthened the hands of



supervising officers in controlling and guiding the activities
of subordinates. Secondly, the ACR was a screening device for
promotion. The objectives of the new ACR form are more compre-
hensive. Apart from strengthening supervisory control and testing
the suitability for promotion, the new ACR system attempted to
identify training needs of individual employees, provide inputs
for placement decisions and fé provide feedback to employces
for increasing productivity. A detailed comparison between two
ACR forms may be seen at Table I.

The old and new ACR forms may be seen in Appendices
IIT and IV. The major changes introduced by the new form are as
follows:
- annual medical check-up report was made a part of the ACR
- detailed job description of the officer reported upon has
been included.
- In the o0ld form the overall rating was not based on the
grading of individual traits and performance. In the new form,
the overall grading is based on separate gradings of twenty
characteristics,
- In the new form, pen picture has been changed from a free

written report to a structured written report.

The new ACR form is obviously an improvement on the
old form. However it suffers from inherent limitations of
"graphic rating scales". Superficially viewed, the overall
grading in the new form appears to be more scientific than
the previous system because in the previous form overall rating

was not based on grading of personality traits and in the new



TABIE 1
.. A IPARTSTON CF CLD ~i FORMS
Categories of
Part information
0ld form New form 0ld form New form 0ld fomm
(before 1982) (since 1982)
Part I Part T Bio—data of Bio-data of ORU
the ORU the ORU
= Part II - “Aauwnuuhﬁmnxl -
up Report
Part III = Job description -
Part II Part IV Rating of per- Rating of per- R.I.O.

formance &
personality
trait

sonality traits

Filled up by
New form Carmments
QRU The new form contains 13 columns

Authorised
Medical
Officer.

R.I.0.

R.L.0.

as against 8 colums in the old
form.

In the old system Medical check-
up was not a prerequisite.

Detailed job description cculd
not be found in the old system
although in Part I,there was
provision for mentioning the
posting of the ORU.

In the old form distinction is
not made between performance &
potentialities. In it scme
rating are made in 5 scales Al,
A,B,C & D(very gocd,good,averaqe
below average and worst categor
and scre rating are made in
predetermined descriptive crite-
ria.The RIO could also add new
criteria(at least 4) by which |
could evaluate the ORU.There wa:s
no system for addition of the
grades achieved.Overall impres-
sion had to ke achieved frcm th
grading.The new form in Part-IV
descrikbes the personality trait:
in 5 point scales.
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Part IIT

Part IV

Part v

Part VI

Part VIT

Part VIII

Part IX

Part X

Rating of - R.I.O.
performance
Pen picture - R.I.O.

Recamendation Recomrendation R.I.O.

for promotion for promotion

Countersigning Countersigning CSO

{Superior Offic~ (Superior Offic-

ers remarks) ers remarks)

Additional
remarks.

Caments of
administrative

department.

1)
2)
3)

4)

5)

RIO/ORU - In the old form also there
was provision for pen picture. It was
included in Part III.

The new form gives detailed information

regarding the recomendation made
although specific recormendation for
promotien has been categorized in the
same fashicn in both the forms i.e.

Recommended for accelerated promotion.
Fit for pramotion.

Recently promoted; time not vet ripe
for consideration of the next
promoticn. .

Not yet fit for prometion; but may be
fit in due course of time.

Not fit for further promotion; has
reached the highest achievement/gracde.

Other superior officers.

Authorised officer of the Ministry/
Division.
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form it is calculated on gradings of twenty characteristics.

This is not, however, correct. It has been rightly gbserved
"Ancther implicit error has been to assume that we can analyse
all of the faults and strengths of an employe , add them up

in some fashion, and came to some neat overall conclusion
expressed by an adjective, a percentage of numerical value,

a letter category or some other device - that makes it possible
to compare him as a whole with somecone else. This is a most
doubtful, if not actually a dangerous, procedure"?3 Specifically,
the overall rating procedures in the new form can be criticised
on three grounds. First, more emphasi® 1is placed on personality
traits than on performance. In the new ACR form total rating
for.personality traits is ninety. Theoretically even if an
employee scores zero for quality and gquantity of work done

he may be rated as a very good officer if he possesses certailn
personal traits such as cooperation, obedience, discipline and
good public relations. The assignment of ten percent weight to
quality and quantity of work done in overall grading is arbitrary.
Even in this new form the emphasis is primarily on the perspgnality
and not on performance. Secondly, some of the personality
traits which are graded are highly correlated and the justifica-
tion for separate gradings for those characteristics can be
questioned. For example, if a person is highly disciplined,

he should be punctual. There is no justification for separate
gradings for sense of discipline and punctuality. If an employee
is good in public relations he 1is likely to be cooperative

(with whom it is not specified in column 6) and have good

relations with colleagues. There is no Jjustification for three



separate items for ratings for this purpose. Similarly it 1s impossible
to differentiate between the sense of responsibility and sense of
discipline of employees.These two traits are, however, measured
separately. The sense of responsibility is also highly correlated with
the promptness to carry out orders and punctuality. The list of such
duplications can essily be multiplied. There is hardly any justifica-
tion for separate evaluation of traits which are highly correlated.
Thirdly, there is no scientific basis for weightage given to various
traits in the new ACR form. Therelare two issues here. First, the
importance of personality traits vary from job to job. For example, the
security consciousness is an important gqualification for a police
officer, but this may not be so important for an educationist.Secondly,
the overall grading is vitiated by illegitimacy of aggregating qualitie:
whose relative weight cannot be quantified.This is also a dangerous
procedure. As Stahl observes?4 "Tndividuals on similar work may differ
from each other in such a way that the strength of one are in the very
areas in which the other is weak. One employee may be gocd at meeting
and dealing with people but not so good in expressing himself in
writing, the other may be just the opposité facile at paper - and -
pencil articulation but shy and dull when ic comes to face-to-face
communication. If the job requires both skills in some measure, who
is to say which employee is the better of the two?Together, with a deft
organization of the work, they may make a pretty good team, even
though individually they have shortcoming'.

The basic problem in rating of personal traits 1s that
appraisal very often tends to be biased. This is not the fault

of the appraiser alone, it is an inhereint limitation



of the process itself. Trait evaluation fails to be objective,
serious and fair. The problem is aggravated by the fact that
evaluation of personal traits tends to be outside of Oor separated
from a manager's normal operations . "Trait appraisal substitutes

the opinion of an individual for what the person really does".

Apart from methodological difficulties, the use of
trait appraisal is also open to question. The connection
between performance and possession of specific traits is often

doubtful.

There are however certain bullt-in protections against
the inherent limitations of the graphic rating scales in the
new ACR from. First, the system of countersignature by a senior
officer may partially reduce the bias ofreporting officurs.Secondlx
a structured written report gives opportunity to reporting
of ficersto mention personality traits which are not included in the
graphic rating scale but which may be relevant for a particular

employee.

The new ACR form has been prescribed for Class I

officers only who constitute about six percent of employees in
the public sector (see table -2). The old form has been retained
for class II and class I1I employees who constitute 2.75 percent
and 55.15 percent respectively of all public employees. About
36.1 percent employees who are classified as class IV employees
and others are not evaluated at all. Some critics maintain that
instead of following different appraisal procedures for different

types of employees the government should use the same procedure
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TABLE 2

CLASS AND CATEGORYWISE CLASSIFICATION OF PUBLIC
EMPLOYEES IN EANGLADESH, 1983

Category of Secretariat Departments/  Public statutory Total % of all
Class Directorates/ Corporations employees
Subordinate
Offices
1 2 3 4 5 6
Class T 1509 31341 30299 63,149 6.00
Class IT 82 8169 20571 28,822 2.75
Class III 5111 465409 109390 5,79,910 55.15
Class IV 2571 121636 75639 1,99,846 19.00
Others - - 179766 1,79,766 17.10
Total 9273 626555 415665 10,51,493 160.00

Source:

1987, P. 108

Bangladesh Bureau of Statistics, Statistical YeafﬂBook,




for all types of employees, Similar recommendation was made

by the Administrative and Service Reorganization Committee,
1973. However the present system of performance appraisal can
be justified on several grounds. First, performance appraisal
is not a costless process. It involves supervisor's time and
costs for maintaining the records. The costs for appraising the
performance of more than a million employees would be colossal.
The appraisal should be limited to management jobs only. Secondly,
the prospects of promotion for class IV employees is limi£ed.
Thus the performance evaluation of class IV employees 1is not
likely to be cost-effective. Finally, the new appraisal form
which is more detailed and involves more supervisory time for
apbraisal has been introduced on an experimental basis. It
should not be extended to all employees until it is improved

by subsequent evaluations. Thus in the initial stage it may

be exclusively used for class I officers only.

The new ACR from is used by 31 cadres of Bangladesh
Civil Service (see table-3). The functions of various cadres
are dissimilar. It is, therefore, doubtful whether the same
appraisal form is useful for managers, teachers doctors research
scientists , planners. Obviously, it is advantageous to
standardize procedures, but it is unrealistic to do so beyond
a certain point. In Britain, three patterns of appraisal
schemes can be discarne&?s First, in some organizationj$ the
same form is used for all types of employees. Second, in a

few organizations different appraisal forms are prescribed for

different types of jobs. Finally, in some organizations, two
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TABLE 3

CADRE WISE STRENGTH OF B.C.S. CADRES

Si. Name of Cadre Sancticned Sanctioned Existing strength
No. strength strength
upto '82 after '82

1 2 3 4

1. BCS(Administrative:Administrative 2334 3097 2097

2. BCS(Administrative:Food) 129 219 204

3. BCS(Administrative: 163 119

Cooperatives)
4. BCS(Agriculture: 260 2049 1558
Agriculture)

5. ECS(Agriculture:Forest) 135 103 5

G. BECS(Agriculture: Fisheries) 191 599 303

7. BCS(Agriculture:Livestock) 572 1210 849
8. BCS(BEducaticn:General Education) 1018 7791 6669
9 BCS (Education:Technical Education) 194 924 891
10. BCS(Economic and Trade:Economic) 269 504 410
11. BCS(Econamic and Trade:Trade) 100 12 98
12. BCS(Economic and Trade:Statistics) 61 110 110
13. BCS(Engineering:Public Works) 463 577 494
14. BCS(Engineering:Public Health) 33 12 112
15. BCS(Engineering:Roads & Highways) 256 337 309
1¢. BCS{Engineering:Telecarmunication) 476 480 395
17. BCS(Finance:Audit & Accounts) 132 266 90
18. BCS(Finance:Customs & Excise) 163 129 113
19. BCS(Finance:Taxation) 253 328 293
20. BCS (Foreign Affairs) 252 192 177
21. BCS(Health & Family Planningzﬂealth} 765 7175
22. BCS(Health & Family Planning: 322 4789

Family Planning)



1 2 3 4 5
23. BCS (Information) 481 717 574
24. BCS (Judicial) 213 615 569
25. BCS (Postal) 159 182 139
26.  BCS(Enforcement:Police) 263 595 354
27.  BCS(Enforcement:Ansar) 89 205 143
28, BCS{Railway: Transportation and 61 64 47
- Commercial)
29. BCS({Railway:Engineering) 222 211 152
30.  BCS(Secretariat) 556 . 562 323

31. BCS (Senior Service Pool)

TOTAL: 10037 29940 22454

Source: D.S.Yusuf Hyder,Structure of Service in Bangladesh,Dhaka ,1985 (Mimeo).



forms are used - one form is common for all employees and
another form is specifically designed appropriate to the
particular type of job to be appraisad. Theoretically, the
desirability of same appraisal fbrm for all types of employees
remains one of the unresolved questions. However, empirical
research on the subject in the context of Bangladesh is necessary

to determine whether the use of same form for 31 cadres is justifiec

Another shortcoming of the new ACR system is that it
tries to achieve too many ends with a single evaluation tool.
This is not possible for two reasons. First, there are inherent
limitations of these evaluations. Secondly, the Government does
not allocate enough resources for analysing the data generated
by these evaluations. Thus the actual use of ACRs is very
limited. In this connection, an evaluation of the effectiveness
of the ACR forms in the following areas would be in order:

- placement and reward
- promotion
- training needs

- Feedback on performance.

There is no system of reward for merit performance
in Bangladesh. The ACRs are often used for placement decisions
specially for sensitive postings. There is, howéver, no routine
mechanism for using ACR for posting. An opinion survey of 50
senior officers conducted for this study indicated that 54 percent

of the officers are of the view that performance appraisal does



not play any significant role in placement decisions. There

are, however, inherent risks in linking postings to performance,.
The Government legally considers all posts in the same scale as
equally important. If postings have to be varied according to
performance, a differentiation of posts in the same scale would

be necessary. However, it is very difficult to formulate principles
for differentiating the posts at the same grade or level. For
example from the employee's point of view, they would prefer to

be posted in big cities whereas from the administrative point of
view, posts in the far-flung rural areas may be considered to be

more important.

In Bangladesh the ACRs are routinely consulted for
promotion. However the usefulness of ACR in promoting employees
to higher posts depends on several factors. First, performance
evaluation is important where merit is the sole criteérion
for promotion. Unfortunately, in Bangladesh promotion is
determined by seniority - cum-merit. Consequently the courts
have ruled that seniors should not be superseded if their records
are not unfavourable. Thus the system favours mediocrity.
Secondly, even if the principle of merit is accepted as the
only determinant of merit the appraisal system must be able to
assess merit accurately. It oftén turns out that most of the
employees get same type of grades. In such cases it is not
possible ¢, Screen out candidates for promotion on the basis

of appraisal report alone.



The appraisal system can also provide useful input for
training of the employees. Unfortunately, training in Bangladesh
is organized in a haphazard and adhoc manner. Unless training
is integrated with a career development plan, the ACR will have

limited value for training purposes,.

Initially, the new ACR form introduced an open appraisal
system in Bangladesh. This system is useful for providing
feedback to the employees on their performance. Unfortunately,
the cpen ACR system discourages the superiors to make a candid
assessment in fear of embittered personal relationship with
employees who are rated unfavourably. The open system has now been
discontinued. However, the effectiveness of the new system
cannot be apprailsed ona priori and - thecretical grounds.
The empirical evidence on ACR in Bangladesh will, therefore, be

reviewed 1n the next chapters.
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CHAPTER - IV

TRENDS OF PERFORMANCE APPRAISAL IN BANGLADESH.

An analysis of trends of ratings is useful for the
evaluation of performance appraisal system in several ways.
First, the degree of dispersion of ratings would indicate
whether the ACRs could be used effectively for differentiating
the relative worth of the employees in a meaningful way. Secondly,
the consistency of ratings can be tested by analysing the
overall ratings of the employees over time. Finally, the rating
trends can be used to test hypotheses regarding recruitment and .

training.

The overall ratings of about 300 class I officers of
three cadres for twelve years were collected for this study?6
Data were not collected for continuous twelve years; they were
collected for four clusters of years ( i.e. 1966-69, 1975%-81,
1982-84 and 1970-86) over a twenty vear period. Data for eight
yvears (1970-78) were excluded because the ACRs were not properly
collected during the turbulent years of liberation war and the
initial years of independence. One difficulty was, however,
experienced in making the data from the old and'new ACR forms
compa?able. In the old ACR form there were five categories of
overall ratings whereas in the new ACR form there are six
categories {see table - 4 ). To make them comparable, the last
two categories of the new ACR were combined. Thus the"below
average" and not satisfactory" categories of new ACR were

considered to be equivalent to worst category in the old ACR

form and the "average category" of new ACR form was considered



to be equivalent to "below average category" in the new form.
A comparison of the categories in the new and old ACR forms

may be seen in table- 4.

TABLE - 4

EQUIVALENCE OF OVERALL RATINGS IN OLD AND NEW ACR F.ORMS
USED IN THE STUDY.

Evaluation category Evaluation Category Category (Weightage
of old Form new form given) in this repo:
1. Very Good outstanding 5

2. Good Very good 4

3. Average Good 3

4; Below Average Average 2

4. Worst Category Below Avcrage 1

6. - Not satisfactory 1

This chapter is divided into five sections. The first
section examines the dispersion of ratings. The second section
explores the impact of political and administrative as well as
changes in the ACR forms on ratings of employees. The third
section examines the consistency of ratings over time. The fifth
section examines the relationship between performance and
recruitment procedures.

Distribution of Ratings.

The primary objective of performance appraisal is to
assess the relative worth of the employees in an crganization.
If most of the employees in an organization gets same or similar

rating, the purpose of appraisal will be largely ncgated.



Unfortunately, the graphic rating scale method used in Bangladesh
often leads to such ratings. Severai factors may account for this.
First, a rater may give little time, attention or effort to rating
process, He would, therefore, like to avoid significant differentia-
tion in the rating of his subordinates. Second, a rater has
inadequate information. If the appraisal system is open, he will
avoid sticking his neck out giving poor ratings to some of his sub-
ordinates., Finally, many raters commit the "central tendency error"
by providing a rating of average or mid point for all elements in
the appraisal form. Since many employees do perform somewhere around
an average, it is an easy escape from -harsh realities of rating .

Ideally the distribution of employees according to Overall
rating should approximate the bell-shaped curve or normal distribution
If the overall rating is grouped into five categories, the normal
distribution for each category should correspond to Table 5. Five
percent will fall in each of the top and bottom categories, 15
percent in each of the next two and 60 percent in the middle
category (see table 5).

TABLE - 5:
EXPECTED NORMAL DISTRIBUTION OF EMPLOYEE'S RATINGS

Overall category Corresponding categories Percentage of employee as

in this report. per normal distribution
Superior : 5 .5
Above average 4 15
Average 3 60
Below Average 2 15
Unacceptable 1 5
Total: 100

Source:Richard 1 Henderson, Performance Appraisal (Reston
Reson Publishing House Inc, 1%84) P.- 162




The distribution of ratings of class I officers in

Bangladesh for four different periods may be seen at Table-6.

TABLE - 6.

ACTUAL DISTRIBUTION OF RATING OF CLASS I OFFICERS IN BANGLADESH.
( in terms of percentage of officers).

Period Category 5 Category 4 Category 3 Category 2 Category I

(Excellent) (very good) (good) (Average) (Below
Average)

1966-69 15.2 54.9 29,0 0.9 0.0

1978-81 23,5 603 11.8 0.3 4.1

1982-84 25.7 497 21.7 | LT 1,2

1985-86 25.2 37.1 35.1 2.6 0.0

A comparison of tables 5 and 6 shows significant differeénces
between actual distribution of overall rating in Bangladesh and
what should have been according to normal distribution. The
following conclusions are evident from this comparison:

a) The overall rating$in Bangladesh are much more lenient and
skewed than the ideal ratings. Normally, at least five percent
officers should have been graded in the lowest category. Actually
in two periods, none of the officers in our sample was graded
unacceptable. 4.1 percent officers were graded unacceptable in
the period 1979-81 and 1.2 percent officers received simi%a¥
rating during 1982-84. Normally 5 percent officers should be fall
in this category.Abcut . 15 percent officers should be normally
graded in next to lowest category. The share of officers in this
category in Bangladesh varied between 0.3 percent to 2.6 percent.
The unwillingness of the officers to write adverse ACRs has lead
to inflation in overall ratings.

b) The overall ratings in Bangladesh do not serve any useful



purpose for identifying the superior and above average officers.
Normally 5 percent officers should be given topgrade. In
Bangladesh, the share of officers in the top category varied
between 15.2 percent to 25.2 percent. Ideally, 15 percent of the
officers are categorized in the category next to top. In
Bangladesh, the percentage in this category varied between
37.1 percent and 60.3. Thus it is obvious that ratings are
highly inflated.
¢) The overall ratings of class I officers in Bangladesh are
highly unrealistic. In 1985-86, 62.3 percent officers were
classified in the top two categories, in 1979-81, 83.8 percent
officers were rated in these categories. If these ratings were
realistic, the performance of Bangladesh administration should
have been much better.
d) This type of performance appraisal is likely to discourage
outstanding performance and encourage the shirkers. No award
or punishmént can be given on the basis of such biased and
indifferent appraisals.

These results are not, however, surprising. The
fault lies not with the appraisers alone but with the system
itself. In the seventies, similar graphic rating scales were
used for Federal employees in the USA. A survey undertaken
by the General Accounting Office (GAO) in 1978 showed similar

pattern of appraisal in the USA (see table-7)



TABLE 7

SUMMARY OF PERFORMANCE RATINGS OF US FEDERAL EMPLOYEES, 1973-75.

Calendar Year

Category 1973 1974 1975
Outstanding 1% 1% 1%
Satisfactory 99% 99% 99%
Unsatisfactory - - -

Source:US GAO, Federal Employee Performance Rating Systems
Need Fundamental Changes (Washington D.C.GAO, 1978), P-6

99 percent of U.S. federal employees were graded in one
category. However, the proportion of outstanding employees
was limited to one percent because Section 4304 (c) of Title 1 of
U.5. Code laid down that "a performance rating of outstanding
may be given when all aspects of performance not only exceed
normal reguirements but are outstanding and deserve special
commendation". In a subsequent report, the GAO summarized the
problems of ratings of U.S. Federal Employees in the following
mannerf7
- "A rating system that gives about 95 percent of the
employees the same satisfactory rating for not only fully
satisfactory and superior performance but alsoc for marginal
performance. This neither lets employees know the true quality
of their work nor gives management information on which to base
personnei action.
- VYerformance standards and measurement systems are
generally inadequate or non-existent. Measure of gquantity,
quality and timing and the level of achievement as well as

honest appraisals are needed to identify marginal or unsatisfactory



performance, to serve as a basis for assistance, and then if
necessary, to take removal action.
- Incentives are lacking for managers and supervisors to
deal with problem employees".
The ratings in the U.S. Army are similar, Henderson
reports that it is not unusual in a military unit to find
95 percent of all officers rated in acategory identified to
include the top 5 percent of those being rated, a mathematical
impossibility?8 Such ratings are attributed to the fact that
in the military if an officer is not rated among the top five
percent, the likelihood of promotion is severely limited.
Similar skewed distribution of rating with graphic

rating scale is reported from the U.K. Table - 8 presents

the performance ratings in one organization in the U.K. in

1970s.
TABLE - 8

DISTRIBUTION OF RATINGS IN AN ORGANIZATION IN U.K.
Category Fercentage of employees
Outstanding 4
Very good 5005
Good 39
Fair 6.5
Not quite satisfactory 0.5
Unsatisfactory S0

Source: Quoted in Clive Fletcher and Riclard Williams,
Performance Appraisal and Career Development

( London : Hutchinon, 1985) P.11



A comparison of tables 6 and 7 suggests that the
overall ratings in performance appraisal reports of the BCS
officers in Bangladesh are more dispersed than the Federal
employees of the USA. The ratings in Bangladesh civil service
and in the U.K. organizations are more alike except the fact the
percentage of outstanding officers in Bangladesh are much higher
However, judged by the expected standard of normal distribution,
the ratings in Bangladesh are highly unrealistic. As table 6
shows the basic pattern of ratings in Bangladesh did not vary
significantly during last ten years. The fact that similar typeof
unrealistic' ratings persisted for such a long time suggests
that the system itself is defective. This hypothesis is supported
by‘the experience of industrialized countries like the USA and
U.K.

Trends of Ratings

During the last twenty years, Bangladesh experienced
significant political and administrative changes. It is often
hypothesized that these changes influenced the actual appraisal.
For convenience, data for four distinct periods were collected
in this study. These pericds are: Pakistan (1966-69%), Post-
independence with old Pakistani ACR form (1979~81). Open appraisal
with ﬁew form (1982-84) and closed appraisal syétem (1984-86) .
Year~wise variations of ratings may be seen at table-9. As table -
9 indicates fewer officers were rated in top category in Pakistan
period that in later periods. in Pakistan period the percentage

of officers in the top category varied between 10.29 and 18.87.
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Since 1979 the share of the top category officers have varied

between 22.52 and 27.55. There might be two explanations for this.

First, it may be argued that the quality of new recruits in

Bangladesh is better, This hypothesis not borne out by qualitative

evidence. Recruitment in the initial years after Bangladesh period

was adhoc, unsystematic irr egular and chaotic. Secondly, it may
be argued that the appraisers in post Bangladesh period
more liberal. This hypothesis seems to be more plausible.

Another difference between Pakistan and post-Indpendece
rating is that in Pakistan period nobody in our sample got-below
average ratings whereas in 1979-81 and 1982 ~ 84 periods the
percentage of officers in the lowest category varied between
0.79 and 4.50. This difference may not, however, be significant,
Most of the cofficers of Pakistani i.period whose . records
were sampled for this gtudy belong to Senior Services Pool. Since
the officers with unsatisfactory ratings were not inducted in the
S enior Services Pool, most of the officers with unfavourable
ratings were excluded from our sample. Thus the average ratings
of the officers in Pakistan periocd are likely to be biased
upwards, whereas the sample in B angladesh period is likély
to be more representative. Thus the existing data very strongly
suggest thgt the overall ratings have been sighificantly
liberalized since 1971, |

It is often hypothesized that the introduction of the
open system of ACR in 1982 led to unusual inflation in overall
ratings. If this hypothesis is correct, there should be a

significant increase in ratings after its introduction in

has become



1982 and a significant fall in ratings after the abolition of
the open system of ACR in 1984. This hypothesis is not, however,
supported by evidence in Table 9. The percentage of officers
rated in the top cateqgory in the confidential system of
app?aisal was 23.5 percent during the period 1979-81. The

share of ratings in this category increased to 25.7 percent
during the period 1982-84 when the open system of appraisal

was in vogue. It, however, did not decline significantly

during the period 1985-86 when the confidential system was
reintroduced. It declined from 25.7 percent in 1982-84 to 25.2
percent in 1985-86 a statistically insignificant decline. On

the otherhand, the proportion of officers in second highest
category declined from 60.3 percent during 1979-81 to 49.7
percent during 1982-84 after the introduction of the open system.
It is true that the proportion of officers in the lowest category
declined from 4.1 percent to 1.2 percent after the introduction
of the open system. This cannot be attributed to openness of
appraisal for two reasons. First, even before the introduction
of open system of ACR, the ratings in the lowest category were
communicated to officers reported upon as adverse comments.

Thus the ratings ofthis category are not likely to be

influenced by open apprisal system. Secondly, the proportion

of officers rated in lowest category was zero after the
reintroduction of the confidential system of appraisal. If

the open system discourages unfavourable ratings, the share of
officers rated in the lowest category would have increased after

the reintroduction of confidential system of appraisal.



Available evidence therefore, indicétes that the open system
of appraisal did not significantly influence the overall
ratings. On the other hand, data in table 6 suggest following
broad trends in the ratings in spite of the variations in
forms of appraisal and the¢penrn.ss of appraisal:

a) There has been a secular increase in the percentage
ofoffiéers rated as "top category".

b) The proportion of officers rated 1in the second
highest category is falling and the proportion of
officers rated in the third category is increasing.
Ideally, 60 percent of officers should be rated in
third category.

c) There is no definite trend in last two categories.

Consistency of ratings over time.

An appraisal system which is not consistent is not likely
to be accepted as fair by the appraisees. First, the appraisal
should be internally consistent. For example, there are two
separate parts in the appraisal form for overall rating and
recommendation for promotion. The ratings in these two parts
should be consistent. Secondly, the reports should be consistent
over-time., If the ratings of employeesvary widely from year to
year, the inescapable conclusion is that the standards of
appraisal vary significantly from appraiser to appraiser.

As table I0 indicates, there is a strong correlation
between the overall ratings and recommendations for promotion,
lThere are five categories of recomnendation.

- ecommended for accelerated promotion
- Fit for promotion

- Not yet mature for promotion.
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TABLE 10

RELATIONSHYP BEIWEEN OVERALL CATEGORY.OF GRADING AND
RECOMMENDATION FOR PROMOTION.

YCategory

Period X Category of Recommendation
}appraisal IAcceleFatedI Fit fqr INot mature JNot yet fit Y Unfit for
YPramotion YPramotion Yfor pramo-~ Jfor Pramo— Yfurther
_I X X Ition Ition Y _Promotion

1966-69 Excellent 18.2 51.2 18.2 12.4 -
1979-81 Excellent 43.5 49.7 4.9 1.9 -
1982-84 Excellent 70.6 23.6‘ 3.7 2.1 -
1985-86 Excellent 80.0 14.7 4.0 1.3 -
1966-69 Very Good .8 24.6 20.0 54.6 -
1979-81 Very Good 1.9 70.0 16.6 11.5

1982-84 Very Good 2.7 76.2 12.6 8.5

1585-86 Very Good 5.4 86.6 4.5 3.5

1966-69 Good 0.0 6.2 9.4 84.4

1979-81 Good 1.2 32.0 20.9 43.2 2.7
1982-84 Good 1.2 59.2 20.4 18.5 0.7
1985-86 Good - 57.0 17.8 24.3 0.9
1966-69 Average - - 50.0 50.0 -
1579-81 Average - 100.00 - - -
1982-84 Average - 46.1 23.0 30.9 -
1585-86 Average - 25.0 12.5 62.5 -




- Unfit for further promotion.

Ordinarily the employees who get overall ratings in the first
two categories should either be recommended for accelerated
promotion or be found fit for promotion. There might a fraction
of officers who are newly recruited or newly promoted who may
be classified in the third category. But the officers with
high overall ratings should not be found “either unfit for
further promotion " or " not yet fit for'kromotion? However,
there is a small percentage of cases where such inconsistency
may be noted. But example, 1.3% to 12.4% officers who were
given excellent ratings were pronounced not yet fit for =.._
promotion. However, the proportion of such inconsistencies

is gradually falling.

An analysis of the types of recommendations for
promotion in table 11 reveals two interesting trends. First
in Pakistan period the proportion of officers recommended for
accelerated promotion varied between 3.6 to 4.4 percent. Such
ratings would be consistent with normal distribution. But there
has been an alarming increase in the proportion of officers
recommended for accelerated promotion in recent yeais, In 1986,
25 percent officers were recommended for accelerated promotion.
This is totally unrealistic and contrary to standing instructions
which lay down "that an outstanding grading is received only
in very exceptional cases and such officers will be amongst the
top 5% gazetted officers in an organization. It has also been
stipulated that an officers will be considered outstanding only

when he/she sets an unigue example of dedication to duty or an
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TABLE 11

PERCENTAGE OF EMPLOYEES IN EACH CATEGORY OF RECCMMENDATION
FOR PROMOTION

Year Accelerated for Fit for Not yet mature Not vet fit for Unfit for
promotion pramotion for promotion promotion pramotion
1966 0 27.3 15.9 56.8 0
1967 4.3 17.4 28.3 50.8 0
1968 3.6 28.6 16.0 | 51.8 0
1969 4.4 17.6 14.7 12.9 0
1979 7.7 61.5 17.3 12.9 0.6
1980 .13.9 60.7 12.2 13.2 0
1981 13.4 58.4 16.0 12.2 0
1982 18.6 62.6 11.4 7.4 0
1983 21.5 56.5 14.2 7.8 0
1984 19.3 56.00 10.8 13.3 0.6
1985 20.3 58.7 7.3 13.2 0.5

1986 25.0 52.0 13.5 9.5 0




extraordinary service that results in remarkable achievements
for the organization%? Similar unusual trends may be noticed
iﬁ the category of "fit for promotion" also. In 1966, 27.3 percent
officers were foundﬁ%gr promotion; in 1986, 52 percent. On the
other hand, in most of the years none of the officers were
rated "unfit for promotion". Such appraisal is utterly useless
for promotion on the basis of merit alone. Secondly, in recent
years there 1s stronger correlation between the overall rating
and category of recommendation for promotion. In Pakistan period
this correlation was much weaker. For example during the period
1966-69 only 18. 2 percent of the officer who were given the
highest overall rating was recommended for accelerated promotion,
whereas 80 percent of officers with similar overall rating was
recommended for accelerated promotion. It appears thatin post
independence period appraisers in Pakistan times did not attach
much importance to overall rating but they were more careful
about their recommendation for promotion. Thus despite inconsis-
tencies between the overall raings and the category of recomen=
dations for promotion, the assessment for promotion in Pakistan
period was more realistic. In recent vyears both the overall
ratings and recommendations for promotions are unrealistic.

An analysis of the appraisal reports of 250 officers who
had experience of more than three years was undertaken to
examine variations in the ratings of the same officer from

year to year.



TABLE - 12.

DEGREE OF VARIATION IN THE OVERALL RATINGS OF CLASS I
OFFICERS FOR BANGLADESH 1966-1986.

Degree of variation No. of cases tof cases
No variation 45 18.00
upto 5% variation 0 0.00
l0-15%variation 128 51.2
15-20% variation 55 22.:0
28-25% variation 19 7.6
25-30 variation ! g 1.2
255 100.00

As table 12 indicates, the variations in the overall ratings

of the same officer over years is surprisingly minimal There was
no variation at all in 18% cases. In case of 51.20 percent
officers , the variation was insignificant. There was significant
variatiors 1.4 case of 8.8% officers. Appraisal ratings were
similar in at least 8 out of ten reports of about 91 percent
officers. The actual variation will be less because table 12 is
likely to overestimate variations in ratings owing to the fact
that appraisals of two distinct periods with different systems
of ratihgs were assembled in the same table. This significant
consistency in rating may be attributed to the fact that most
of the officers get same type of rating.

Cadre-wise variations in ratings.

It is interesting to compare the cadre-wise variations
in overall ratings. Table-13 indicates, the officers of the

SSP had always higher overggll ratings than the BCS (Admn) and



TaBLE 13

YEARWISE CLASSIFICATION OF AVERACE RALING OF OFFICERS OF DIFFi.  “NT CADRLS

- i o e N S = sy —— ——mmm—me———om=——ses S e = memm—meo—m———sme— S s e -
m ADMN " sSt “ SECRETARIA :
S —mmmmmmmm ] o mmemmmmmmm oo ittt om o m o m oo Bttty e -
Year ! lo.of No.of Averege ! No.of No.of Avercre ' No.of ho.of Average
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........................................ .o SRR S St b
1979 52 56 3.98 ay 9l L.2 72 72 L.03
1980 53 62 3.97 89 100 L.32 73 80 3.96
1981 53 58 3.86 85 96 .20 8L 92 L4.07
1902 u8 52 3.9 86 107 L.27 86 93 3.95
1983 74 €o 3.80 79 86 Ls27 79 8L L.OY
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19856 19 e} 3.75 29 29 L.k 29 2 3.83
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BCS (Secretariat) Officers. This may be attributed to the fact
that best officers of the BCS (Admn) and BCS (Secretariat)
officers were inducted in the SSP. The average ratings
of BCS (Secretariat) officers is higher than BCS (Admn). However,
the BCS (Secretariat) Officers who were included in the sample
for this study were recruited after 1978 whereas the sample of
BCS (Admn) included the EPCS officers who were recruited in
Pakistan period. Since the ratings are more liberal since 1979,
the average ratings of the BCS (Secretariat) officers might have
been biased upwards. Moreover, the office;s with best ratings

of the erstwhile EPCS cadre were inducted in the SSP. The
ratings of the erstwhile EPCS officers who continued in the

BCS (Admn) is lower than the average. Thus the ratings of the
BCS (Admn) officers in this sample is likely to be biased down-
wards. If these biases are eliminated, the difference in ratings
of BCS (Admn) and BCS (Secretariat) officers may not be
statistically significant.

The offi&ers of the Senior Service Pool were recruited from
various crstwhile central and Provincial cadres Data were further
desegregated in table-14. The main trends from these data may be
summarized as follows:

(1) The highest average rating was received by the members of the
erstwhile CSP (Average 4.47 out of maximum 5). The second highest
average rating went to mecmbers of the erstwhile PAAS cadres (average
4.27) whereas the third highest average rating belong to the erstwhil
CSS (4.18). The lowest average ratings went to Non-cadre officers

(3.67 average), BCS (Administration].



YLARWISE CLAFICATION

TABLE 14

No.of ACR _Hcﬁ Marks. "zo of >1m."><n. Mark .y

lllllllllll hmmcc e me= = ——
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RATING OF OFFICERS ACCORDING TO THEIR ORIGIN/L
CADRES.
.................... l.":-------m,mm--------"1:-------------------.m-----mmmm-l----
e=m——————= | —————— [ b= ————————— = ——— r——————-
! HNo.of ACR} Av .:uwx..:o 1 AvE. TUﬂx: No.of :nlv<n
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TABLE 15

YEARWISE CLASSIFICATION OF RATING OF OrFICEKS
RECRUITED THROUCH DIFFERENT PROCIESS

| 2521 PROMCTION LETERAL ENTRY
Year No.of aCHs  Avg.Mark No.of ACRs  Avg.Mark No.of avg.Mark
ACRs
1966 L3 3.67 1 3.00
1967 L9 L.o2 b 3.75
1968 55 .00 L 3.00
1969 6l 3.80 L 325
1979 171 1} .05 39 3.69 10 3.20
1980 - 183 L.11 L6 3,57 10  3.20
1981 189 L. Ol LL 3.64 11 3.27
1982 193 .12 L7 3.74 10 L4.20
1983 191 L.0S LL 3.70 13 L, .00
198L 197 3.88 33 3.47 13 L.OO
1985 171 3.8, 24 3.83 10 3.60
1986 76 3.91 13 3.54 i L.y

All Yr, 1583 3.99 30¢ 3.64 85 3.66




(average 3.77) and BCS (Secretariat) officers (average
rating 3.83)

2. The ratings of the newly recruited BCS (Admn) officers is
lower than thgt of the erstwhile EPCS officers. Similarly, the
performance of newly recruited BCS (Secretariat. officers was rated
to be lower than that of the erstwhile CSS officers. These

data suggest a fall in the quality of new recruits in BCS

(Admn) and BCS (Secretariat) cadres.

validation of Recruitmant Procedures.

Available data may be used to compare the performance
of officers recruited through different procedures. For the
purpose of this study, recruitment procedures may be divided
into three categories:
- competitive examination conducted by the PSC
- promotion from lower rank
- lateral entry without competitive examination.

rable 15 presents the year-wise average ratings of
officers recruited through different processes. AN analysis
of the data indicates that the performance of officers recruited
through competitive examination is better than those of promotees
or lateral recruits. However, the performance of lateral
recruits is better than those of the promotees. These data
syggest that promotee cfficers do not ordinarily perform as well
as the direct recruits. However, <ince most of the appraisers
are recruited through competitive examinations there might be
bias against the promotee of ficers. Further research in this

area is necessary for reaching firm conclusions.



CHAPTER - V

MONITORING AND ADMINISTRATION O THE APPRAISAL SYSTEM
IN BANGLADESH.

The improvement in the methods is not a sufficient
condition for the success of an appraisal system. The actual
operation of the appraisal system is equally important. There
are three operational issues which deserve special attention.
First, appraisal must be made at regular intervals and the
appraisal should be completed in time. Secondly, the appraisal
should ke fair and the biases of the appraisers should be
eliminated. This is usually done by an officer who is one step
higher than the reporting officer. Finally, the employees who
are.adVUrsely affected by unfair appraisal should be given an
opportunity to appeal against unfair ratings. This chapter
examines these operational issues in the context of Bangladesh.
It is divided into three sections. The first section examines
whether the reports are prepared in time and identifies the
bottlenecks to timely completion of reports. The second section
analyses the extent and types of checking done by the counter-
signing officers. The last section reviews the actual operation
of the‘process 0of communicating adverse comments.

Timeliness of the report

An appraisal report should be timely for three reasons.
First, the most recent appraisal of performance is necessary
for taking important personnel decisions such as promotion and
placement. Secondly, the accuracy of appraisal is likely to
diminish if the appraisal is delayed. Usually, the supervisors

tend to forget about the past performance and the lapse of



TABLE 16

YEARWISE CLASSIFICATION OF AVERAGE TIME'NEEDED AT THE
STAGES GF RI1Q, CSO, MINISTRY TO FILL_IN REPORTS
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memory vitiates the appraisal. Finally, the supervisors and
countersigning officers often retire or die if the appraisal
is not completed in time.

Table 1é shows the trends of average time required for
the completion of appraisal reports. The following trends may

be discerned from this table:

1) There was a steady increase in the average time
takep by reporting officers from 1966 to 1979. It has gradually
declined since 1979 and there was a significant reduction in
the reporting time in 1986. |

2; The average time taken by the countersigning officer
increased from 1966 to 1983, It has started falling since 1983,

3) In most of the years, countersigning officers took
unusually long time. On an average, the countersigning officers
took about 3 months whereas the reporting officers needed about
5 months to complete appraisal.

The recent reductions in the average time for completing
appraisal may be attributed to three reasons. First, the
Establishment Division had decided to identify officers who

do not complete appraisal in time. This has discouraged the
delaying of appraisal. Secondly, the Establishment Division

has promulgated an Activity calendar for appraisal (Please

see table 17). It is, however, interesting to note that the

new appraisal system initially contributed to a delay in
appraiSal. As table 18 indicates about 65.71 percent appraisals
were completed in 1966 within first two months of the calendar

year, In 1983, only 2244%appraisal reports were completed in
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TABLE 17

’ ACR COMMUNICATION CHANNEL AND ACTIVITY CALENDAR

..-.--_—_...-.-—_.._.._.‘.——-‘—_....-_-_—-.-.-.__-—-.-.——-—..-—-_—_-———..—-.-..—————_.——-——-——-

....—_._.-_.-—..._._..—_——-—-—-.-—-——-..———.—..—-.-..——--_.—_-.-.-_._-_———_——-—_-—-_—-.-—_.—-

3

15th Cct-ber

ACTIVITY BEGINMS

Ministry/Division/

Department

-dog-

I1st November

-do-

15th November

L. 21st November

31st December

Same as above s.ric

RI1O

RIO

ORU

AMO

-

L

Remind each RIO to submit
ACRs within 31 January next

Notify RIO/C30 name and
designation of the officers
to whom ACR will, sent

Requests AMO to draw up
programmes for medical
checkup of ORU.Copy to
Civil Surgeon.

Initiates ACR Form in
respect of CORU

Fill .in Part 1.

Communicates to RIO pro-
gramme for medical check-

up.

Completes medical clieck up
£111 up Part 11 and hands
over to CRU

—__-.-...---__—..-.-..-_-—-_—-.——-——-.—..——-—.——....—---_.--.-—--——--—--—...-.—.,._...-_—-—-.—-——-

31st December

31st January

15th beruary.

Last day of Feb.

Submits particulars of
ORU to CSO

Completes Parts ITI-VII

ORU files
to RIO

representation

Submits to CSO along with
the representation 1f any
and RI10's comments o©n the
representation.

—.—._....._-——.-—--—-_—-—___._..._.—__-..—_-—-——-—_..—...-—_-——-....-.-——_.-—-.-—-—-——-—--——-——
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15th March Cs0

31lst March

(1)

(11)

30th April Ministry/Division/ (i)

Department
21st May ORU
21st July CSsO

31st August Ministry/Division/
Department

(11)

Fills up Part VIII and submit to
Ministry/Division/Department.

Sends tp a senior officer (may be
technical superior officer of the ORU)
for his remark. This step is not

obligatory.

Fills up part X

Communicates adverse remarks of CSO
through DO to ORU.

Sulinits representation against adverse

remarks of CSO.

Sends coments on representation of ORU

within 15 days of receipt of commnications.

Disposes of representation and takes

final decision on ACR.
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TABLE 18

YEARWISE DATA ON TIME TAKEN AT THE STAGE OF RIO FOR FILLING UP PERFORMANCE
REPORTS : IN TIME SLABS
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two months., However, in the last yéar of the sample, there

has been considerable improvement"in timeliness of appraisal.
Despite these improvements the actual achievement still falls
short of the activity calendar laid down by the Ministry of
Establishment. The senior officers were interviewed on the
probable causes of the delay in completing. reports. Table 19
lists five main reasons for the delay in appraisal. 26.8% percent
senior officers singled out the delay made by officer reported
upon in filling up the form. Delay in medical checking was cited
another reason for delay. In some cases delay was caused by the
Ministry's inability to supply appraisal forms in time.

Checking of reports

Legally, the checking of the ratings in the appraisal
is the responsibility of the countersigning officers, They are
required to eliminate the bilases of the reporting officers from
the appraisal. Though on an average a countersigning officer
takes three month's time, it is doubtful whether they take their
responsibilities seriously. If checking is done properly, a
significant portion of ratings are likely to be changed by
countersigning officers. As table 20 indicates, countersigning
officers differed with reporting officers in only 4.36 appraisal
reports. In other words, the reporting and countérsigning officers
agreed in 95 percent cases. This may be interpreted in two ways.
First, the standards of evaluation of both countersigning and
reporting officers are similar. Thus, there is little disagreement
on the ratings. Secondly, it may be argued that . this remarkable
agreement on ratings has resulted from the unwillingness and

reluctance of countersigning officers to check the reports
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TABLE 19

_CAUSES OF DELAY FOR COMPLETION OF PERFORMANCE REPORTS

No. 0f Weightage in respect of
responses nurber of responses and
their order of preference

Delay made by ORU in filling 43 26.81%
up the form

Delay in‘medical check-up 41 23.51%
Delay made by RIO 40 25.49%
Delay made by CSO 34 22.41%

Delay in supply of ACR form 27 17.80%
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TABLE 20

YEARWISE DATA ON DIFFERENCES BETWEEN RIO AND CSO

DIFF'ERENCE WITH RICs

= . e e = = - ——— = —— e = = = = - - -

Year No.of officers Total No.of No.of rerports N

performance

reports
1666 3l LY 2 L .55
1567 i 53 2 3.77
1968 sS4 59 5 8.47
1663 c 68 L 5.88
1379 208 222 7 3.15
1680 215 22 11 4.55
1681 222 246 9 3.66
1682 220 252 13 5.16
1653 232 250 10 L .00
198) 236 253 i 2.77
1935 193 207 13 5,28
186 a7 g6 L L.08
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thoroughly. Available evidence supports the second hypothesis,
In chapter IV, we have already noted that there is internal
inconsistency in overall ratings and category of recommendations
for promotion in a few cases. These inconsistencies would have

been removed if the countersigning officers were more careful.

An analysis of the cases where the reporting and
countersigning officers disagreed were undertaken. It appears
that in about 51 percent cases disagreement occurred because
the reporting officers overrated the appraisee (see table 21).
In about 44 percent cases the countersigning officer raised
the overall rating because the reporting officer underrated the
potential of the appraisee, only in about 5 percent cases the
countersigning officer disagreed with the reporting officer

because a particular trait of the appraise was not mentioned.

TABLE - 21

REASONS FOR THE DIFFERENCE IN ASSESSMENT BETWEEN THE REPORTING
AND COUNTERSIGNING OFFICER.

Remark of the No. of reports Percentage
countersigning

officer

RO overrated the 44 50.57
ORU

RC underrated 38 43.68
the ORU

RO did not rate a 5 575

particular trait/
performance of the of the
ORU duly.

87 100



TABLE 22

NATURE OF BIASES OF THE RIOS AS REPORTED IN THE SURVEY

?géggnses Weightage given in resvect
OErS%@%Schf responses and

. Over-rating in cases 32 14.80%
where ORU and RIO belong/

belonged to the same

cadre.

. The ORU and RIO belonged 30 14.04%
to the same geographical

locality/region and over-

rated the ORU.

. During the period of the 36 18.73%
open ACR system RIO over

rated the ORU to avoid

unpleasantness.

. The RIO under-rated the 35 21.30%

ORU because the RIO was
usually very conservative
in his evaluation.

. RIO under-rated the ORU 27 16.46

because the ORU was very
different fram him.

. The RIO over-rated the 18 10.57%

ORU because the RIO was
male & ORU was female.

. Under-rated the ORU when 6 4.08%

there was misunderstanding
between the RIO and ORU
on some cases.



Avallable evidence indicates that there 1s considerable
scope for more checking of the initial appraisal of the employees.
First, as table 22 indicates that the reporting officers suffer
from a number of biases. About 10 percent raters are influenced
by gendar bias. Territorial loyalties influence the rating of
about 15 percent officers. Some times, the reporting officers are
influenced by just one criterion. As table 23 shows that about 25
percentapp:aisers base their ratings on their impression about
the integrity of the appraisees. In 94 percent cases, the

assessment 1s based on the memory of performance. Thus memory

may play tricks with appraisal.

TABLE - 23

PRACTICES IN WRITING OF PERFORMANCE REPORTED
IN OPINION SURVEY

Methods followed. No. of responses Percentage of
response
Memory 47 94 %
Integrity of ORU 13 26%
Opinions of colleagues 4 2%

and subordinates

Opinion of the 1 0.5%
beneficiaries

On the basis of records 3 10.%
of performance Impre-

ssion.

Impression formed during 2 1%

the period reported upon

Adverse Rating and Remarks.

Adverse ratings and remarks in the performance
appraisal reports may seriously influence the career prospects

of an employee. This is why an employee is usually given an
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TABLE 24

TRENDS OF ADVERSE PERFORMANCE RATINGS & REMARKS

Year No.of ACRs No. of Adverse ACRs Adverse ACRs as % of
total ACRs
1966 44 6 13.64
1967 53 3 5.66
1968 59 11 18.64
1969 68 9 13.24
1979 222 6 2.70
1980 242 7 2.89
1981 246 6 2.44
1982 252 1 0.40
1983 250 1 0.40
1984 253 0 0.00
1985 207 2 0.97
1986 98 1 1.02
All Yr 1994 53 2.66




opportunity to appeal against such ratings and remarks. This

is considered to be a constitutional right of the employees.

On the other hand, adverse ratings and remarks in the performance
appraisal reports are essential instruments for maintaining
discipline in any organization.Since 1ibération, there has been

a sharp decline in the share of adverse reports. In 1968, 18.64
percent class I officers received adverse rating or report; in
1986 only 1.02 percent officers received such reports. (see
table-24). This has resulted from graduai liberalization of
rating aﬁQY?Eﬁgrks became less frequént when the open appraisal
system was introduced in 1982. In 1981, 2.44 percent officers
were given adverse ratings or remark. The share of such adverse
ACRs fell to 0.40 percent in 1982. When the confidential system
of appraisal was reintroduced in 1985, there was an increase

in share of adverse ACRs. However, despite an increase in the
proportion of adverse ACRs since 1985, the share of adverse

ACRs in 1985 and 1986 remained much below than that of the

late 1970s. (see table-20).

In the sample for this study, 53 adverse ACRs were

found. Since the same officers got more than one adverse ACR,

‘the gumber ©f officers affected by adverse ACR in this sample

was 34. The cadre-wise distribution of these officers according
to original cadres and reorganized cadres may be seen in

tables 25 and 26. It appears that more than 80 percent of adverse
ACRs were received by officers working in the field — administra
tion. The members of the erstwhile EPCS cadre constituted 82.36

percent of officers affected by adverse remarks and comments

in the sample for this study _ This may be explained by
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TABLE 25

CADREWISE (ORIGINAL) DISTRIBUTICON OF ADVERSE RATINGS

————— ) o No.of officers “;
Secretariat 1 2.94
i L e
;DCS - ) 28 ;2.36 -
e ise Cam
v L
S - y o
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TAELE 26

CADREWISE (PRESENT) DISTRIBUTION OF ADVERSE RATINGS

No. of officers %
SSp 19 55.88
BCS (ADMN.) . | 32.36
Secretariat 4 11.76
34 100%




scveral factors. First, misunderstandings occur more
frequently among field officers who have to take very quick
decisions under demanding circumstances. Differences of opnion
tend to be much less in staff jobs of the Secretariat and
directorates. Secondly, in the field jobs, officers reported
upon, reporting officers and countersigning officers stay

in different stations and very often the impressions of
reporting and countersigning officers are formed on the basis
of hearsay and public reputation. A field officer gets less
opportunity to explain his position to superiors. Finally

the field officers have to work in direct contact with the
public and public representatives whereas staff officzrs are
usually secluded from the public. Conseqguently, the failures
Qnd omissions of field officers attract much more public

attention than those of others.

an analysis of the adverse remarks may be seen in
table 27 ., Lack of initiative in the officers reported upon
was the most freqguent adverse comment in the unfavourable ACRs.
In same cases lack of special traits were highlighted. Some
officers were identified as unfit for judiéial work.
Arro.gance in behaviour was mentioned in some case. However,

none of these reports suggested how these shortcomings of the

officers could be removed.
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TABLE 27

AN ANALYSIS OF ADVERSE REMARKS

(1)

(2)

(3)
(4)

(5)
(6)
(7)
(8)
(9)

Arrogant in behaviour

Sense of responsibility
not upto the marks.

Not fit for judicial work

Used to routine function;

lack of initiative/lazy.
Unsystematic in job

Lack of financial integrity
Quality is below the standard
Unpunctual

Inexperienced

(10) Lack of devotion to duty

No.

of Adverse Reports

10

21




TABLE 28

OPINIONS REGARDING ADVERSE REMARKS

(Total respondents - 50 )

Adverse remarks are not
communicated

No. of
responses

% of responses
with respect to
total no.of

respondents

Adverse remarks are
camunicated and action
taken in time.

An unusually long time is taken
for disposal of cases.

percentage do not

16 32%

2 4% *There is scope
for multiple
answer; so the

__________________________________________________________________ _make 100-_
35 70%
1 2%

Mverse remarks are used
subjectively against with
ORUSs.

It was also found that there 53 adverse remarks were made in respect

of 34 officers; that means some of these 34 officers have got adverse remarks

in nore than one year.



The communication of the adverse comments to officers
reported against is one of the functions of the central personnel
agency. Legally all adverse remakrs and ratings should be
communicated to officers concerned. However, there is a feeling
among the officers that adverse comments are not communicated
to officers at all. As table-28 indicates that 32 percent officers
interviewed for this study feel that adverse comments are not
communicated at all. 70 percent of responden£s are of the opinion
that an unsually long time is taken for disposal of such cases,
Only 4 percent of the respondents were satisfied with the
performance of the central personnel agency.

Available data support the opinions of the officers
interviewed for this study. It was found that out of 53 unfavourab]
ACRs, adverse comments were not communicated to the officers
reported upon in ten cases.Even in cases where adverse ratings
were communicated, the decisions of the central personnel agency
are not clear. In about 30 percent cases the decisions

on adverse remarks were kept pending. (see table 29)

TABLE - 20,

ACTIONS ON THE ADVERSE REMARK

Action on . No. of ACRs %
adverse remarks

Retained 17 32.06
Expunged , 18 33.96
No action taken or 16 30.18

action taken could
not be clearly identified
from the report.



Table - 27 indicates the following trends of adverse ratings:

a) Adverse remarks were expunged in about 34 percent
cases, This suggests that assessments in some cases tend to be
biased ,prejudiced and unjustified.

b) Adverse remarks were retained in about 32 percent
cases. The proportion of unfavourable ratings would be much lower
if the ACRs where adverse comments were expunged are excluded
from the sample,

The communication of the adverse remarks ensures the
fairness of the appraisal system. It, however, also leads to
misunderstandings in the organization. As the Pay and Services
Reorganizations Commission 1977 observed?o

"That the communication of adverse remarks has raised
as maﬁy problems as it has solved. Several witnesses including
senior and junior officers have expressed serious doubts as to
the wisdom of cimmunicating adverse remarks. It has been argued
that it results in misunderstanding, ill-will and even deep-seated
rancour between officials. What is worse particularly in our
social set-up, the communication of adverse remarks is almost
invariably answered by a personal attack on the reporting
officer's character integrity and impartiality. Same senior
officers have held the view that many well-meaning and fair-
minded officer prefers to steer clear of rather unpleasant
personnel feud with the subordinate officers by non-commital‘and

vague remarks when a positive adverse finding is called for".



CHAPTER VI,

ISSUES AND OPTIONS

The steady expansion of frontiers of the literature
on performance appraisal has not as yet led to a convergence
of views on most of the issues. While the problems are well
known, the solutions are not. In most of the cases there
is no unique solution, This is why, the foregoing chapters
highlighted only the problems of performance appraisal but did
not examine the likely solutions. This chapter examines
various options for improving the performance appraisal system
in Bangladesh. Specifically, the following issues will be
examined in details:
- uniformity of appraisal
- methods of appraisal.

epenness Versus confidentiality

- procedure for handling adverse comments

- reward and punishment on the basis of appraisal

- monitoring and administration of performance appraisal

Uniformity of appraisal.

The Administrative and Services Reorganization
Committee, in its report submitted to the Government in
May 1975, recommended that the performance appraisal report
should use similar form for all types of employees. There are
obvious advantages of an uniform appraisal system. First, if
the same form is used for all employees, it will be cheaper

to print the forms and to maintain the appraisal records.



Secondly, common standard of appraisal will be used throughout
the Government and these standards will be respected and

understood by all employees.

This recommendation was never acceptéd/by the Gerrnment.
At present, there are three broad policies regarding appraisal:-

a) The performance of Class IV employees 1is not formally
appraised. However, in case of extraordinary or
unsatisfactory performance, comments may be recorded
in their service books.

b) The performance of class III and class II employees
are appraised on the basis of old ACR forms which
were prescribed before the birth of Bangladesh.

c) Class I officers are appraised on the basis of new
forms prescribed in 1982.

There are three options before the Government:
- introduce uniform appraisal system for all employees
= continue with the existing appraisal system without any

modifications

N continue existing appraisal systems with modificatio:

Administratively, the first option is convenient and
easy to administer. However, this option has major drawbacks.
First, performance appraisal involves management time and
administrative costs. The introduction of an uniform appraisal
system will considerably enhance the administrative costs.
Secondly, similar appraisal method for all employees may not at

all be useful and effective. It is unrealistic to prescribe the



same standard of appraisal for different types of skills

employed at various levels in the entire government system.

There are several limitations of the existing system.
First, the performance of class IV employees is not appraised
at all. Secondly, the form for class II and III employees leaves
much to be desired. However, there are several equally stroné
arguments in favour of the continuance of the existing system.
First, the scope for promotion of class IV employees is severely
restricted. So it will be unjustified to devote scare resources
for appraisal of the employees of this category. Secondly, no
appraisal system is perfect. It is not sufficient to introduce
a new form for class II and class III employees. It is also
essential that new forms should be evaluated at reqular intervals.
Such evaluation has not been completed as yet for class I
officer=. It will not therefore, be justified to change the
appraisal forms for class II and III employees unless the
appraisal form for Class I officers is evaluated and finalized.
Because of scarcity of resources and administrative talents,
the Government should initially concentrate on the improvement

of appraisal system of Class 1 officers only.

There 1is, however, scope for improvamen} of the appraisal
of class I officers. First, the performance appraisal system
is not often properly monitored in cases of non-cadred class I
officers and the cadred class I officers who are not controlled
by the Establishment Ministry. The performance appraisal cell

in the controlling ministries should be strengthened. Secondly,



the desirability of using the same appraisal form for 31 Class

I Cadres consisting of varieties of specializations should be
reexamined. Experimentdl projects should be undertaken to design
appropriate appraisal forms for specialists like doctors, teachers,
research scientists etc.

To sum up, the following measures may be taken for
improvement of appraisal system:

a) Performance appraisal systems should be streamlined
in two stages. In the first stage, the appraisal system of Class I
officers only should be reviewed and improved. If the targets
of the first stage are attained, the Government may undertake
the necessary measures for the improvement of appraisal of class
ITI, III and IV employees.

b) Specialized cells should be created in controlling
ministries for monitoring the appraisal system.

c) Experimental projects should be undertaken for
designing separate appraisal forms in accordance with the nature
of job and specialization. These experiments should be carefully
reviewed once in a year and should be continuously improved unil

desired goals are reached.

Methods for Appraisal.

The analysis in chapters III and 1V indicates two
major weaknesses of the appraisal system in Bangladesh:
- The existing appraisal system evaluates personality traits
and largely ignores actual performance. Such appraisal tends
to favour "the extrovert" "the thruster" or "the crony" and

ignores hidden talents and silent workers.



- Most of the employees get similar rating. Consequently it is
not possible to differentiate the relative worth of the
appraisees.

Thus the existing appraisal system is useless for either
rewarding the meritorious or punishing the shirker. Through
the drawbacks of the existing system are evident, there is

no unanimity on how these shortcomings may be removed. The
following options are suggested in this connection:

- Organize training courses for appraisers

- Introduce forced distribution ranking

- Discard graphic rating scale in favour of results - oriented
rating.

- Give additional weightage to performance in the existing.
appraisal form.

- Appraisee both personality traits and performance by using
two separate forms.

Training Courses for appraisers. The failure of the existing

appraisal system may be largely attributed to the failure of

the appraisers to assess the relative worth of the employees.

They fail to differentiate between absolute and relative worth.

As a result most of the employees get similar ratings. The
appraisers must understand that such ratings negate the very
purpose of appraisal. If most of the employees get similar
ratings, it will not be possible either to reward or punish

any employee on the basis of such appraisals. Thus such ratings

do not help the meritorious in the organization. The proponents

of this option argue that appraisal in pre-independence Bangladesh

on the basis of a less sophisticated form was more realistic



because the appraisers realized the goals of appraisal better than
their counterparts today. Apart from goals of appraisal, training
should also be imparted on how to make more realistic assessment
and how to defend adverse ratings where necessary. The critics
of this option, however, maintain that training would serve
only limited purpose because the graphic rating scale used in
Bangladesh has inherent limitations and these limitations cannot
be removed by training of appraisers alone. It is rightly argued
that there will be no significant improvement in the appraisal
system unless the rating method is changed. Nevertheless training
of the appraisers would be a useful step in the right direction.
Two types of training may be organized for the improvement of
performance appraisal, First, performance appraisal should be
a topic in all training courses for class I officers in Bangladesh.
Secondly, specialized training course on performance appraisal
should be organized by the BPATC for employees who are responsible
for administering the appraisal system ( such as the specialized
cells in the ministries and departments).

Where the appraisers are é lenient or lazy to
differentiate the relative worth of employees, forced distribution
ranking may play a useful role in making the assessment realistic.

This method reguires the rater to allocate a certain percentage

. -of work group members to certain categories (such as exceptional,

gocd, average, below average and unacceptable performance).
Usually the distribution of employees £o be placed in each
category approximates the bell-shaped curve or normal distribution
Forced distribution ranking may be made either by the reporting

officer or by the countersigning officer. The following problems



W1l be encountered in forced distribution ranking by the reporting
officer:
i) It is not unlikely that actual worth of employees

may vary from work-unit to work-unit. For example, the officers
in a metropolitan Deputy Commissioner's office may be superior
to those of an outlying D.C.'s office. Forced distribution
ranking will force the rater to give similar rating to a superior
officer in a better -staffed work-unit to an average officer in
work-unit staffed by inferior officers. |

ii) Sometimes, there are one or two officers under a reporting
officer. Unless he knows the standard used by other reporting
officers, he will not be able toc make realistic assessment.

1ii) Finally, forced distribution ranking is often misunder-
stood and resented by reporting officers.

It is easier for countersigning officers who supervise

the reporting officers to make a realistic ranking. However, the
standards may vary from rater to ratr. , It is therefore, suggested
that forced distribution ranking be made by a board of counter-
signing officers. Similar procedure was followed in the case of
preparing "Fit List" of EPCS officers in the erstwhile East
Pakistan. There are two serious drawbacks of this system. First,
the counter signing officers often do not have first hand knowledge
about the performance of the appraisees. They often do not at all
know the officers. Thus their assessment may not be accurate.
Secondly, such a lengthy process may lead to delay in appraisal.
Thus forced distribution ranking should not be introduced if
other appropriate means for the improvement of appraisal system

can be introduced.



Results-oriented Appraisal.

The existing graphic rating scale may be replaced by
either performance standards or appraisal by objectives. There
are three main arguments in favour of this proposal. First, the
existing appraisal system is incanable of discriminating meaning-
fully the performance of employees. Because of i1nherent limitations
this system cannot successfully assess the relative worth of
employees anywhere. Secondly, the existing rating system cannot
contribute to organisation development. Finally, the existing
appraisal system emphasizes personality traits rathgr'than

actual performance.

Of late there has been a trend toward discarding the

linear rating scale and introduction of different forms of

management by objective. In thelWOrld Bank, for example

perforrance is appraised within a systematic Performance

Planning Review which plans and evaluates the performance

of indivudual employees, of the units in which they work as well

as of the entire organisation itself. This process has five

ralemer‘nt:s;‘a’]J1
1) Unit Performancc Planning. The first step is

setting out the goals of the entire unit in consultation with

the supervisor, the next-in-line manager and sometimes with

other members of the unit.

i1) Individual Performance Planning. The individual
employee in consultation with his supervisor defines results -

oriented goals for his work in the coming year.



i1i) Interim reviews: These feviews are brief and may take
place wheever either a staff member or a supervisor feels that
a stock-taking is necessary.

iv) Year-end review. At the end of the year, the employee
and his supervisor discusses accomplishments of the past year
focusing on employees strengths as well as areas for improvement.,

v) Management review: At this level individual and unit
achievements are reviewed and the supervisor's next—ii& line
manager may accept or revise the evaluation and recommendations
of the supervisor. The format for such evaluation may be seen
in Appendix - 5. Similar system has also been introduced in
government agencies in the U.S.A. The office of performance
Management in the U.S5.A. identifies six basic steps of performance
appraisal?2
- setting goals
- Defining objectives
- Developing work-plans
- Tracking progress (Interim Review)

- Reviewing Progress

- Providing Feedback

While there are obvious advantages of management by
objective# it will be difficult to implement such appraisal
systems in the existing social and cultural climate of develgping
countries, As the World Development Report, 1983 emphasizes?

" eiees..public bureaucracies are expected to serve social and

political objectives that are inherently hard to quantfy. In

addition, informal social relations between managers and their



subordinates are often so strongrthat, even when "output" can be
measured supervisors are reluctant to jeopardise loyalties and
f.riendships", Specifically, the following problems will be
encountered in introducting results-oriented appraisal system in
Bangladesh. First, in Bangladesh jobs actually performed very
often vary from jobs legally assigned. For example a magistrate
whose formal assignment is to dispose of criminal -+ cases may

have to spend more time in protocol work for VIPs than in judicial
work. A cooperative officer may be drafted for disaster relief.
As the actual work is determined by the exigencies of the moment,
it is very difficult to prepare a quantifiable work plan. Field
administration in Bangladesh is based on a philosophy which
significantly differs from modern administrative practice. In
Bangladesh "tact" of the public servants is considered to be
more important than actual achievement. For example, a revenue
officer who contributes to political discontent by successful
collection of land revenue is considered to be inferior to a
revenue officer who succeeds in maintaining status quo but fails
miserably in collection of land revenue. This attitude was
inherited from the colonial administrators who followed a

policy of night-watchman and whose sole aim was to let the }
sleeping dogs lie. However, the raison de etre of this attitude
is not often understood. The field administrator in Bangladesh

is still permeated by "hikmatamali” approach which isbaseu

on a "judicious mixture of coercion and tact" not because the
administrators do not want development but because the Government
never provides adequate resources for what it wants to be

done. Faced with acute constraints of manpower and resources,



the field administrators try to concentrate on politically
sensitive areas and tend to neglect other vital functions. In
such an environment characterized by a dichotomy between the
legal mandates for administrator and unwritten expectations of
the political leadership, results-oriented performance appraisal
will be an exercise in futility. In Bangladesh administration
the goals of many work-units cannot be defined in terms of
results-oriented work plan. Secondly, Management of objective
is a time-consuming process. Such an appraisal system is likely
to be resented by both appraisers and appraisees. This system
cannot be introduced overnight. A phased plan will have to be
drawn for introducing a new appraisal system in Bangladesh.
Final;y, management by objective is difficult to implement
where the achievements of employees are very often affected by
factors external to the organization in which they work. For
example, the goal of an Upazila Agriculture Officer may be
to increase the area under HYV crops. However, his success
will depend on weather conditions. Floods, cyclones or drought
will affect the gropping pattern which the officer concerned
cannot control. Similarly, the extension efforts of Agriculture
Officer may fail if the irrigation agency does not provide
water or concerned agencies fail to give credit. Thus in many
jobs an individual officer shall not be able to attain his
goals unless he gets the cooperation of employees of other
organizations.

Despite these obvious impediments, the benefits of
gradual switching from trait appraisal to results-oriented
appraisal cannot be denied. This can be done in either of the

ways:



- Modify the existing system to give more weightage
-to performance.
- Introduce a new appraisal form for performance

simultaneously with the existing form.

Modification of the existing system to give more weightage
to performance.

The main argument in favour of this measure is that
appraisal on the basis of performance is not likely to be very
reliable in the context of Bangladesh administration. Since
the prevailing administrative culture favours certain traits
of administrators it will not be safe to discard the evaluation
of personality traits. Thus the present appraisal form may be
revised to give more weightage to performance. There are however
serious shortcomings of this proposal. First, it is very difficult
to determine the ideal weightage for personality traits and
performance. Secondly, the tools of appraisal of performance
are significantly different from the tools used at present. The
formats of performance appraisal should vary from job to job.

The same criteria cannot be used for appraising the performance

of a magistrate, a research scientist, a teacher and a physican.
Thus no meaningful appraisal of performan¢e is possible within

the existing framework of uniform appraisél format for all class I
employees. |

Use of two separate forms for evaluating personality traits
and performance.

. i
This proposal is likely to be criticized on the ground that
it will involve more administrative work and cost. This may
be resisted by both appraisers and appraisees. However, there

are precedents of such practices in the administrative system



of Bangladesh. For example, there used to be two separate
evaluation reports for magistrates in the erstwhile East
Pakistan. First, these officers were evaluated on the basis of
standard ACR forms. Secondly, there used to be an annual judicial
report which was signed by the SDO and countersigned by the

district judge.

If two forms were practicable for erstwhile EPCS
officers there is no reason why it cannot be introduced to
appraise officers of different cadres in Bangladesh. However,
we recommend that before introducing this system for all
cadres, a pilot scheme for two simultaneous evaluations should
be undertaken for the cadres controlled by the Ministry of

Establishment.

The pilot experiment should be conducted for at least
three years and a decision on the extension of this proposed
system should be taken after careful evaluation of the pilot

experiment.

The advantages of the proposed system will be as
follows:

1) It will not lead to a discontinuity in the existing
system. Even if the pilot experiment fails there will be no

void,

2) The pilot experiment will help to overcome the
lmpediments to appraisal on the basis of management by objectives.
This will serve two purposes. First, it will underscore to all
concerned the need for improving performance. Secondly, it will
ensure the increased participation of the employees in the

appraisal process.
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3) In the foreseable future, it will not possible to
dispense with the evaluation of personality traits altogether
in the appraisal process of Bangladesh for two reasons, First,
in many jobs in Bangladesh, the excellent performance in the
Present assignment may neither be a necessary not a sufficient
condition for success in the next higher assignment. For example
an excellent teacher of philosophy may not necessarily be an
excellent principal of college. Thus the evaluation of personalit:
traits in many jobs will be necessary to find out attaintments
and suitability for the prospective job and it may be unwise
to rely on the degree of excellence of the employee in the lower
job. Secondly the field administrators in Bangladesh are often
requested to maintain status quo in the fact of severe resource
constraints and hostile environment. The success of administrators:
in such an environment depends on personality traits.

4) This system will provide simultaneous assessment on
personality traits and performance. This will give wider option
to decision-making authrity. Moreover, this will facilitate the
gradual transition from assessment of personality traits to

evaluation of jobs done.

Form of Appraisal.

The existing form for performance appraisal in Bangladesh
is criticised on the following grounds. First, annual medical
examination contributes to a delay in the submission of forms.
Second, the form is too lengthy. Third, the pen picture in most
of the cases does not serve any useful purpose. Fourth, the

appraisers are not required to cite specific achievements for



giving the highest ratings. In view of these criticisms, the
following measures may be undertaken to improve the existing form:

1) A separate form for medical examination may be
prescribed. Those who suffer from any special disability should
undertake medical examination annually. Other employees may be
required to have medical examination once in two year.

ii) Four elements of appraisal form may be deleted from
the existing appraisal form because they are strongly correlated
with other elements in the form. For example, item 8 of Part IV rela
relates to security consciousness. It is strongly correlated
with sense of responsibility (item 3 of Part V). Cooperation
(item 6 of Part IV) is also strikingly related to public relations
and relationships with colleagques. Similarly, item 9 of Part V
(relétionship with colleagues) is strongly correlated with
capability to supervise and with public relations. Lastly, item
10 of Part V (capacity to implement decisions) is correlated
with the promptness in implementing orders and the capacity to
supervise. It is therefore recommended that items 6 and 8 of
Part IV (Cooperation and security consciousness) and items 9 and
10 of Part V (i.e. relationship with colleagues and the capacity
to implement decisions) may be deleted and the total grades for
quality and quantity of work (items 2 and 3 of ‘Part V) may be
increased from 5 to 15 for each and all remaining items except
items 2 and 3 of Part V should be transferred to Part IV.

11i) Experience shows that most of the penpictures tend to

pe vague and reflect the appraiser's personal biases. It is very



difficult to compare narratives from one individual to another.
It is, therefore, recommended that pen picture in part 6 (the
whole of part 6) and item 2 of Part VIII of the existing ACR form
may be dgieted. However, 9th part of ACR may be retained so that
1f the reporting of countersigning officer feels that any special

comment should be recorded, he can do so.

Part 6 in the modified form should prescribe that the
reporting officer should cite at least one specific achievement
of the appraisee concerned where overall rating is very good or _
excellent. He should also record at least one specific omission,

mistake or failure where the appraisee is given the grade of below

satisfactory.

Openness versus Confidential

There is considerable difference of opinion on wheéher
the appraisal process should be open or confidential. In Bangladesh
the Government introduced open appraisal system in 1982 and
discontinued the open system only after three years, The mainr
criticism of the open system of appraisal is that appraisers
faced with the prospect of showing tleir comments to the appraiees
tend to be over generous rather than honest in their appraisal.
Thus the open system leads to inflation of ratings. In case of
Bangladesh, inflation in ratings started long before the introduction
of the open system and the reintroduction of the confidential
system did not lead to any significant deflation of exaggerated
ratings. (see chapter IV). Thus it is very difficult to single

out the open system of evaluation as the main reason for too

3

liberal ratings.



However, the argument that the appraisers are not as
frank in open reports as they are in confidential reports is not
wholly convincing and is not a sufficient justification for re-
introduction of the confidential system for two reasons. First,
the unwillingness about writing an adverse report is sympotomatic

of a deep.malaise in the administration. It has been rightly
34

observed," Report writing is only part of the continuous process

of management, including encouragement, guidance and criticism.

The manager who jibs at writing an adverse report may alsoc be

failing to come to grips with the needs for day-to-day criticism. -

Thus a system which does not require communication of reports for
fear of blandness, may possible be evading the problem rather
than solving it.ﬂ Secondly, the introduction of the open system
leads to some teething problems which are solved with the passage
of time. A study on the open appraisal system in the U.X. not;s
that the introduction of an open appraisal system leads at first
to a deterioration of standard and this phase is followed by
improvement after training and counselling of appraisers?5 The
general impression is that the open system of appraisal may lead

to a deterioration in the guality of appraisal in some cases but

it certainly does not do so in the majority of cases,

The main argument in favour of openness is that is ensures
the participation of the appraisers in the appraisal process,

Studies on performance appraisal system emphasize that openness

contributes to higher satisfaction of both appraisers and appraisees;

openness leads to greater motivation and more spontaneous
acceptance of appraisal. Moreover, the feedback from appraisal

helps the employee - ' to improve his performance by



identifying his strengths and weakhesses. However, in Bangladesh
today the system of appraisal evaluates not the performance

but the perscnality and potential of the appraisee. Such
evaluation is not very helpful for providing feedback for
improvement. If the personality or intelligence of an officer

is considered unsatisfactory, it will be very difficult for the
concerned employee to remedy his defects. Similarly, power of

expression, oral or written cannot be improved overnight,

Nothing is gained by telling a man of a deficiency that
he cannot remedy. Openness of appraisal in this case only leads
to embarassment. On the otherhand, the communication of the
assessment of an individual may motivate him to do better in ther
future. It is, therefore, recommended that the trait rating
which is done on the basis of the existing form may be kept
‘confidential. The appraisers should be given an opportunity to
participate in performance appraisal which will compare the
perfdrmande of the employee with his target. A separate form
for performance appraisal will have to be prescribed for each

job in consultation with the appraisees concerned.

Communication of Adverse comments.

"Most people approach the task of communicating an
‘adverse comment with feeling ranging from distaste to dread"?6
In most cases, the communication of adverse remarks legads to
embarassing situations. Very often adverse comments are mis-

construed by appraisees who level counter charges against

appraisers. This is why most appraisers want to aveoid adverse



remarks., It is, therefore, often suggested that the appraisal

is likely to be more accurate if the requirement of communicating
the adverse comments is abolished. This suggestion should not

be accepted for two reasons. Fir&t, legally it will be difficult
to punish the appraisees on the basis of adyerse appraisal reports
unless they are given an opportunity to defend themselves. This
will undermine the legal basis of appraisal. Secondly, the
appraisers often tend to be biased and préjudiced. If the adverse

remarks are kept confidential, the ratings may be prejudiced.

We, therefore, recommend that the existing requirement for
communicating adverse comments to concerned officers should
continue. However, the following measures may be taken for
improving the existing procedures:

i} The deletion of pen picture from the existing form
will eliminate the scope for subjective comments which may
adversely affect the appraisees,

ii) A new rule may prescribed requiring the supervisor
to state the grounds for adverse assessment at the time of
writing this report. The existing form may be modified accofdingly
If the reporting officer does not state the reasons for adverse
assessment, the controlling Ministry should ask the reporting
officer to do so. If the reporting officer fails to furnish
the grounds within a month, the adverse remarks will be deleted
by the Ministry itself. Where adequate grounds are furnished, .
these should be communicated to the officer concerned for his

reply.



iii) If the officer reported upon in his representation
against adverse remarks insinuates or levels counter—allegatiops
against his supervisor, the representation should be Qunmarlly
rejected and the adverse remarks shall be retained. In this
case, the representation shall not be at all be sent to the
supervisor for his comments.

N) A representation against adverse comments shall be
considered only if two conditions are fulfilled. First, the
representation must contain a prima-facie case for revision
of ratings (such as citing positive achievements of the
affected employee). Secondly, the representation must not
contain personal attack or criticism of the appraiser,
Representations which fails to meet these two conditions
should be summarily rejected. The representations which are
accepted for review should be sent to both reporting and
countersigning officers for their comments.

Reward and Punishment and Counselling on the
basis of appraisal.

Studies indicate that rewarding performance is often
an effective way of motivating staff. Such rewards are likely
to contribute to what has been described as "Pygmalion effects"
in the management literature?7 Pygmalion effects refer to
effects of manager's high expectations on the productivity of
subordinates. Experience shows that the performance of those
who are rated as superior improves dramatically if he is made
aware of expectations about him. This is specially true for
young employees. As Livingstone observes, Managerial expectations

38
have their most magical influence or young people".
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Thus rewards on the basis of performance may play a crucial

role in galvanizing the administration in Bangladesh. Similarly,
the punishment and counselling of laggards would be helpful for
raising the morale of the employees. Unfortunately, the appraisal
system in Bangladesh is not used either for reward or for

punishment. The system has, therefore, degenerated into a lifeless

ritual.

It is often suggested that all promotions should be
based on ratings of the employees. Some developing countries
(including India, Kenya and the FPhilippines)are trying to devise
appraisal systems that link promotion and pay increases to
individual performance. Reviewing the experience of developing _
countries, World Development Report, 1983 came to the conclusion.
"Performance appraisal systems are difficult to implement
objectively. In viewﬂff this, developing, countries should install

them only gradually. The analysis of the working of the appraisal

system in Bangladesh also supports this recommendations. It
has already been indicated in chapter IV that the existing
appraisal system in Bangladesh which fails to differentiate
efficiently the performance of employees cannot be an adequate
basis fofsingling out the high fliers for promotion. The
existing system will have to be changed radically to selected
the meritorious employees on the basis of appraisal. This

cannot be done overnight.

Three types of rewards may be given on the basis of

appraisal:
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- Non-pecuniary rewards

- Pecuniary rewards

- Promotion.

In our view, Bangladesh Government should first start with
non-pecuniary rewards for two reasons. First, research shows
that non-pecuniary rewards is often an effective way of
motivating staff. Secondly, if pecuniary rewards and promotions
are not administered properly there might be increased hostility
towards the appraisal process which may lead to lowe r produc-
tivity and employee disatisfaction. It is therefore recommended
that the government should start with non-pecuniary rewards on
the basis of appraisal. When the system is accepted by and large
as fair and equitable, the Government may gradually introduce
pecuniary rewards and accelerated promotion on the basis of
appraisal. In the first phase, the following non-pecuniary

rewards may be introduced:

a) All officers in each category should be graded on the
basis of performance. Initially, this may be undertaken for a
few selected cadres. The best five offices (ten officers if
the cadre is too large) should be given a letter of commendation
from the head of the Ministry.

b) At least thirty percent of foreign scholarships should

be reserved for top performers in each grade.

c) Any officer who is rated among the top five performers
in a grade consecutively for two years should be given the
option to provide a list of three chosen postings and he should

be given a posting from his chosen list.
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The following measures may be undertaken to improve the

performance of poor performers:

a) Explanation for poor performance should be sought

from those whose performance is rated in the lowest five percent

category.

b) Special training courses should be organized for the
poor performers (such as lowest ten percent) and their perfornance
over the years should be closely monitored by the central personnel

agency.

Monitoring and Administration of Perforance
Appraisal.

No appraisal system can succeed without continuous review
and monitoring. First it is not sufficient to introduce an
appraisal system. It is essential that the inputs provided by
appraisal are used by management. This cannot be ensured without
careful monitoring. Secondly, any change in the appraisal system
is likely to lead toteething problems. Unless there is a feedback
mechanism for removing these problems, the whole system is likely
to.be‘discredited. Performance dPPraisal is not an one-shot
atfair it is a continuous process which has to be carefully
nurtured. Speci'ically the following measures may be taken for the

improvement of performance appraisal system in Bangladesh.

i) The P.A. cell in each Ministry should publish an
Annual Report which should show inter alia the distribution of
ratings, average cime taken for the preparation of appraisal reports,

disposal of representation aginst adverse comments and follow-up
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action in rewarding the best performers and counselling and traininc
of problem officers.

ii) No appraisal system is perfect. Therefore experiments fo
preparing the system should be undertaken. These experiments
should be carefully evaluated and only the succeful experiments
should be replicated.

iii) The performance appraisal system will have to be

linked to a realistic career development plan. Steps should be
taken for organisation development rather than relying solely
on reward or punishment.
There should be continuous research on improvement of performance
appraisal in Bangladesh. This study is restricted to only three
class I cadres only. Data on performance appraisal of all class I
officers (cadred and non-cadre) should be collected and analysed.
There is also scope for research on performance appraisal of
class II and III employees . Research on performance appraisal

in Bangladesh should be an ongoing and not on episodic activity.

what Edmund Burke said about a state is also true
40

3 "
about: parforfmante sppraisal. A state without the means of

change 1s withoﬁt its means of conservations?

An appraisal system that does not respond to changes in
organizations and society cannot also survive, A personnel
manager should not, therefore, be afraid of change not only

for adjusting to new environment but also for improving the

the present system. However, it 1is not sufficient to introduce
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change, it is also necessary to make the change meaningful.
This is not likely to be an easy process. As a sixteenth
century philosopher rightly said "change is not made without

inconvenience, even from worse to better".
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CHAPTER ~VII.

SUMMARY AND RECOMMENDATTIONS

The improvement of performance appraisal is one of the urgent
priorities in development administration to-day. This is specially important
for a country like Bangladesh which in recent years has witnessed an inverse
relationship between the efficiency of the public sector and the size of
bureaucracy. Qualitative evidence in Bangladesh indicates a significant
fall in efficiency despite an increase of 83 percent in Government employment

between 1972 and 1985.

There is considerable difference of opinion on the methods of
performance appraisal. In the past the emphasis was on the evaluation on
personallty traitg; in‘recent yvears there has been an increased shift to
results-oriented methods. It is increasingly realized that the performance
appraisal is a complex process. It involves the camplexity of human inter-
action on the job along with the wide range of goals and methodologies.
While considerable experiments were made on performance appraisal in
developed countries, performance appraisal in Bangladesh degenerated into
a sterile and routine exercise. No major change in performgnce appraisal
was introduced in Bangladesh prior to 1982 when the old form of appraisal
was revised, an open system appraisal was introduced and annual medical
check-up was prescribed for Class-I Officers. However, these reforms were

restricted to Class-I officers only and no attempt was made to modify



- 106 -

the appraisal systems for other classes of public servants. Subsequently
the open system of appraisal was discontinued and the confidential system

of appraisal was reintroduced.

An analysis of the trends of ratings in three selected Class-I

cadres in Bangladesh indicates the following major trends :

(1) The distribution of rating was positively skewed and most of
the employees were rated very favourably. The overall ratings in Bangladesh
do not serve any useful purpose for identifying the superior and above
average officers. Normally 5 percent officers should be given rating in

the top grade. In Bangladesh ,the share of officers in the top category
varied between 15.2 to 25.2 percent. The percentage of officers in the

next category varied between 37.1 and 60.3 percent. Such ratings are likely

to discourage outstanding performance and encourage the shirkers.

(2) There has been a secular increase in the ratings of Class-I
officers in Bangladesh. The inflation in ratings accelerated since

independence and continued unabated even after the introduction of new forms.

These trends are not confined to Bangladesh.-similar trends
are noticed where the graphic rating scales are used. Thus there is a need
for a shift fram traditional methods of appraisal to results-oriented
methods. However, the transition fram trait appraisal to ampraisal of perfor-

mance  will not be very easy in a country like Bangladesh for two reasons.
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First, the formal and actual functions of work-units in Bangladesh vary
considerably. Because of acute constraint of manpower and resources the
actual functions of a work-unit are often determined by the exigencies

of the moment. It is,therefore, extremely difficult lto prepare a quantifi-
able work-plan. Secondly, tesults-oriented methods demand more time and
attention of the supervisors who would be unwilling to carry this burden.
It is,therefore, suggésted that the performance appraisal system in

Bangladesh will have to be reformed gradually.

Bangladesh experimented with an open system of appraisal for
three years only. It was alleged that faced with the prospect of showing
their comments to the appraisees, the appraisers in the open system of
appraisai tend to be over—generous in their ratings. This hypothesis is
not ,however, supported by empirical evidence. While the introduction of
the open system of appraisal led to a liberalization of ratings, the
reintroduction of the confidential system did not result in any significant
reduction of ratings. Where appraisal is based on assessment of personality
traits rather than actual performance, the open appraisal system does not
contribute to significant participation of the appraisees. Nothing is gained
by telling a man of a deficiency that he cannot remedy easily (such as
ineffective personality or poor power of expression). Openness in this case
only leads to embarassment. This is why, open appraisal system should not

be introduced till results-oriented appraisal is introduced.

There is - also scope for improvement in monitoring and

administration of the appraisal system in Bangladesh. First, better checking
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of appraisal may reduce the inconsistencies in appraisal. Secondly, the form
of appraisal can be improved. Thirdly, there is scope for streamlining the appeals

against adverse caments.

While there are obvious campulsion for changing the appraisal
system in Bangladesh, an analysis of realities of Bangladesh suggested that
the changes in the appraisal system of Bangladesh should be phased and gradual
for two reasons. First, a new performance appraisal system may be counter-
productive unless it is accepted by the majority of employees. Any sudden change
without regard to emotional needs of the employees and their cultural context
may provoke disappointment. Secondly, both administrative talents and resources
in Bangladesh are extremely limited. So it will be very difficult to introduce

radical changes.

Taking into account the constraints of Bangladesh administration,
the following recammendations may be considered for the gradual improvement of

performance appraisal system in Bangladesh :

(a) Performance appraisal system in Bangladesh should be strengthened
in phases. In the first stage, the appraisal system of only Class-I officers
should be streamlined. The performance of appraisal system of other classes of

employees should be reviewed after the first phase is successfully completed.

(b) Specialized cells should be created in all controlling ministries

for monitoring the appraisal system.

(c) Experimental projects should be undertaken for designing separate

appraisal form in accordance with nature of jobs or specialization. These
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experiments should be carefully reviewed and should be continuously

improved until desired goals are reached.

(d) Performance appraisal should be introduced in the curricula

of all training courses for Class-I officers in Bangladesh.

(e) Specialized training courses on performance appraisal should
be organized by the BPATC for those who are responsible for administering

the appraisal system.

(f) Results-oriented method of appraisal should be introduced
gradually and on an experimental basis. The existing form of appraisal
with minor changes may continue for all Class-I officers. However, an
additional form for evaluation of actual performance may be introduced

in selectad cadres.

(9) The existing form for appraisal may be modified in the

following manner :

(1) Ttems 6 and 8 of Part IV and items 9 and 10 of Part V of
the existing appraisal form may be deleted and the total
grades for quality and quantity of work may be increased
from 5 to 15 for each. |

(1i1) Pen picture in Part 6 and item 2 of Part VIII may be deleted.
However, 9th part of ACR may be retained so that if the reporting
and countersigning officers feel that any special comment should

be recorded, he can do so.
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(iii) Part 6 of the modified form should prescribe that the

reporting officer should cite at least one specific achievement

of the appraisee concerned where the overall rating is very
good or excellent. He should also record at least one specific
omnission, mistake or failure where the appraisee is given the

grade of below satisfactory.

(h) Confidential appraisal may continue till results-oriented

appraisal method is introduced.

(1) The appraisee should be given the right to appeal against
adverse caments subject to two conditions. First, if the appraisee in his
representation insinuates or levels counter allegations against his
supervisor, the representation should be summarily rejected. Secondly, the
appraiser must make a prima-facie case in his favour on the basis of

positive achievements (such as disposal of cases,collection of revenue etc.

(3) Bangladesh Government should introduce non-pecuniary rewards
(such as foreign scholarship, letter of congratulation for performance
and preferential posting) on the basis of appraisal. Pecuniary awards and
promotions on the basis of appraisal may be introduced in later stages
when results-oriented methods of appraisal are introduced.

(k) Explanation for poor performance should be sought fram those
whose performance is rated in the lowest five percent category. Special

training courses should be organised for the poor performers.
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(1) The P.A. cell in each ministry should publish an annual
report which should show the distribution of ratings, timeliness in the
preparation of report, disposal of representation against adverse comments

and the follow-up action on appraisal.

(m) The performance appraisal system will have to be linked
to a realistic career development plan. Steps should also be taken for

organization development rather than relying on reward or punishment.

(n) Experiments for improving the appraisal system should
be taken. These experiments should be carefully evaluated and the

successful experiments should be replicated.

This study on performance appraisal in Bangladesh is
exploratory in nature. It indicates there is scope for more research
in this area. This study is restricted to three cadres of Class-I
officers only. Further studies should be undertaken on other cadres and
classes of public employees. Continuous research is needed for the
improvement of appraisal system in Bangladesh. Performance evaluation
in Bangladesh cannot be improved overnight by episodic activities. The
system has to be carefully monitored and evaluated. The strengthening

of the system should be an on-going activity of the Government.
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QUESTIO!™AIRE REGARDING FCR FORMS AND PERFCRMANCE
AFPRAISAL SYSTEM

D e G e L s N e T UL e T G D SR A e i S e e e iy P =

Please tick the relevant box/boxes

Please fill in question No, 5 & 17 according to the special
guide lines mentioned against them,

RIO - Report Initiating Officer
ORU = Officer Reported Upon

Present ACR form is A / 7 too long

BL T short
¢ Z:::7 appropriate

Marking system in the & /7 appropriate

ACR form in different

categories such as,

outstanding,very goed, B/ / not appropriate
good,average,below

average,and not satis-

factory is C/ / somewhat appropriate

Present system of confi- A( /] continued
dentiality of ACR

writing should be
B [:::7 replaced by open system

C /[ replaced by partially confi-
dential and partially open
system

Open system of ACR A : leads to biased rating
writing

B /™7 generates ill-feellng_
Z"‘ between RIO & ORU

C 1:2:7 ensures fairness and impartial
Judgemant
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5. Delay in writing ACR occurs due to:

1. Delay made by the ORU in filling up the form

2, Delay in medical check up

3. Delay made by the RIO

i. Delay made by the countersigning officer

ARURRAIRUEY

5. Due to delay in supply of ACR forms

(Please mention the relevant numbers in the right side of

the boxes according to weightapge e.p. the reason as mentioned
crainst Sl.No. 5, for instance, may be reflected in any of
the boxes. So you may write just 5 in any of the boxes accor-
ding to weightage, Similarly you may write 1,2,3, or 4 in

any of the boxes reflecting the weightage given by you).

6. To ensure the timely submission of ae

ACR to the controlling Ministry
please give your suggestions/ D
recommendations
c-
d-

contributes much in the
career development of an
officer

AL
B Z;__: does not contribute at all
c 7

7. Present periformance
appraisal system

contributes to some extent

8. Government has recently A/ 7 make ACR writing less
intrroduced examination important?
-(to be conducted by PSC)
for promotion to higher posts. p — 5 vy
- . / make ACR writing
Do you.thlnk this deci- meaningless?
sion will -
C / / not lessen the importance
of ACR writing?



9. What is your personal
experience regarding

adverse remarks in ACRs?

10. Do you think the yearly
performance appraisal
system

11. How many ACR forms do you
usually need to complete
in a year as RIO

12. How much time to you usua=
1ly take to couwplete an
ACR form

13. How many ACR forus do you
need to countersign in a
year

1,. Please mention the percen-
tage of cases in which you

need to revise the remarks/

comnents of the RIO

15. Which of the systew do
you usually follow in
writing an ACR?

I
Y —
c [T

\

100

remarks are not communicated
to the ORU at all

an unusally long time is taken

for the disposal of cases by
the government

remarks are communicated in time
& action is taken in time

any other (please mention)

is appropriate

is not appropriate

should be changed to a half-
yearly performance evaluation
system(writing of ACRs twice—in
June and December)

number

minutes/hours

numnber

A f /] decide first the total marks

BT

to be given and then fill in
the columns to watch the total
marks

give adequate thought to each
column before giving marks with-

out caring for the total marks
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c / ] give special weightage to a
specific quality,triat or de-

ficiency of the ORU and deter-
mine the overall performance
rate

D/ 7/ any other (please write)

16. In writing an ACR on which A/ / memory
of these do you depend

B/ / the diary maintained regar-
ding the performance of
officers

c/ 7/ opinions of colleagues/

subordinates

D( 7 Opinions of beneficiaries

E( / any other



17. While revision/countersigning ACRs what
general traits/biases do you generally
come across? Please mention the relevant
nunber! ) according to weighitage in the
right side boxes e.g. the incident as
magtioned against Sl.No. 6 for instance
mav be re’lected in any of the boxes., So
vou w. o upite just € in any of the
boxes according to weightage. Similarly
you may write 1,2,3,4,5 or 7 in any or
the boxes according to the weightage
given by you

1. Over-rating in cases where ORU
and RIO belong/belonged to the
same cadre

2. The CRU & RIU belong to the same
geographical locality/region

I

3, During the period of the open
ACR system KRIO over rated the
ORU to avoid unpleasantness

4. The RIO under-rated the ORU i
because the RIO was usually
very conservative in this
evalualion

5. The RIO under-rated the ORU /7
because the ORU was very
differcnt from him

6., The RIO over-rated tine ORU 7

because the RIO was male &
ORU was female

i

7. Any other(please state) / /



18. Please mention the appropriate- A/ 7
ness of the present ACR forw in
sssessing the special traits

19.

20

deficiencies of the officer B/ /
cL 7
Lo you think the present perfor- / /
mancd appraisal system by ACR
has any relation with reward &
punishuent of the officers
L7
If the answer in question No. 19 / /
is 'NO' do you find any of events
happen?Please tick more than one
box,if you want to
L7
L7
LT
Name: -
Designation:

Date: -

very appropriate

not at all appropriate

some what appropriate

Yes

No

an officer with outstanding
performznce do not get a
good posting

an officer with average per-
formance gets a good posting
due to Tadbir

Some times outstanding
officers get bad posting
due to lack of Tadbir

in case of promotion adver-
se ACRs do not act as bar

outstanding ACRs are not
considered for accelerated
promotion
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