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ABSTRACT

Opting for Performance Appraisal is a universatsscy when one is working in a group. People apprdieir
own performance relating to others; business manpaoe not only their employees’ performance bub adheir own
business competitors. Basically performance apafis a periodical method of assessing the bebeasind performance
of employees in the work spot, both in terms ofrjifative and qualitative aspects of his professi@pproach based on a
definite plan of action. Here performance referthtodegree of accomplishments of the task andbest/an individual is
fulfilling the entrusted job. Quite often the teismconfused with that of efforts put in. But perf@ance should always be
measured in terms of results achieved and not eféogs. It assumed more significance over the timleen employees

are being elevated and paid based on theoriegtaircéevels of planned output.
KEYWORDS: Performance Appraisal, Professional Approach, Qtadive and Qualitative

INTRODUCTION

Formal appraisal of an individual's performance &egn the Wei dynasty (221-265 AD) in China, where
Imperial Raterappraised the performance of members of the fayaily. In ancient India, Kautilya in his famousdk
Arthasastrahad recommended a judicious mix of incentive-based @sption and even suggested apt punishment to
bring down possible cheating shirking during hia.erA diplomat and warrior of the Maratha Empirehis royal
proclamation on governance by naf@nyapatra,nitiated that the “incompetent and inept officetould be sidetracked

and be relieved tactfully.

Later on, with the onset of the industrial revaati the importance of workers productivity was lgouto the
forefront. As the organization grew and the operatibecome multi-fold and complex, performance aigpt were
devised not only to maintain consistency on the pérthe employee’s output but also to see eyey® with the

organizational vision and mission.
Broadly speaking, performance appraisal is used

e To provide information for making decisions wittugdence regarding salary enhancement, promotiongtiem

transfer, layoff, retrenchment or termination afvsges etc.,
» To determine training needs for further improvemartheir performance,

» To motivate employees by indicating their perforoefevels to improve productivity still further,
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e To establish a basis for career path of an employee

e Toidentify talent to create Leadership Pool,

» Validating recruitment and section processes and

» To facilitate fair and equitable compensation basegerformance.

A number of performance appraisal methods areghesed by various organizations in accordancediv ttature

of business and volume of workforce. These include
e Confidential Reports,

e Rating Scales,

Ranking System,
e Paired Comparison Method,
» Forced-Choice Method,

* Forced Distribution Method,

Critical Incident Method,

e Cost Accounting Method and

360-Degree Feedback System
Advent of 360 — Degree Feedback System

The possibility of bias and prejudice exist whilataining feedback when an individual assesses dithersing
multiple raters focused on trait-based scale. Thision later has evolved into what we call todaythe 360-degree
feedback system. In this practice an individsads$sessed by his superiors, his peers, his imtaeslibordinates and the
customers with regard to his performance, suppamtices and relative work output. This system &idct from other
similar models as the appraiser should be capabiwiaritizing and determining what is more importaand what is
relatively less important. The stake holders inedhin this pattern should be free from bias andgugiee and calla

spade, a spadeaind they must act as a judge rather than an atlvottheir assessments.

Of the various popular worldwide human resourcénegues, 360 — degree appraisal system is oneeoithst
recent practices followed by professional compaaie@®ss the globe to build, retain, and develojr tiadent pool. At
times when the job environment is extremely unptatile and employee motivation is on a downwardaspiverywhere,
companies need to streamline their performancebeEdmechanisms to avoid heavy employee churnnest of such
companies, 360-degree comes to their rescue astdge to build upon credibility through its traasmcy and employee-
friendly process. No doubt this model has brokentthditional mould and inverses the organizatignyaamid ensuring
reverse-accountability, where management is stamt®untable to the employees. Pond’s India, GerElattric,
Hindustan Liver Limited, Grasim, Colgate-Palmolivgewlett-Packard are some reputed concerns whiahtipe this
feedback model religiously. In most of professiofialcompanies like HCL, Infosys, TCS etc., this sien is being

viewed as a process with a highly structured Irtligi Development Plan (IDP) and various trainirggstifications, e-
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modules, etc. which come as part and parcel girdsess.

At Sanofi India, they use an array of tools to gatberformance feedback and focus an equal amadunt o
importance on ‘processing’ this feedback so as@bke the employees to effectively ‘build’” a carémarboth individual
and organizational development. Therefore, thdiebe in using the 360 degree feedback mechanism ‘selectively’
and ‘strategically’. Owing to the entry of multi@tal companies in India and their implementatidnworld-class
policies, it becomes imperative for Indian comparaéso to adopt this model. Now that much waterfleagn under the
bridge and even non IT companies also starteddasider the 360-degree feedback, either as pats glerformance

management process or leadership developmentgttate

Knowledge and Skill and are the integral part ofsBctor and these two form part of major investniertheir
business. In nutshell, if at all we claim that 3&zree feedback system works well in IT compaiiiés the maturity level
and as well as the educational qualification ofghesons concerned involved in this process aradsenough to reap the
dividends of this model. Here both the employer tiiedemployee fully aware and understand the vahgeimportance of
this system and hence they go hand in hand towhedsuccessful implementation of this practice. ¢¢eone can safely
opine that practicing 360 — degree feedback malabt only feasible and viable in IT sector, bioaappears to be a

reality.
360-Degree Feedback System - Its Impact in Textiladustry of Tamilnadu

Textile industry is the mother industry of Tamilnastate and its accounts for more than one thirth@fentire
textile business of the country. It provides thezand largest employment next to agriculture. |#o aprovides
employment for over 25 million people directly andirectly in the state. Textile industry is theypmanufacturing sector
which can provide employment to people below theepty line, particularly women from rural areas,ovhave very
minimum education or even illiterate, irrespectbfeage. It is the highest employment generatinge®when compared
to any other industry. Until recently agricultureed to be the main source of employment in mantyictis of Tamilnadu,
but employment opportunities have become scarcyphre to drought. The f'1Five Year Plan Approach paper has
estimated a job loss to over 10 million people miyrihe plan period from the agriculture sector aloi®©nly the textile
industry can rehabilitate and absorb these unereplogouls and sustain their livelihood. Governmehtindia has
envisaged Rs.1, 55,000 crores investment in tekideistry alone and generation of employment tonfiion people
during the plan period. Tamilnadu, being the textiub of our nation has potential to grab onedttof the above

investment. Thus textile is a sort on an industhyclv can ensure and affirm inclusive growth in ¢oentry.

From 1950 onwards, the textile mills in Tamilnagayticularly in Coimbatore region had been facirggfient
industrial relations issues due to the unchangttiude among its workmen, inter-union rivalry amdrealistic approach
of the trade union towards the management. Thes milre pressurized to pay abnormal wages and bwitlisut any
increase in productivity which in turn had erodbd profitability. The mushroom growth of small dadge scale units in
the rural areas occurred. Thanks to delicensingcyaf 1991 and subsequent benefits extended to uB8$. The
technological developments, globalization, delicegmdroke the geographical barriers and many xtillls came into

existence in south parts of Tamilnadu, especial®indigul, Rajapalayam, Madurai etc.,

With regard to spinning mills, non-managerial segtyays a vital role in ensuring productivity agfficiency in

the shop floor level. Generally there are three mamagerial segments which are expected to beviesidh 360-degree

www.tjprc.org editor@tjprorg



120 V. Ramachandran

feedback system. They are (1) The operators okewsrat shop floor level, (2) Foremen, (whom arighee a workmen
nor a supervisory staff but considered to be aroiamt link between the workmen and the superviaad (3) The shop

floor supervisors.

Now let us review the role of workmen in performiB$0-degree feedback system. As discussed above,
globalization has led to feminization of workforicetextile industry in which lobour form major past production cost.
Female labour was preferred over male since ihéaper and female workers are seen as more docilgal than their
male counterparts since they are less inclineditoip trade union activities. The demand fdrdar has substantially
and hence textile mills started recruiting womethvminimum education background from rural areabngafrom below
poverty line group. Further, as there is no retstnicfor employment women during night hours betw&® PM and 6 AM
the textile mills started employing women in ak tthree shifts. As there are many departmentsermptocess of spinning
mill viz., Blow Room, Carding, Drawing, Comber, Sitax, Spinning, Winding and Packing operations ¢he®men
workers are being recruited in a big way. In therse of time this pattern of women employment Has gradually got

implemented in composite mills and as well as imgats units.

With this backdrop, let me table the role of workmeelatively in terms of educational qualificatiamich can
ensure a fool-proof feedback mechanism. Most of tiwdile jobs, especially in spinning units requir@nimum
educational qualifications and slim and medium pdalscomposition. They ergonomically require sViifiger dexterity to
perform the short cycle. Most of the jobs coulddeeformed in less than five seconds and manynesitare being carried
out even in a fraction of second, like doffing, girey, creeling in spinning units and sewing in ganmunits. Except
certain imported machines, (which were originalsidned for them to suit their physical conditidile Sliver Lab and
Ribbon Lab) all other machines suit very well te ffhysical conditions of the Indian women. The imaxn educational
qualification preferred for the textile job remaitts 10" standard. They need to know simple arithmeticitutations,
understanding the displays of the touch screemgital displays, numbers, simple English wordgjigaal languages to
follow the self styled tailor made training manaald they should be able to write legibly in regidaaguage that they
know and understand. They also need to have aragedevel of 1Q to follow the instructions of theiupervisors.
Women with higher qualification do not match theuieements and over a period, their ambitions becooo high
thereby resulting into job dissatisfaction. Takintp account all such prerequisites, rural womenrevieund to be ideal for
the textile jobs. So much so an important valugudiciously assessing the foremen or supervisoth@asase may be is
deprived off from the workers point of view. As &udt is not fair to foresee a better and consivectole from workmen

in 360-degree feedback system as they are not leapbpracticing this system as it should be.

Then comes the role of foremen. They are actyathyind level technical staff attached to eleclyiengineering
and maintenance sections. They are deployed teesemd set right breakdown and preventive maintenaf machines.
They are basically ITI trade certificate holdersl &m certain cases operators with blemish less@epan also be elevated
to this cadre. Though they are technically soumchachine management, as of now, it is afraidttigit role 360-degree
feedback system may not be all that effective hay also falling short of basic sense that isdmbcessarily applied in
this feedback practice. But still it appears theyt can do a better job, if they are exclusivefyned to do some justice
through this model.

Supervisors are the real shop floor executors hed tarry out the production assignments with the of both

foremen and the operators. They possess Diploriaitile Technology (DTT) and report for duties hifts. During the
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previous labour deployment, the role of the sumenvivas not all that with stress and strains ag wfosheir instructions
were suggestive. Reason being the then operatarst (of them were men) was reasonably knowledgeahleh was
gained over the years by their sheer experienceeapdsure. They need not be supervised now andabsahey well
aware of their role, what to do? What not to da® mow, after the advent of women employment theasion is entirely
different. Since he has to extract work from thekilfed, untrained labour force he is expecteduwo hrelter- skelterin
order to control and caution his cadres on evetiyiac The invisible dust and fume, noise, heahgmted by high speed
motors etc make their role still tougher and oudrady always foresee uphill tasks, day one andalay Though they are
capable and effective enough, the present shop liiassles, workloads and the threads of occupath@zards make them
less serious and reluctant in 360-degree feedhet&rs.

All these typical composition in the shop floor ééwas apparently led to weak links in terms ofesdmate and
superior feedback systems and makes textile induspt to implement the 360-degree feedback psoegth a definite

purpose.

Of all the numerous advantages that come with @mpinting this feedback process, employees ofteresgp

their contentment over the fact that there is ditkedn politics.

360-degree feedback by itself is not the panaceav@wkforce politics (which is not always and nexady
dysfunctional!).If the organizational culture h&ached the level of maturity where feedback cahdmest and candid, a
360-degree feedback may not even need to be anarsyrBaumen Chakraborty, President and Global Hé&lality,
HR and IT, Dr. Reddy’s Labs says, ‘this will noedrthe employees completely from the hassles okplace politics.
There could be many reasons and forms of suchigméind hence any single instrument cannot prowidevhole relief.
However, the existence of a 360-degree feedbackepso enhances the transparency and trusting climathe

organization’.

Obviously, this feedback mechanism is bound todv@aatageous to teams in the middle and senior nesineaugt.
Does it trickle down to the bottom of the pyramid@es it make sense to apply 360-degree feedbaekpdoyees of all
cadres? Are there any limitations? K.Vaitheeswa@GHEQ and Founder, Indiaplaza.com says that 360edefgedback is
best suited to middle and senior management piofeds. These are employees who through their esscan
influence large groups beyond their immediate tedtmakes sense to implement this process for sughioyees only. It
is important to note that the employee who is beingjected to 360-degree feedback needs to hawpamess and
humility to receive such feedback from subordinaed associates act upon them.” Saumen adds,’ Hgyritam a cost
benefit perspective, most organizations deploy @é@ree feedback from middle management upwardseTdre several
engagement tools including organization climateveyr speak out open house, whistle blowing, eteedng the entire

workforce of the organization to capture the sgifilistening to the voice at the bottom of thegoyid.”

Alongside the numerous benefits, the 360-degredbfieek process in textile industry is also pronedme risks-
the most important being the misuse of authorityglyups of people. Unlike the traditional approaghere the reporting
manager determines everything, it now gets intchéneds of a group of people. If the group has commterests against
a particular employee, the group might misuse phigess to its advantage. Here are some ideasdbgtiy experts that
can be incorporated by any company to avoid suoblems. Prabhir Jha says,”This indeed depends emprtbvailing
organizational culture and also on the maturityhef process. Initially, one may run this risk b process could have

enough checks and balances to ensure the resperaientandomly selected by a more neutral agendyaam fairly
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representative of various stakeholder groups. "Sauadds,”This can be ensured by the design ofristeuiment and its
administration. Nobody should be given the freedorshoose the constituency of 360-degree feedbemkiders. Peers
could be selected at random. Internal and exteunstomers should be included. All direct reportd arsample out of the

indirect reports to a manager could constitute ttogrethe list of feedback providers.”

Nevertheless, clarity in the performance feedbackcgss coupled with strong policies that provideroam for
authority misuse is always helpful in improving therformance of employees while ensuring they drays motivated.
Now much water has flown under the bridge. No othieyanizational practice generates so much panibeartburn
among employees as the practice of 360-degree dekdbystem. After announcement of the appraisaiilis
management quite often waits with

CONCLUSIONS

None of the methods for appraising performancebsohlutely valid or reliable. Each has its own sgtbs and
weakness. The adoption of 360-degree feedback whdifiadifferent Indian companies seems to have lef#menced
more by their desire to adopt the latest managemmee rather than to implement it in true letted &pirit. For the
successful implementation of 360-degree feedbastesy, a good level of openness and mental matomitthe part of its
stake holders is required. In our own traditiomadl typical mindset and brought up, we always gesédt-pedaling with
both our subordinates and the superiors, whoménesr are. Textile sector is not different from tbigtlook and as such

any latest management fad, including 360-degredbfaek system, will remain as a myth and a distegdimh as of now.
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