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CONTEXTUAL FACTORS FOR EFFECTIVE IMPLEMENTATION OF PERFORMANCE APPRAISAL IN THE INDIAN
IT SECTOR: AN EMPIRICAL STUDY

SUJOYA RAY MOULIK
RESEARCH SCHOLAR
DEPARTMENT OF BUSINESS MANAGEMENT
UNIVERSITY OF CALCUTTA
CALCUTTA

DR. SITANATH MAZUMDAR
PROFESSOR
DEPARTMENT OF BUSINESS MANAGEMENT
UNIVERSITY OF CALCUTTA
CALCUTTA

Designing and implementing performance appraisals for professionals engaged in knowledge intensive professions such as Information Technology (IT) is in itself
a daunting task given the skilful yet abstract nature of knowledge work. It may be argued that the contextual factors of the performance appraisal function not
only contribute to the performance orientation of the IT knowledge workers, but also pave the way for synergistic and cohesive working relationships. The
significance of the contextual variables which impact performance appraisal (PA) thus cannot be ignored and if so would render any attempt to improve the
practice deficient. This paper is an attempt to identify the contextual factors that have a significant impact on the performance appraisal function in the IT sector.
Using the method of exploratory factor analysis, data collected from 118 IT professionals working in different Indian cities on varied contextual variables has been
grouped into six factors relevant to the IT profession and knowledge workers employed in the same. Both distal and proximal contextual variables have been
identified and the rationale of the resulting factors for has been examined keeping in tune with previous research in related areas.

KEYWORDS

Performance Appraisal, Indian IT sector, Contextual Variables.

INTRODUCTION

he Performance appraisal (PA) function in any organisation plays a role much beyond simply evaluating an individual/team/organisations performance in

terms of set standards or goals. As an umbrella function consisting goal setting, appraising, developing, counselling and rewarding, the Performance

Management System (PMS) reflects the underlying man management philosophy and is thereby a manifestation of the performance culture of an
organisation. Performance appraisal systems (PAS), the evaluative component of the PMS, is one of the most integral human resource practices due its critical
association with other HR functions like compensation, training and employee engagement. Much research in the area of appraisals has focused on areas
pertaining to implementation, evaluation of the different models / instruments of appraisal or process issues per se. However, it must be appreciated that
despite efficient design of constituent elements/processes of a practice there are factors that could impede the effective execution of the same. The context
within which the practice is executed plays a significant role in the effective implementation of any human resource (HR) system.

SIGNIFICANCE OF ‘CONTEXT’ IN PERFORMANCE APPRAISALS

Mowday and Sutton (1993) characterise context as “stimuli and phenomena that surround and thus exist in the environment external to the individual, most
often at a different level of analysis”. In the study of organisational behaviour and practices, it has been observed that strong situational factors with obvious
norms and rigid roles tend to constrain the expression of individual differences. Weak situations permit more latitude or opportunity for the expression of such
differences. In a more complex manner, context can be conceived of as a set of situational opportunities for, and countervailing constraints against,
organisational behaviour (Mowday & Sutton, 1993). Johns (2007) in his study on context impacting organisational behaviour has categorised context into two
levels: omnibus context and discrete context. The term omnibus refers to an entity that comprises many features or particulars. Thus, it refers to context broadly
considered. Discrete context, however, refers to the particular contextual variables or levers that shape behaviour or attitudes. Discrete context can be viewed
as nested within omnibus context such that the effects of omnibus context are mediated by discrete contextual variables or their interactions. Discrete
contextual variables might apply to any level of analysis, from individuals to industries. Johns (2006) has interpreted context as situational opportunities and
constraints that affect the occurrence and meaning of organisational behaviour as well as functional relationships between variables. Context can serve as a
main effect or interact with personal variables such as disposition to affect organisational behaviour.

The context within which PA is practiced plays a major role in influencing the success/failure of the system. Context is very important in organisational studies on
HR practices as it helps frame phenomena in ways that influence our perceptions and interpretations of them, which in turn, affect decisions and actions (e.g.,
Johns, 2006). Supervisor—subordinate dyadic interactions and evaluations take place within a work relationship, and this relationship reflects social, emotional,
political, and cognitive processes that help explain the decision outcomes. Levy and Williams (2004) have discussed at length the distal and proximal variables
which constitute the contextual canvas of performance appraisals. They referred to distal variables as macro-level factors that influence the performance
evaluation system and include social norms, regulatory mandates, culture and climate effects, strategy, and network relationships. Environmental factors
generally shape performance evaluations as antecedents to formal appraisal systems and informal appraisal norms. Theoretically, environmental factors should
influence affective reactions only when they modify performance evaluation systems or influence perceptions of change. Structural proximal variables are
performance evaluation features that influence the nature and content of the performance evaluation such as performance standards, the frequency of
evaluation, legitimacy of the evaluation, and evaluation system features. Process proximal variables influence the conduct of a performance evaluation (Levy &
Williams, 2004). Examples of process proximal variables include the rater—ratee relationship, performance expectancies, task characteristics, and rater and ratee
affect. Few researchers have explored relevant aspects and features of the context within which performance appraisals takes place (e.g., Levy & Williams2004).
The efforts in this direction have not looked at the different components within the contextual domain. Organisational decisions, actions, and behaviour (e.g.,
performance evaluation) can be completely understood only in situ, or as played out against the contextual backdrop of the day-to-day interactions occurring in
work contexts that frame such behaviour. (Ferris et al 2008)

In the past, Indian human resource practices have been studied extensively in comparison to global practices. Researchers such as Sparrow and Budhwar (1997)
have highlighted employee performance appraisal as a relatively underemphasized factor in Indian managerial practices. Indian HRM practices that do not give
priority to performance appraisal fail to enhance the strategic competitiveness of Indian firms. Another observation is this regard has been that the productivity
of work cultures in Indian organisations is jeopardized by employee performance appraisal practices that appear to be biased, ad hoc and unintegrated into a
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globally competitive HRM system (Mendonca and Kanungo, 1990; Virmani and Guptan, 1991). The lack of Indian performance appraisal practices formally
integrated into a quality performance-based HRM system allows Indian managers to over-control and under-control employees (Lindsay and Patrick,
1997).Misuse of performance appraisal authority adversely impacts Indian employees who have already been described as low on ‘efficiency emphasis’ that is,
low on initiative for process improvement, low on risk-taking propensity to increase productivity and low on self-monitoring inclinations (Sparrow and Budhwar,
1997). When Indian managerial appraisals do not distinguish between employee contributions and the limiting social, technical and environmental constraints
on performance — over which the individual has no control — employees regard performance appraisal judgments as unfair and withhold productive efforts
(Mendonca and Kanungo, 1990; Virmani and Guptan, 1991; Sparrow and Budhwar, 1997). It is also alleged when Indian managers rely exclusively on subjective
biases in performance appraisal and do not objectively evaluate and develop employees in order to reward and improve performance, or remove constraints to
performance, the integrated improvement of the HR quality system is threatened (Kanungo and Misra, 1985).Indian managers have also been criticized for not
involving employees in the performance management process (Virmani and Guptan, 1991; Mendonca and Kanungo, 1990). The presence of mutual influence
between Indian managers and their employees with regard to performance management leads to realistic and appropriate standards of performance,
agreement about evaluation and development processes, and enhanced acceptance and commitment to performance improvements. The prevailing absence of
this mutual influence in India, especially managerial receptiveness to employee feedback, has provoked scepticism and resistance to the implementation of
formal performance management systems.

STUDYING CONTEXT IN RELATION TO THE IT PROFESSION IN INDIA

The IT industry in India is a growing industry employing a large number of the total workforce in various positions across India and the globe. Certain factors that
add to IT being a desirable profession and techie firms being employee destinations of choice are the exposure to foreign assignment, non linearity of entry level
prerequisites( in terms of credentials) and plenty of opportunity to move ahead to greener pastures. However, research suggests that given the obviously
technology centric nature of jobs and assignments, intellectual capital of the employees becomes a highly personal asset that lies with the individual themselves
- an asset that they carry with them from assignment to assignment thus, organisation to organisation. Research suggests that occupational commitment often
overshadows organisational commitment (Guzman et al, 2008). Productivity of knowledge workers has been found to be difficult to define in
measurable/tangible terms but there can be no debate to the fact that individuals working in the IT sector need an environment conducive to learning and
development while on the job. (Drucker)

Research pertaining to contextual studies is largely restricted to the traditional sectors of the economy like manufacturing and, in some cases, services, but has
ignored dynamic and knowledge-intensive contexts like software, where the role of organisational culture is argued to be critical in enhancing productivity and
quality. Most importantly, it has been argued that knowledge work does not lend itself for analysis to normal forms of standards (Mathew, 2007). (Ehin, 2008)
Orlikowski and Baroudi (1989) argue that workers involved in IT-related activities within organisations form an occupational community, albeit one that is
loosely defined and lacking in distinct boundaries. Studies of IT workers have suggested that they share many beliefs and behavioural patterns that transcend
the particular organisational culture in which those workers are embedded (Duliba and Baroudi, 1991). Guzman et al. (2004, 2008) state that IT professionals
form a distinctive occupational culture that crosses the boundaries of the organisations where these people work. Newell et al. (2002) argue that often,
management in knowledge intensive firms does not have the level of expertise and skills that the people they employ possess. Furthermore, unlike the
manufacturing sector, these organisations are people centric and employ predominantly knowledge workers (KW). Knowledge workers also called “gold-collared
workers” (Kelly, 1990) are engaged in work the nature of which is difficult to objectively define in terms of contribution. It has also been discussed by researchers
as to how knowledge workers desire autonomy and ownership of their task and how managing KW is largely about 'un-managing’. In keeping with the above
features of IT work, HR managers have to continuously evolve career paths, motivate their employees and create a culture of oneness, which will also act as
retention tools.

Paul and Anantharaman (2003) in their study on the impact of HR practices on a firm’s performance observed from data collected from employees of 34
different software companies (multinationals and domestic) that Performance appraisal, training, job design, compensation and incentives directly influences
the competence, organisational commitment and customer orientation of employees. Employee participation in the appraisal process, equity, fairness and
justice can add to organisational commitment.

Mathew (2007) has also observed that since software organisations in India often take up large service projects for multinational companies, the clarity of
operational goals and objectives enhances the coordination of projects and minimises waste of effort and resources. The implication of work being designed and
allotted around projects is that teams are formed and disbanded continuously based on project requirements. This sometimes results in what is called “bench
time” (the time employees are not billed to customer projects in the software business). Clearly set goals and objectives and their proper communication helps a
better coordination of projects and ensures lower “bench” time and higher utilisation of resources. Mathew’s study suggests that the people-oriented aspects of
culture like concern for employees and trust enhance the affective disposition of the employees. Empowerment or professional freedom is a significant aspect
of organisational culture, and this often enables employees to approach and deal with customers, colleagues and reporting officers freely and informally without
the restrictions of hierarchy, and this helps in the timely execution and closure of projects.

Mahadevan and Sundarajan (2008) also state that the effectiveness of performance management in the Indian IT sector depends on many factors including
content, linkages and the extent to which employee’s perceive the practice to be useful. However, detailed studies into the factors involved are limited.

In the following study of contextual factors of performance appraisals ,we refer to the general studies of Levy and Williams (2004) and Ferris et al. (2008)
‘Context’ is interpreted as a rather broad term, which encompasses the research examining the cognitive perspective on supervisor rating processes, the social
and relationship context, social influence and politics, the role of affect and emotion in rating processes, and other features of the dyadic context, such as fit,
perceived similarity, and distance. In essence, the ‘performance evaluation context’ reflects the multifaceted background against which formal and informal
appraisals of job performance take place. Distal variables comprise macro-level factors that influence the performance evaluation system. These are classified as
environmental factors in accountability theory (Frink et al., 2008), and include social norms, regulatory mandates, culture and climate effects, strategy, and
network relationships. Environmental factors generally shape performance evaluations as antecedents to formal appraisal systems and informal appraisal
norms. Theoretically, environmental factors should influence affective reactions only when they modify performance evaluation systems or influence
perceptions of change. These factors are expected to be mediated through structural and process proximal variables. Structural proximal variables are
performance evaluation features that influence the nature and content of the performance appraisals. Examples include performance standards, the frequency
of evaluation, legitimacy of the evaluation, and evaluation system features. Process proximal variables that are considered to influence the implementation of a
performance evaluation would include the rater—ratee relationship, performance expectancies, task characteristics, and rater and ratee affect.

Of these factors identified in prior research mentioned above, the following study is an attempt to identify those contextual factors that impact the
implementation of appraisals in the knowledge based and people centric IT occupation.

OBJECTIVES OF THE STUDY

The following study is an attempt to identify the contextual variables, which contribute to effective implementation of performance appraisals in the Indian IT
sector and further explore the relevance of these variables in the context of knowledge workers employed in the same.

RESEARCH METHODOLOGY

SAMPLE

Using simple random sampling, data was collected from 118 (total sent-150, received 118) IT sector employees (both male and female) with a minimum of 8
years experience in the Indian IT sector working in supervisory roles ( thus rater and ratee) .. The purpose of selecting the same was to gain insight into the
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factors affecting PAS from both appraisee and appraiser perspectives. Employees working in Nasscom listed organisations were chosen for this survey. The
questionnaire was distributed to most respondents in an on-line format so as to reach out to employees based in different cities in India. (Kolkata, Mumbai,
Bangalore and Pune).

RESEARCH INSTRUMENT

The study depends mainly on the primary data collected through a structured questionnaire consisting 19 Likert Scale items (5 point scale) covering different
variables that form the backdrop of the performance appraisal function such awareness, pre appraisal involvement, supervisor competence, goal/task features
and other aspects identified as variables in contextual studies.

The scale consisted of 19 statements. It was measured on a Likert 5 point scale ranging from strongly agree, agree, neutral, disagree and strongly disagree. In the
pilot testing phase on basis of 40 respondents’ data the scale was tested for its Cronbach’s Alpha Co-efficient Reliability Score. The alpha score was found to be
0.891, on the basis of which the survey was continued with the same scale.

TECHNIQUE

The data obtained in the research has been evaluated by exploratory factor analysis in SPSS in order to transform the data structures including many variables
constituting the backdrop of appraisal systems for e.g., performance orientation in the organisation, pre appraisal training, perceptions of relevance of appraisal
etc into contextual variables that impact an individual’s satisfaction with the PA system.

FINDINGS & ANALYSIS

For the analysis, confirmation that the data are correlated is revealed by the Kaiser-Mayer-Olkin Measure of Sampling Adequacy (above 0.609) and Bartlett’s test
of sphericity ( p=0.000). The items with highest loadings were used in assigning the labelling of the factor. The data were analyzed using factor analysis (Principal
Components with Varimax Rotation). Factor Analysis reduced the 19 independent variables into six factor groups.

The factor solution employed principal components extraction with varimax rotation. Factors were derived using the Eigen value criterion. The rotated
component matrix is reported in Table 1.

TABLE 1:ROTATED COMPONENT MATRIX

Component

1 2 3 4 5 6
Q1 778 .196 .076 .055 .149 -.002
Q2 .352 .089 .658 .028 174 -.211
Q3 753 -.193 .293 -.068 274 .160
Q4 317 .822 .166 -.066 .009 -.035
Q5 .614 456 488 .084 .007 -.057
Q6 .118 .300 -.259 .105 .003 .823
Q7 .621 .249 -.040 .347 .390 324
Q8 .885 .164 117 .206 .019 -.023
Qs .365 227 .538 .180 232 191
Q10 |-.032 -.229 .243 -.008 125 .812
Qi1 .525 .196 -.164 .302 .564 125

Q12 |-.087 .689 347 .390 234 173
Qi3 .350 .662 .320 241 .338 -.044
Q14 |.017 .093 113 .909 213 -.108
Q15 .215 .049 .104 .876 .001 217
Q16 .216 .027 .098 .069 919 .166

Q17 |-131 321 .815 157 -131 121
Q18 .155 327 .350 .398 .596 -.216
Q19 .606 .284 -.268 -.102 427 -.302

Extraction Method: Principal Component Analysis.
Rotation Method: Varimax with Kaiser Normalization.
a. Rotation converged in 9 iterations.

According to the results of Factor Analysis, the first six factors were chosen because they explained a high proportion of original variance and had Eigen value
higher than one. This globally explained 80.557% of variance, respectively. (Table2)

TABLE 2:TOTAL VARIANCE EXPLAINED

Component Initial Eigen values Extraction Sums of Squared Loadings Rotation Sums of Squared Loadings

Total % of Variance Cumulative % Total % of Variance Cumulative % Total % of Variance Cumulative %

1 7.147 37.615 37.615 7.147 37.615 37.615 3.999 21.047 21.047
2 2.335 12.290 49.905 2.335 12.290 49.905 2.503 13.172 34.219
3 2.008 10.568 60.473 2.008 10.568 60.473 2.362 12.432 46.651
4 1.542 8.114 68.587 1.542 8.114 68.587 2.321 12.214 58.865
5 1.212 6.379 74.966 1.212 6.379 74.966 2.282 12.008 70.873
6 1.062 5.591 80.557 1.062 5.591 80.557 1.840 9.684 80.557

Extraction Method: Principal Component Analysis.

INTERNATIONAL JOURNAL OF RESEARCH IN COMMERCE, IT & MANAGEMENT ,,

A Monthly Double-Blind Peer Reviewed Refereed Open Access International e-Journal - Included in the International Serial Directories

WWWw.ijrcm.org.in



VoLUME No. 2 (2012), I ssue No. 6 (JUNE) | SSN 2231-5756

INTERPRETATION OF FACTORS AND RELEVANCE TO THE IT INDUSTRY

FACTOR 1: EMPLOYEE AWARENESS OF AND INVOLVEMENT IN OVERALL PAS

The item with the highest factor loading for this factor group corresponds to the organisations’ initiative in making the employee aware of the importance and
functionality of PAS .Another component of this factor is how far the organisation invites participation and suggestions for improvement in the overall
effectiveness of the system. Other items include minimal use of external consultants and more internally initiated action research oriented interventions for
improvement of appraisal efficiency over time.

Mitchell & Daniels (2003) state that individual differences in knowledge, skills, and dispositions combine with features of the IT work environment, such as
norms for hard work, positive expectations, and elements of task design to enhance motivation (e.g., challenge and autonomy). Robson(2005) in his work on
how performance measurement systems contribute to building high performance cultures states that in such cultures employees feel that in addition to their
everyday operational activities, part of their job was to continually assist in improving the performance of the organisation. This would result in the belief that
they could somehow affect or control critical aspects of overall performance. Measurement system has to be constructed specifically to encourage everyone in
the organisation to be in the psychological state of “in-control” of the performance of the relevant systems within the organisation. For this purpose,
performance measurement systems have to be designed, from the outset, with the psychological consequences in mind. This is best achieved by understanding
organisations in terms of different types of systems that interact with each other. In order to encourage the perceptions that are required for a culture of high
performance, measurements systems have to provide the relevant, local, team level, and graphical information. This information has to be in a form that can
assist in the process of enabling people to perceive an important part of their job as being “in control” of the performance of the systems in which they are
involved.(Robson ,2005)

FACTOR 2: PERCEPTION OF PERFORMANCE CONSEQUENCES/PERFORMANCE EXPECTANCIES

This factor represents the extent to which employees believe that there is a link between their appraisal results and the reward/recognition attached to the
same. On the flip side, this also represents to what extent that employees feel that poor performance is suitably dealt with. Thus the company’s policy in terms
of performance-reward linkage — both positive and negative discipline in the context of appraisals is a factor that impacts implementation.

Ownership of work (one’s perceived degree of control over his outcomes within his work environment) and individual accountability for tasks would imply that
there is tangible proof of the implementation of consequences for both good and below par performance. Knowledge intensive organisations such as IT are
examples of high performance work cultures which share information, involve employees in decision making, and emphasize employee feedback about quality
and business processes (Becker & Huselid, 1998; Huselid, 1995; Lawler, Mohrman, & Benson, 2001).In such work cultures it is necessary that supervisors
recognize the link between performance and motivation.(Mahadevan and Sundararajan,2008)

FACTOR 3: ORGANISATIONAL SUPPORT SYSTEMS

The components under this label comprise the provision of resources in terms of both physical support infrastructures (technology and resource sharing, work
procedures, physical work environment etc.), information and knowledge sharing as well as effective work relationships in terms of quality of supervision
(supervisors knowledge of individuals job and constructive inputs as and when required) and team capabilities (when working in project team based structures).
IT workers experience numerous sources of stress that are universal across occupations and work environments. Research shows that, similar to other
professions, stress in IT results from intensive work demands, complex relationships with others, career concerns, systems maintenance, role ambiguity, and
tedious administrative tasks (Lim & Teo, 1999), as well as fear of obsolescence, team and client interactions, role overload, work culture issues, technical
constraints, and competing work and family demands (Rajeswari & Anantharaman, 2003)

FACTOR 4: FOCUS AND SIGNIFICANCE OF INDIVIDUAL JOB/ ROLE

Items on the Likert Scale which correspond to this factor are based on the role his job plays in the organisation. The extent to which not only the strategic
direction of the organisation is communicated but also the strategic relevance of the individual’s role in the organisation is clarified is important for efficiency of
the PAS. The significance of what the employee does combine with the ‘importance’ of the work given to him the overall .The individual is responsible and
accountable for his role.

An aspect of performance management in high performance professions such as IT is that the system should reinforce the employee’s perception that he plays a
larger role than just a cog in the system. This factor seems to reinforce the fact that knowledge workers have a strong need for autonomy and control over one’s
work processes within the workplace, a fact that reflects Drucker’s (1999) description of the very nature of knowledge work stating that KWs must identify the
task themselves and have autonomy. Ehin’s(2008) believes in ‘unmanaging’ knowledge workers where he advocated that employees should be given the
opportunity to participate and contribute in organisational setups which do not adhere strictly to hierarchical control mechanisms but provide autonomy,
challenging tasks and organisational information sharing.

FACTOR 5: APPRAISER COMPETENCE

It might be mentioned here that the highest factor loading corresponded to the item specifying that supervisors should be appraised also on how they
contribute to , reward and recognise subordinate and team performance. Another component of this factor is the practice of PA being done for all levels of the
organisation. This reflects on the appraisal of those who are in supervisory positions (playing the role of a rater) as well as having other responsibilities (to be
rated upon).

This factor reflects the need for developing rater/supervisor competence and the extent to which the organisation identifies gaps in appraiser competence and
addresses the issue of pre appraisal training initiatives (appraiser training) Generally it is understood that during the performance planning stage, supervisors
and subordinates jointly set and clarify goals, performance expectations, and evaluation methods and criteria. The supervisors must ensure that the
subordinates have the authority, knowledge, skills, and organisational resources to successfully complete work targets. Certain areas of pre appraisal
preparedness would include knowledge of organisation’s rating forms and procedures so as to clarify performance expectations, evaluation criteria, and
methods; delegation/empowerment to create accountability by clarifying duties, work assignments, goals and expectations, and providing sufficient authority
to achieve assigned responsibilities( for those in supervisory roles) (Fink and Longnecker, 1998,Kumar 2005) The supervisor’s competence would include ability
for effective decision making and sound judgment — to effectively evaluate the subordinate’s actual performance on various rating criteria. In an industry such as
the IT Industry where quantifying contributions is essentially a difficult task, the competence of the rater would definitely be a defining factor in effective
implementation.

FACTOR 6: REFLECTION OF STATED RULES, NORMS AND BELIEFS

The performance appraisal function should be a tangible demonstration of behaviour which is supported by the stated norms, values and beliefs (organisation
culture) of the organisation i.e. should reinforce the organisation culture. The factor loading that defines this factor corresponds to what extent the organisation
has been able to convey that the PA system is an important part of and in turn contributes is important in sustaining the organisations culture.

Guzman et al. (2008) indicated that some features of the IT occupational culture (ITOC) were a high value of technical knowledge; extreme and unusual demands
pertaining to long hours; dealing with unsatisfied users; need for constant self re-education; feelings of superiority relative to the IT user community;. High IT
pervasiveness in non-work contexts (e.g. use of IT in leisure time); a typical lack of formal work rules in the IT occupational setting; and cultural forms manifested
in the frequent use of technical jargon and the social stigmatization or stereotyping (e.g. the geek/nerd label).Knowledge intensive firms are also characterised
by what is called people centricity. People centricity can be understood from the fact that about 50 per cent of the revenue of firms in the software sector in
India is spent on remuneration and benefits to employees. It is clear that investment in plant and machinery in the traditional sectors of the economy is replaced
by the investment in people in the software sector. People centricity can further be understood from several workplace practices in these organisations. Most
organisations in the software sector have the practice of conducting an annual employee satisfaction survey, which covers most aspects of work life. It is argued
that employees take part in such surveys with great interest, and this becomes the springboard for many workplace initiatives. In these dynamic and knowledge-
intensive contexts, organisational culture would play a critical role in enhancing productivity by fostering innovation and creativity (Paul and Anantharaman,
2004). Johns (2007) in his study acknowledged that organisational culture has a significant influence on productivity in software organisations. Furthermore, the
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study shows that organisational culture has an impact on the conception, planning, implementation and effectiveness of quality initiatives. The abstract and
sophisticated nature of the work in software organisations renders the traditional levers of productivity and quality inadequate and makes a strong case for the
relevance of organisational culture, which is recognised as an important analytical organisational framework, for analysing productivity and quality.

CONCLUSION

This paper attempts to identify contextual variables within the organisation that impact the effectiveness of the performance appraisal process being practiced.
Contextual factors identified in this research comprise employee awareness of and involvement in goal setting, which in fact possessed the highest factor
loading. This reinforces the belief that knowledge workers would require a certain degree of control over their own goals and targets .Implications for
empowerment and autonomy are reflected strongly as a pre requisite for effective performance appraisal practices in IT organisations. Another factor which
stands out is a strong perception of reward linkages which in turn reinforce performance expectancies. Explicitly stated consequences of performance therefore
remain an integral variable which affects employees’ perceptions of the appraisal process. Organisation support in terms of physical workplace design,
ergonomic considerations as well as knowledge sharing and learning resources also have been identified as an important contextual factor. An interesting fourth
factor reveals the relevance of the knowledge workers role in the canvas of the organisations strategy. It is therefore important to identify how organisation
strategies are cascaded and translated into individual roles in the organisation. The competence of the rater /supervisor reflects the perception of the
supervisors rating skills in terms of understanding and evaluating performance in keeping with perceptions of fairness and equity. Pre appraisal training in rating
behaviour and bias control thus can contribute to better appraisals. Affectively, the rater-ratee relationship is also a variable for scrutiny under this factor
especially given that the scope for supervision in the context of knowledge work is task allotment, delegation, providing autonomy, learning resources and
guiding when required. . Finally, the perceived congruence of the PA system with the organisations culture as apparent in the stated norms, values and
performance culture constitutes the sixth factor. Two reasons could be attributed to this being the factor with the lowest Eigen value. Firstly, we can attribute
this to an interesting observation which reinforces Levy and Williams(2004) and later Ferris et al’s (2008) theories is that the first five factors can be categorized
as the proximal factors and the sixth factor is the broader distal factor which in turn is largely moderated and explained through the proximal factors. Secondly,
it could be in keeping to the fact that occupational culture; therefore ‘work’ related aspects have been found to often override organisational culture
considerations.

Of the proximal factors, the first factor is related to the design of the system in general (participation and design) and can be broadly termed as a structural
proximal variable and the next four factors fall in the category of process proximal variables. This study reinforces the fact that nature of knowledge work and
how human resource management practices relating to knowledge intensive firms need to be based on the unique features and nature of knowledge work and
knowledge workers.

SCOPE FOR FURTHER RESEARCH
This paper is based on primary data collected from a relatively small sample of IT professionals working in India. Also, this survey has been conducted on a
sample of professionals who have been in the industry between 8-10 years. Therefore, such research can be extended to other industries so as to enable HR
practitioners an insight into what beyond the appraisal instrument per se; monitoring and feedback process impacts employees’ perceptions on the
effectiveness of performance appraisals.
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