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Sun, the prime source of energy rises in the Easfamf

radiates eneygy for the existence of the living creatures) tyf

the world. Likewise the university located in the Eastem

region of Sri Lanka is the prime source of Wisdom and
disseminates Knowledge to the region and to the whole Island
as well.

“MENTOR” (meaning a trusted advisor and a guide)
as the journal of the Faculty of Commerce and Management,
Easten University, Sri LanKa, is meant to provide a vehicle
for publishing current research in the areas of Commerce,
Economics and Management. It is our aim to position the
“Mentor” as a publication which bridges the gap between
management academics and practitioners in order to foster and
nurture a mutually productive relationship between the academics
and business communities while catering to the commerce and
management students.

I encourage academics and practising managers to send
articles to the journal. The articles should be in the areas
of interest to academics, practitioners and commerce and
management students in a style that is accessible to these
readerships.

Readers’ comments on articles appearing in the “Mentor”
and any replies from authors will be appreciated.

EDITOR
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EVOLUTION OF LEADERSHIP ST YL]?;gIN SRI LANKAN
ORGANISATIONS: A HISTORICAL PERPSPECTIVE.

Leadership is the relationship between two
or more people. in which one attempts to exert
influence the other, in order to achieve certain
objectives. There are many interpretations as to
the meaning of effective leadership. But a uni-
versally accepted definition could not be found.
It was believed that leaders belonging to differ-
ent times and different places shared some com-
mon qualities. But these qualities have not been
found to apply to all leaders in all situations, Hence
it 1s difficult to point out characteristics that are
essential for successful leadership.

Leadership is a two way process involving
the leader and follower/followers. Management
and leadership are not always synonymous. A
manager is expected to plan. organise. command,
coordinate and control his team of people. to
achieve the goal of the organisation. But "The
leadership can be seen primarily as an inspira-
tional process” (HUNT J W, 1986 ) .A leader
triggers the power of motivation in people guide
them and bring about long term changes in their
attitudes.

“Leadership stvle is the way in which the
Sunctions of leadership are carried out, the way
in which the manager typically behaves to-
wards members of the group ' (Laurie |
Mullins,1989). Western management theorists
have categorized four different leadership styles.
They are (1) Authoritarian style (2) Consultative
style (3) Participative style (4) Laize fairre style.
Authoritarian leaders concentrate on task achieve-
ment only. They rely on punishment and strict
supervision to achieve their objectives. Manag-
ers with the consultant leadership style like to con-

R. THIAGALINKAM.

sult their subordinates in managing the organisation.
But decisions are taken only by them with or with-
out the consent of the others. Laissez faire style
leaders are neither concerned about people nor
task. They run their organisation by following past
precedents, rules and regulations. The participa-
tory style of leadership is concerned both about
the task and the people. They rely on motivation,
employee participation and employee satisfac-
tions, in order to achieve their objectives. Ac-
cording to modern management writers the par-
ticipatory style is the most desirable one which
would bring high employee satisfaction, increased
performance and problem solution. But contrary
to what management theorists say there are cases
where other styles of leadership have brought re-
sults. Especially in Eastern societies socio cul-
tural factors have affected the styles of leader-
ship and the outcome from various leadership
styles.

It is relevant to trace back to Srilankan his-
tory and to identify the leadership qualities that
prevailed in the precolonial period. The descrip-
tion of D'oyley the famous British writer gives a
fair idea of the powers enjoyed by the King. "The
power of the Kings is supreme and absolute.
The ministers advice but cannot control his will.
The King makes peace and war and enacts or-
dinances and has the sole power of life and
death. He sometimes exercises judicial author-
ity in civil and criminal cases either in origi-
nal jurisdiction or in appeal”. 1t is evident that
the power of the Kings was supreme and the Ar-
istocracy and the commoners were used to Au-
thoritarian rule. There were some restricting fac-
tors. The King was guided by the customs and
religion. "The King defended the faith and the
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Jaith legitimized the King. Religious function-
aries were expected to advice, support and
help the King and invest the King with the aura
of religious sanctity which made him more ac-
ceptable to the people”. (L. S. Devarajah, The
Kandyan Kingdom 1707-1760 ).

The authoritarian leadership and acceptance
of authority by inferiors are characteristics which
were found to be common in the ancient family
structure of the Eastern Societies. "In the In-
dian Society father exercised absolute author-
ity in dealing with the members of his Jamily.
He could pledge, sell, amputate and even kill
any person under his potestas for an offence
committed by him. Some vedic legends also
show that the father could blind or sell a guilty
son by virtue of his authority" ( Alterkari: State
and government in ancient India). Even in the
Srilankan chronicles we have instances to show
the father exercised supreme power over the
household. "“The Sihalavaitu speaks of a poor
man who sold his eldest son for a cow and
lived happily after wards" (Dialogue of Buddha
- Cultural ministry publication). There are sev-
eral references to show us the type of authoritar-
ian leadership a father could exercise over the
members of his family in ancient Srilanka. But
after the advent of Mahinda and the introduction
of Buddhism the duties of member of the family
were regulated according to the Buddhist ethics
and religion played an important role in curtailing
the absolute power enjoyed by the head of the
family

It is relevant to look into some of the aspects
of modern leadership style, as prevailing in the
public and private sector institutions in Srilanka
and other Eastern societies and to assess the in-
fluence of socio cultural factors in the evolution
of the leadership style.

If we take the case of Government Agents
and other Heads of department of Sri Lanka in
the colonial and immediate post colonial period we
can observe that they almost enjoyed absolute
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authority. The ancient values they had inherited
from society made them to be paternalistic and
authoritarian in their dealings. Even in the
Srilankan private sector institutions, which were
operating prior to independence. the same authori-
tarian leadership prevailed. The uncritical defer-
ence to authority by the subordinates in private
and public sector institutions is a reflection of the
traditional value of accepting the authority of the
superior.

Jai B. P. Sinha in his article "A maodel of
effective leadership style in India” gives 3 spe-
cific expectations of subordinates in Indian man-
agement settings.

I Preference for a personalised over a con
tractual relationship.

2. A tendency to depend on a leader for guid
ance, direction and support,

3. A willingness to accept the superior sta-
tus of the leader. i.e preference to work
in a superior subordinate rather than a
peer relationship.

The above characteristics existed and con-
tinue to exist in the Srilankan Institutions. These
expectations of subordinates further strengthen
the authoritarian pattern of the leadership and has
led to centralized power in the superior. While
the superior officers are resentful of delegating
authority, the subordinates are reluctant to accept
responsibilities. The behavioral syndrome of Sri
Lankan manager does not allow for collective
effort in organisations. Dr. G. Nanayakkara after
conducting a study on group processes in the
Banking sector mentions individualism as an im-
portant behavioural characteristics. He concludes
that individualism presides over collectivity and
this promotes centralisation and importance of
hierarchy.
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In recent times especially within the last two.
three decades there has been considerable changes
in the socio cultural pattern of Srilankan. Ad-
vances in communication, science and Technol-
ogy has resulted in infusion of western thoughts
and values. The rise of East Asian capitalism
(Singapore, Korea, Taiwan and Hong Kong ) has
resulted in emulation of their economic policy,
management techniques and methods by other
countries in the south Asian region. Both the pub-
lic and private sector organisations in these
counters now give attention to group effort and
participatory management to increase productiv-
ity. Thus the leadership style adopted by Srilankan
managers is gradually changing from authoritar-
ian to participatory. In the present context one
cannot consider the authoritarian assertive lead-
ership style as the dominate form in the Srilankan
public and private sector. Only in the case of the
Plantation sector the traditional type of manage-
ment continue to exist without considerable
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changes. In the Srilankan public and private sec-
tor, the recent trend is to evolve a leadership style,

which is more participatory and more responsive
to customer/public need.
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"AS THE WATER SHAPES ITSELF TO THE
VESSEL THAT CONTAINS IT, SO A WISE MAN
ADAPTS HIMSELF TO CIRCUMSTANCES."

Confucius.
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PRAISING : MOTIVATES OR DEMOTIVATES

Man is indeed complex. One cannot
manage part of man. All aspects of his nature
are hired. when he becomes an employee. Re-
search carried on men. makes it possible to
deduce certain conclusions that are of utmost
importance to managers. They are:

01.The individual is the primary concem of
man. He wants preferment. He may very
well enjoys the  success of others only
after he has achieved.

02.The individual can be led. Man responds
to leadership. He can be persuaded
through many devices to take the desi-
red path.

03.The individual can rise to the challenge
of his full capabilities.

Manager should attempt to create an inter-
nal environment that will induce subordinates to
work at the level of their full capacity. It is known
that, individual is primarily concemed with what
happens to him in the work situation. Men will
hope to find an environment in which non-mon-
etary income is also received. They prefer pleas-
ant to unpleasant surroundings, interesting to
uniriteresting work and recognition to nonrecog-
nition.

Make a list of everyone who workers for
you. Before the week is out. tell each one per-
sonally what he has contributed this week and
how much you appreciate his efforts. Set up in-
formal visits with your people. Listen and use
your eyes to pick up what is going on. Don't
look for problems. Look for strengths and things
done well. Make something out of EVETY positive
thing you can find. As a manager your work and
actions carry impact much grater than you expect,
If you label a man as loser and he will start acting

N. LOGESWARAN.,

like the same. The control systems in the excel-
lent companies are not only designed to produce
lot of winners, they are constructed to celebrate
the winning once that occurs. The person who
has been punished is not thereby simply less in-
clined to behave in a given way. At best he learns
how to avoid punishment eg. Punished for not
treating a customer well, if do not guided to im-

prove, might respond by learning to avoid cus-
tomers.

Praising an employes fulfils esteem*

needs of the man . By the manager as soon as he
found People expect praise. By praise they feel

valued by others . Quick responses to praise by
the manager as soon as he found something good
make the employees to feel the following..

01. Praising as soon as I have done something.

(02. As he specifies exactly what T did right, I

know he is sincere and familiar with what I
am doing.

He is consistent.

e.g. responding to my situation, not accord
ing to what is going on else where. for him
at non-recongnition the time.

03.

Manager is always trying to catch one do-
ing something right, only when one first
starts work or when one begins a new project.

After he gets to know the ropes manager
doesn't seem to be around much. Because worker
and the manager have other ways of knowing the

*Maslow argued that humans have a variety of
needs that can be classified into five groups and
arranged in a hierarchy of importance. Esteem
need occupies the fourth position and is the need
for recognition and self respect.
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job performance. After that worker will begin
to catch himself doing things right and he starts
praising himself. Also he may be wondering when
the manager might praise you again and that seems
to keep you going even when he is not around.
Praising may be carried out as follows by the
manager.

01. Tell the workers right from the start that the
manager is going to let them know how they

are doing

(2. Praise workers immediately.

03. Tell workers what they did right.

04. Tell workers how good you (the manager)
feel about what they did nght and how it
helps the oganisation and the other work-
ers.

05. Stop fora moment of silence to let them
feel gu @ .

06. Encourage workers to do more of the same.

07. Shake hands or touch people in a way that

makes it clear that the manager supports
their success in the organisation.”

How the praising work can be studied with
a pigeon example. (See Appendix ) so the key to
training someone to do a new task is in begin-
ning, to catch them doing something apparently
- right until they can eventually learn to do it ex-
actly tight. But in normal circumstances most
managers wait until their staff do something ex-
actly right before they praise them. As a result
many people never get to become high perform-
ers because their managers concentrate on catch-
ing them doing things wrong. For e.g. anything
that falls short of the final desired performance.
As in our pigeon example, putting the pigeon in
the box and not only waiting until it hits the lever
to give food but putting some electric grills around
the box to punish it periodically. just to keep it
motivated, gives no results. After getting pun-
ished and not knowing what acceptable behaviour
is, the pigeon would go into the comer of the box
and not move.Pigeon is in a hostile environment
and not worth taking any risk. Similarly the work-
ers also make efforts to avoid punishment rather
than performing.

23
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But Richard E. Farson views praise as
follows:

-Praise is not only of limited and questionable
value as a motivator, but may infact be experi
enced as threatening.

-Rather than functioning as a bridge between
people it may actually serve to establish
distance between them.

-Instead of recassuring a person as to his worth,
praise may be an unconscious means of estab-
lishing the superiority of the praiser.

-Praise may constrict creativity rather than free
it.

-Rather than opening the way to further contact,
praise may be a means of terminating it.

praise is any statement that makes a postive
evaluation with little additional meaning.

Eg. "Nice work"

"You have done a good job"

On the other hand, a positive evaluation
plus other information is not essentially or merely

a praise.

Eg."The reason I think you have done such a good

The responses to praise may be as follows:
Eg. "I really can't take the credit for it"
"You 're just saying that”

"Tt was just a luck”

One common element in these statements
is that they are all defensive reactions. Part of
the reason is that in a praise, there is a threat.
Praise is an evaluation and to be evaluated usu-
ally makes us uncomfortable. So praise is al-
most as threatening as negative evaluated. We
become un-easy when we know that we are still
being evaluated Also praise causes to feel
threaten when they are being manipulated for
another's benefit. Praise is a piece of Psycho-
logical candy. But we sugar coat blame with
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coat blame with praise. When we are praised we
automatically get ready for the shock. Undoubt-
edly the most threatening aspect of praise is the
obligation it puts on us to be praiseworthy people.
Written praise is more credible and hence more

rewarding. Praising remark written i a docume-
nt not intended for us to see, when discovered is

more rewarding. But praising will have its ex-
pected impact if the praiser is honest in his prais-
ing and if he shows emphathetic listening,

However finding something good from the
worker and praising him is found to be most re-
warding during the learning or initial stages of
employment.

Appendix

suppose you have an untrained pigeon that
you want to enter a box n the lower left hand
corner and run across the box to the upper right
hand corner and push a lever with his right foot
to have food.

If the pigeon has no idea about what it is
supposed to do, then the pigeon will starve to
death. But the pigeon can be taught to do that
job step by step with rewards for success. The
pigeon can be taught by the following steps.

I. Draw a line not far from where the pigeon
enters the box. If it cross the line food is given
by opreating a pellet machine. This is repeated
for many days.

II. Stop rewarding the pigeon for running to the
spot and draw another line, not far from the
previous line, but in the direction of the goal.

Pigeon runs to the old spot and doesn't get fed.
Pretty soon it makes it across the new line and
gets fed.

ITI.Repeat this by moving the lines closer and
closer to goal until we won't feed the pigeon
unless he hits the lever with his right foot.
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A CONCEPT OF ACTIVITY BASED COSTING

Introduction

In the late 1980s a considerable amount of
publicity was given to product costing and profit-
ability analysis. In a series of articles Cooper and
Kaplan drew attention to the limitations of tradi-
tional product costing systems and during 1988 they
have developed a more refined approach for as-
signing overheads to products and computing prod-
uct costs. They call this approach activity-based
costing (ABC). It is claimed that ABC provides
product cost information that is useful for decision-
making purposes. Another factor leading to the
emergence of ABC is, it has obvious in the last few
years that traditional costing systems have failed to
keep up with the increasing demands imposed on
them by the ever-changing manufacturing environ-
ment. Much research conducted in the last few
years has reported that both preparers and users
of cost accounting information are dissatisfied with
their product costing systems and that the method
of charging overhead to products was identified as
the major area of concern. In the light of these
results, approaches like ABC have been warmly
wel comed by both academics and practising man-
agement accountants.

Weakness in traditional costing system.

Traditional product costing systems were
designed decades ago when most companies
manufactured a narrow range of products,
and direct labour and materials were the
dominant factory costs. Overheads costs
were relatively small, and the distortions
arising from inappropriate overhead alloca-
tions were not significant. Information pro-
cessing costs were high, and it was there-
fore difficult to justify more sophisticated
overhead allocation methods.

M. KARUNANITHY.

Traditional systems measure accurately vol-
ume-related resources that are consumed in pro-
portion to the number of units produced of the indi-
vidual products. Such resources include direct
labour, materials, energy and machine-related costs.
However, many organisational resources exist for
activities that are unrelated to physical volume.
Non-volume-related activities consist of support ac-
tivities such as material handling, material procure-
ment, set-ups, production scheduling and first item
inspection activities. Traditional product cost sys-
tems, which assume that products consume all re-
sources in proportion to their production volume,
thus report distorted product costs. The distortions
arising from the use of traditional product costing -
systems are most pronounced in organisations that
produce a diverse range of products which differ in
volume and complexity. The following example will
illustrate the inability of traditional costing systems
to report accurate product costs.

Consider two hypothetical companies which
have hypothetical plants turning out a simple prod-
uct: soft drinks. The factories are the same size
and have the same capital equipment. Every year
factory I produces 10 million units of only one type
of soft drink: Smak drink: Factory 11 also produces
soft drinks but in variety: Coco cola 2 million. Fanta
500,000, Sprite 250,000 units and so on in various

range from 1000 to 100.000 units.Its aggregate an-
nual output equals the | O million units of factory 1.

The first factory has a simple production
enviroment and requires limited manufacturing sup-
port facilities. With its diversity and complexity of
operations, the second factory required much larger
support structure. For factory II it produces
different products and this requires more pople for
scheduling machises, performing set-ups, inspect-
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ing items, purchasing, receiving and handling mate-
rials, and handling a large number of individual re-
quests. Expenditure on support overheads will
therefore be much higher in the second factory ,
even though the number of units produced and sold
by both plants is identical. Furthermore, since the
number of units produced is indentical, both facto-
ries will have approximately the same amount of
direct labour hours, machine hours and material
purchases. The much higher expenditure on sup-
port overheads in the second factory cannot there-
fore be explained in terms of direct labour, machine
hours operated or the amount of materials pur-
chased. Traditional costing systems, however, use
these volume bases to allocate support overheads
to products.

Cooper and Kaplan use similar to the above
example to illustrate the distortion in product costs
that can arise if traditional volume-related bases
such as direct labour hours, machine hours or ma-
terial costs are used to allocate support department
costs to products. For example, in the second fac-
tory the costing system will allocate to Coca Cola,
which represent 20% of the plant's output, approxi-
mately 20% of the factory expenses. Similarly,
Fanta. which represent 0.5% of the plant's output,
will be allocated about 0.5% factory expenses. In
fact, if each soft drink requries approximately the
same number of machine hours, direct labour hours
or material cost, the reported cost per soft drink
will be identical. Thus, Fanta and Sprite will have
indentical product costs, even though Sprite are or-
dered, manufactured, packed and despatched in
much fower volumes.

The small volume products, such as Sprite,
place a much higher relative demand on the sup-
port departments than their low share of volume
might suggest. Intuitively, it must cost more to pro-
duce a low volume Sprite than a high volume Coca-
Cola.Traditional volume-based costing systems
therefore tend to overcost high-volume products and
under-cost low-volume products.To remedy this
discrepancy,ABCexpands the second-stage assign-
ment bases used for assigning overheads to prod-
ucts.
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Scope of the ABC

Activity-based costing emphasises the need
to obtain a better understanding of the behaviour of
overhead costs, and thus ascertains what causes
overhead costs and how they relate to products.
ABC recognize that.in the long-run most manufac-
turing costs are not fixed, and it seeks to under-
stand the forces that cause overhead costs to
change overtime.

ABC systems assume that activities cause
costs and that products (and customers) create the
demand for activities. Costs are assigned , to prod-
ucts based on individual products' consumption or
demand for each activity. ABC systems simply
recognize that businesses must understand the fac-
tors that drive each major activity, the cost of ac-
tivities and how activities relate to products. An
outline of an ABC system is shown below.

01. Identify the major activities that take place in
the organisation

02. Determine the cost driver for each major activ-
ity

03. Create a cost centre / cost pool for each major
activity

04. Trace the cost of activities to products accord-
ing to a product's demand for activities

According to the above outline, there are four
stages in ABC.

Stage 1

At the first stage the identification of the ma-
jor activities in the organisation takes place. Ex-
amples of activities include machine-related activi-
ties. (eg. maching cost centres), direct labour re-
lated activities (eg. Assembly departments) and
various support activities such as ordering, receiv-
ing, materials handling, parts administration, pro-
duction scheduling, packing and despatching. sec



Stage 11

The second stage is to identify the factors
that influence the cost of a particular activity. The
term 'cost driver ' is used to describe the events or
forces that are the singnificant determinants of the
cost of the activities. For example, if production
scheduling cost is generated by the number of pro-
duction runs that each product generates then the
number of set-ups would represent the cost driver
for production scheduling. ABC recognizes that
cost behaviour is dictated by cost drivers, and there-
fore the tracing of overhead costs to products re-
quires that cost behaviour must be understood so
that appropriate cost drivers can be identified. Ex-
amples of some of the cost drivers used by ABC
systems include the number of receiving orders for
the receiving department, the number of produc-
tion iv s undertaken for scheduling and set-up
costs, the number of purchase orders for the cost
of operating the purchasing department and the
number of despatch orders for the despatch de-
partment. The costs which are purely variable
with output in the short term, ABC systems also
use volume-related costdrivers such as direct labour
hours or machine hours. For example, power costs
can be traced to products using machine hours as
the cost driver, since the machine hours drive the
consumption of power. Thus if production increases
by 25% the consumption cost and the number of
machine hours will increase by 25%.

Stage III

The third stage requires that a cost centre
or cost pool be created for each activity. For ex-
ample, the total cost of all set-ups might constitute
one cost cenire for all set-up related costs. The
final stage is to trace the cost of the activities to
products according to the product's demand (using
cost drivers as a measure of demand) for these
activities during the production process. A product's
demand for the activities is measured by the num-
ber of transactions it generates for the cost driver.
For example, that the total cost traced to the cost
centre for set-up related costs was 5,000/- and that
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there were 50 set-ups during the period. The charg-
ing out rate would be 100/- per set-up . To deter-
mine the set-up costs for a particular product, the
number of set-ups for the products would be multi-
plied by 100/-. Thus the cost per unit for one batch
of 25 units will be 4/- (100/25 units). ABC would
trace the costs of other activities to products using
a similar approach.

Classification of activities

Cooper (1990) has classified activities into
three major catergories that drive expenses at the
product level. They are;

(a) Unit-level activities: are performed each time a
unit of the products is produced. They are con-
sumed in direct propotion to the number of units
produced. Expenses in this category include di-
rect labour, direct materials. This activity consume
resources in proportion to the number of units pro-
duced.

(b) Batch-related activities: Such as setting up a
machine or processing a purchase order, are per-
formed each time a batch of goods is produced.
The cost of batch related activities varies with the
number of batches made, but is common or fixed
for all units within the batch. For example, set-up
resources are consumed when a machine is
changed from one product to another. As more
batches are produced, more set-up resources are
consumed. It costs the same to set-up machine for
10 or 5000 items, Thus the demands for the set-up
resources are independent of the number of units
produced after completing the set-up.

(c)Product-sustaining activites: are performed to
support different products in the product line. They
are performed to enable individual products to be .
produced and sold, but the resources consumed by
these activities are independent of how many units
or batches of the product are produced. Cooper
and Kaplan identify engineering resources devoted
to maintaining an accurate bill of materials and rout-
ing each product as an example of product-sustain



ing activities The expenses of product sustaining
activities will tend to increase as the number of prod-
ucts manufactured is increased.

Another expense is also there but it cannot
be directly attributable to individual products. Fa-
cility-sustaining activities are activities need to be
performed to sustain a facility's general manufac-
turing process. Examples for these activities are
adminisitration, plant management, accounting ser-
vices. and lighting and heating of the factory. These
are necessary o sustain the process of manufac-
turing and are common and joint to products there-
fore. these cannot assigned to products intstead, they
are treated as common costs and deducted in lump-
sum from the total operating costs.

Conclusion

ABC is a procedure of widespread interest to
practising management accountants. Activity-hased
systems report long-run average product costs.
They do not measure the consequences of individual
decisions. Cooper says that ABC evolved to suppot
decisions where the number of products are large
and decisions are not independent.

ABC should be evaluated on a cost versus
benefit basis. ABC systems vary in their degree of
sophistication; some systems use a small number
of activity pools and cost drivers whereas others
use many pools and cost drives. Clearly, the greater
the degree of sophistication the greater is the cost
of operating the system. The benefits derived from
implementing ABC are likely to be influenced by
the level of competition, the number of products
sold and the diversity of the product range. Com-
panies operating in a more competitive environment
have a greater need for more accurate cost infor-
mation, since competitors are more likely to take
advantage on any errors arising from the use of
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distorted cost informations. When a company mar-
kets a small number of products. special studies can
be undertaken using the decision relevant approach.
Problems do not arise in determing which product
or product combinations should be selected for un-
dertaking special studies. Increased product di-
versity arising from the manufacture and sale of
low-volume and high-volume products favours more
sophisticated costing systems, because as diver-
sity increases, so does the level of distortion re-
ported by traditional costing systems. Thus . the
benefits arising from ABC will depend upon a firm's
competitive environment, product range and exten
of product diversity. ABC has attracted a consid-
erable amount of interest because it provides not
only a basis for calculating  more accurate product
costs but also a mechanism for managing costs.
An ABC system focuses management's attention
on the underlying causes of costs. It assumes that
resource-consuming activities cause costs and that
products incure costs through the activities that re-
quire for designing, engineering, manufacturing,
marketing, delivery, invoicing and servicing. By
collecting and reporting on significant activities in
which a business engages, it is possible to under-
stand and mange cost more effectively,

With an ABC system, costs are managed
in the long-term by controlling the activities that drive
them. The application of activity-based systems
may have the greatest potential for contributing to
cost management, budgeting, control and perfor-
mance evaluation.
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* Management and cost Accounting
By: Colin Drury
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"THE DIFFERENCE BETWEEN FAILURE AND SUCCESS IS DOING A THING
NEARLY RIGHT AND DOING A THING EXACTLY RIGHT."

Edward Simmons

Digitized by Noolaham Foundation.
noolaham.org | aavanaham.org



ar

umig Sansurenest)er Lmiemaiufleh aumIfF Caaneu

amd wep ppr. (HéE@ flestiuBssy
L (B sipean diiflaundsih caisralssiul L srwgamsl
OlerGrrédl LTTECHTOTETE Lo Qg SaSILINaTt Sener
sl o (meurdd eutsarg Aumment sy euerrESudla
Aumw umsrHHydasman s Qo@ars Gand
srarerd. @g em CuCarl cwrer uniemeuula
QseétuGaigrgd. aundlladaumtsfléE arnsmns
wrerdsaflen LBisaNIL Appds (Ppss srTamomlmbs
Ggerp e.amew @@ caarins @rafdubvar g
uemsE defbdrtstsraprEn. aarGe whfurarg
aury semawinarfley grifwyararCswand aimgbanaumari
sursSludlen s fuerareuisardew eramug Qsaflourdlems.

surgSemgwnerflanr euliyssmersd Qe[
sgamamen sUCwap 9w eumd ewrgdesurarfla
pbs@ssE urigflyorseyb suish DIBSTBISSDS
Cugneaidain eikifl - urgdamawunart 2 pe| 6T B
mswrarflen e fiiurfluysserse mROsrGsa
aumeugaapa umd sarg Cramauier srios
epfU LGS adlang wrys msurarfer o dir
urtuy&sar arenen? smhss smilamesd cukdudiambs
am Hmidlsyorar Craaulama afiurisddrpren,
@ns Smudlier cumruemn earen? gelbarmaleny
Qurniss euertan fAmgudlda, saeon Sy
Capgubhde na . ga QarnCaeaaw
Qurpssaemrian doud Canu@dapsg.
angs@suraafan saflls UL aumpsmsuila ieuiser
spdlsgienar rssmanter ufliwrangfa Suang Smo
ghflen oeney CauguiB fenma).

ciug @ouldgh wddlda sLps sra
foasual Ambdu, Soudura Gemauudamear
2AanEs apig b, seflés puHHssard Siger apatd
aunflsbgmlaier QeupBlenws Crradl par el Qpasio.

aurgSasunareanais Uflbg Qarar® sieiang
Caemeuanw RTOLY: & e (B ST s Hn &
gppargeurfuiler Coenan sianwufle g Bles HHlw
assadSeanrd sl s Qumd Hmudlamer om
QUITIG & BN LT 6T i & (& GULPE! & apiguph @b
QU HenEWraren (pgen apgedldd eumiflyer Ty a®Es)
aaus@weurgemduian wper aflemea (Front service de-
livery) Geanan@SGulinmé@d gCsr @@ 2
Sieueny @enpsbgien curbehm Sieurg Caenauenius
20Eg pybsrd srGar 2 gl Qsiliz eanCGne o fuw
QL6806 BHHULBSH S b (BT WHPD R
SPurgs werliufellepan 26 aTy S ELTAI(HE G
goupsd A@fearmeni. i EHIO OIS SoNE Hed

S.SEEVARATNAM

Qerhasd aurmad Gewiw aupsrladaar Qo 58
sg@sdla QarRésd armasgss o 50588srQadren
SIbS (P wearl el 26 ambidlamununiliu, s
Grepevepiis unflu crarargas GeuefulGe LR b
uflpgemu arulGuraian gHudsHadmins
ereLIg L (HID 2 amento. 28 Sisueunifludlan euens
Aag o gepl (b @ HDFONGLD.

aumdluller sanfluf syib orbseaHwSmudmns S
QTG ENFWTTaNS G <ig unflu Sidson e
o ema. ek flufler Hmeuns asddsrs Hrpubss
anautiLigGan san@ur srOLEGLUTELD.

Qrs e fluisrl@Guy arg &maswrerfier
SGueplls eadls urdiybd gHuBSssH
Bnl g, sumdhLier BIempuih eym auanrerp SwL L
e fluigrudmbsreun QurmembyL r signd ars
Cuéames Qselliohss Cauan (. s Gng Sieurs
GaeoauGuir, BlgsfAenenGusr Gland sremiiLBeg S@ors
Qmsarg. Bssuquie Qeupurd dwwgy Eifey
e-fwer ppad e Lug souwrdalBn. @ms AGss
gGemm  sGerm arentm war Havawuler GouuGsr ss
eanflurmiar @Fow dlarfsg Gasduutsr sdwg
Qurmiiupm wennuller s S50 GepLinet Hasss
QedliuGsssGar cukfew aarisfll urmgodo
sufleylinemssCa Gl & Qeaah.

Sisswrs WwulaBseh Apgiw Osefeuret
aufisrLgib argsesuraraiiar dmudse Qo
gl Cogibd Ao ukisalliiyssarr@. o uller
Thstsn@ eafuens  @QomBsTYID seng

- b 8 apy DeuiBiss uywrsrullar o flu cuflsm L

o ey sasuraiefler srdlfurismaenu LisH
Qruiiwssnig wgmmss CalgrHw. sEHesiurpur L
sLavew Gedw Aealugw spardswrer
Hesapaulsfyssaman Hssadla GYbHmULEGD @ eukid
emflwir Cindd eumg SMSWTeTRESG e pollEsWL
ghuBsmegLean Qacum Sl fam_sre aueriéflEs
@bEsWIsa|D S@owsm@Bb. Cogib em Comaulen
Bufiggn emtilufier ufirer BBS@sCuTEH aukidlufea
&ray e (HSE EG G Ty EaswnaTane eGF senL
@auulliCaGu Luyen eflendssamsw|b ojeur et @ FLoiL)
988 Gauamw geuariul gweameyh Qghedlssd
Geuar@id. GgerauiuBib sre|senar peapen e permrs
Garflsrasas Qupssn.ly Qsleug poo 9rH uamans
&TTE. Qéseeauyd sHsss Osrar® o
argé&masurarel sronm Gemamu ek @Gw @
autifleow pry eugpdprOararprea sig Héswuors Cougy

Digitized by Noolaham Foundation.
noolaham.org | aavanaham.org



auLflulleb eorr ing aumdmn Cen wi et il QU fe1 &l ud) it
QurTlg &enaimer Greneuufer Wwasgusms Cnsfhugea
e, Guryée wHtprm whd Gamen ofiL 31T
Coemanfenan cuptiu@ions @) mberad Béieuriy &enswnr

areflen BTl b 2Bés LEHEHD flana & (mibb,
(P ETEHDWITET T

aumdludler paramburat Gm aumkid euerédl
uiléb Wl Quirmyiy euriihas QL shevar vl sHenmn . lsé
FMSHNT6IT GLIT g & EIHLITET 6T et DEDEE Fnlg LIQUTT S Qmss
Gauemr (b apsmenipwmar Raeur geiemear Qurmiss
aueny Hanefl mpmiéeearaner g dmaLireray &ffss
CGauagauromd. @Cr wrdflurea o ws @Gy
genenowiren Ay flaansanar (PG ENEUS LD LG eunly Sems
wrerrsamer (s darBss Crramd. SIS gp(mails
#8014 wBanmureud Caranm QUL o @l . <y arme
DS FEDET GUTlq & &0 LT ET (LD seflgsalGu gaflliur L
geGloum GrssmarGur® o drGer audlanment. sibs
ST, aing Seswrara s Aurpssamy sioars
drésman oougiés (PSET GODWITET & T (& L5 . 2y, 607 1 )
ar@bwraTary Curms sy girar &5 $l& @ 1h
pIprag v ulloreug Gridaanrs @g @l
BRMD. @mHEECUTEID Siclaury dasLTereear Qurgenin
Cur® oignf sieuarg wCarrhlan urdésiiurs
amsilld s @purg  puBsaTey 216U ) & (5
AmiSuelssssmiqgu Silararep (pétenel @ IL &5
ey Senaiimar e SEMGEFSSE SUBS (PSTEnDWITaTT
SO polEms pLs5870rs Bafli dmmi. Seangl ol L gHe
Doy sorg awnarCor Qe ARG WITE 6
asduilemear Qe g S(HIOTM <D 6H GUIT g & 608 LT 6T et
Caliymbs Curgid laiemant) durpenCGur@ Gl ¢
e@ruUTRb gearmwawuls Qurpss seag QU (R 6D & 6 (5,
Ardamawren gy ay HeooLgHmis Curgd gmeils
AU ACure QeelCugdmnrean . (PET e I T aT el b
TOUGY 2ps @@ warlude) Ghssl UL L 2 5
dgiaiass fd @ paQoa@rar Gaall LT e
FOURSGUCETHibEsTUmES e LS @ DLEH LT
FHUL anfl SIEDIDEGLD.

GreneusSmes

20 autidlllar Cranay apern flene BBLISL S8
270 £pgl. s@mw 5L 5CsTH FDUBSLILIL L aThE em
anflwpnulgpsrayn s Ty AasLneTaan eurCaunEih
(psUTQISHL 6 QewhLi@sd QEAuwrardsranmmEn.
arrgas @Qeflsmimes Caan @i, Qurmesin
sl UlinssiiuL Gauan@in. sHsnUUTEaD sfls
wrsaw Hewpur Gousm (b, Qeipamg saTanssGa
Csran ) smuworbnb o el Bls Ga@arsaimyg &
mewretaflen weramss samApni. BAFFnsw oarfluirt

38

gemeuftan Qawdurd e g1r5Cs Hlenmy sieugnaflsein
P urg.densuwinarer e GnMsd sryarions STE FHm
grodEsiul L Curgid sisameanls Qurmlupssrod
SES arflumsE @SH@RLY e d &0t
2. Mencullld @GP D SUPSOTS .5 6 & Qe & miren.
Qurmge QEEs @m Ut &@asunerafier Lg
Baayb o 555 e85upb <hs S@mSL @ aotL
Gopray urdésard. smw 98 Ho Brbyh
QUG &ENGIWITETI Hamer asregrog e srflwib (pig S5l
DIEILIL 6T GUEUETEY &eareTih bleas sl Qe pCan
Sibsarellng eauiifli Ceaneu @eurj)gﬂtuaﬂeha;euabcu_@. asn
sner UdGan o 5fser apeareaflaa o fhuir apge
ET@WWrart UL ey eswrrarlu®fen per.
2 54l56T aEsmar Suped BLrgsuul L Gurgih
seriflii saflan 2 eTliummfe WTHOL  FHULTSMaT
2 wihs &7 Geemalufanar auipmi@se pusSnd_orerGs.
@b o ar)IuTEIE THDD sl oL L Gdled w1 Buoed)
UM & @& WNETT  Lid &8s Heid gOulsD Ure Ly
UMb siem oy s (5 afleiss s o am ool GaCuy ‘@@
CdwLidlsgorar Gemear aumid apaid Sean_sdlen pgy
e Flane eriig eumisinieflé@in.

uTg Sepuranisaer saufel mulen & dwner
Gaeneuuiianen QUIDTBIEHSED APEID (Lplg W)iD CTEMLIS & DS
@smeneriu L Qgmas 2 amenwr@Lh. ararGel Gig £ mL
Heow erirar i senCin UEIS APHUL LT 2 unips
Sjaailed gertairm o fub BUIT i & 5 W e if
Cgrasemu s 1y ssrss apigub. erarCeau Gum g g1
uaLuilarer Gsemeaiudenan euprid) QUMY HENSWITETEnaTS
ABUSo LGS @@ Curse aid sal e G Eemm
Baadng. GrCs UTQRE@SUTATET (1 FTENyeRT
Ghuraraeans sDarg eysar Gurermy wd&
sULBSermren,

args@aurafer Gurb Queranrens CTEILIG)
@erm eum Asarred eampuUL QdrTaTg. TBS @
Coaauemw euridl Qe Cumgb sreilyugms &0 6g
&iflg Ceanas ppavid aumg s wimerenys Hmudu®sz dean
mar. mefen alligh@rman e s ACUTH Geesssns
cuidlilelr Goeneuaer auarthay cumea semer Sleugreflss
e dlpg. semaf LwWOTEs60 wnds Crmeuuila Senm
peraaf adsflamg. Bss ghs Geenauuyid & Huws
Geenauuid @sen ppeoin alpmsULGderng. Ho Crae
@A WUIDES i@y  auifsss aifidsedr 855105 G
GrgSCwaiors o aurgsULl L o Crmeusamar
Wil d aumibd 21Gs CHrib eravevm QUi &5 auibs &l signé @
durgerer fla Csmaismarywb Qurgeile oflms $
AewBlammen. o gryeawmons srGsreads Srenay wpapmude
Q0 Qurg) s sementn sremUUG AT ng. BTR Lrreyn
2.aTar aur S5 cumi Haaflen arCaerammsman wg fw
Efeusid (Central Clearing) panrL & Sy Qeiigy

Digitized by Noolaham Foundation.
noolaham.org | aavanaham.org



Qeraraughe essfurs sewesn 2 uGwrswd
Qupiu Gererg. @bs Ereusd @Curg (SLACH)
ar an 556&151 Geamaremt aipmGdng. sisnCanhmuiyg
srGETepsmeTLD STHES st Qsrarl §&0
udlajseerd Qauig (MICR Cheques) ypssgda
Sl UUL(DETeT . U Tig SERSLITETHLD @auH DD ENSILIT(EHLD
apenp umdl splsiu@dapert. aaGea &Te
@LL & gL el m-rn:re%masurrmﬂsﬁw BLGIg.& @& & (EHLD
Qenwng ur e dlsdr '@gf,,srrm& ufiflenmer. smwobL
Grallledr sT@ ETOSE®S FHURSSHSGW LTI
uflwiorss easwrert LG wbs wen wrdl Apdp
@updlr o usrewm ureiener sEdr HmBHu HAs
Greveu aupiisliLiGdamgl. o srramons Caudlly samrs
Qararm g fma@h @@ Ty SaEWUTare SLHS
sTom sl aTd e Hany &S BHEE S
iy S8 QFan wpernier Smssd gHURSHD auamsullc
" apblevallss apepp' {Black light System) smp
S gdle @iftapsiu@assl ul Harang). @Ear Lig aurlgd
mswrareller aa&QuTiUD samsE HAnaEh GurGs
yssssdlen g urasdlea uduiud el ' srgryenr’
sEmUTTaeus @ LaluLrs digsdd oiudle) g
MGsL grafled uAWTLGD. sHQsear 2 arar aNGaL
pafliursdl Crré@se apaGon Sigmar oo
Qewwapgujd. @& =2aGar udflpsy GmsEw
poaludGaupssmens Goy slurrégn. Gomeuuilenb
smwiLgdd arerarCr 2 ndl Qawig s@HLD (P &ED
&ifls Granaude aflsamosgarerg.

amgsmsurarflar Crrgmsupd e FLb
guaflaoar Buidly Geous aumpeeub smsdld Qaram®
sl Ceemer @anayd Ly Cuarss Ceam Grey
Lsd @uesrdr Ceuema mrar eranm efls Hwimsulen b
CepauwITHmiD BemelsH @ Sertant WULIHSSLIUL (Herer
b eugnellsss musriiimidng. saaflusgs
sta&Grrenfls QuHrureuenany s arhs Geuemullgyd
ventid BerQumnb eusdlsar Qainuiul Hererer. o smyemt
g was euridllen (PET card) gamkens eurkdulilen
{(VISA card) Qsrwdued sumuflufen (CAT card)
sibug euidlulen (SET card) gpsanerenet @erm Gy
@ éremmw
Qurmarrsry S GelsHCwr( FRASTREEL amsiia
Qurslsmend GCeamaismeaniibd sL_gué@ Dardaiama)
devieugn@ esdurs sLer e sdr (CREDIT
CARDS) ureuehend@ supgararenio, eumdullen aimig s
engwrereny CrrsSiu Geansunfen eflimsHulilan npEmmm
@ swan@n. g srauGss FHulld Grudwd Guhp
om asflurs QorsGurgid @omasseg Had
#iLEHGCL iflpsnd Qeuwiul L g, wéser cubidl,

udwd  GQunmarer

Caameusarr G,

Qanms cutd, sioug eurdl, anl L e QBagerd cukidl,
Qearer ewmd, ap.ov.o. HbGor cumd., aamrn
DESIUL L Glekiens Ufgss cunidl, sorraml Friii.
and oduma vHGapy SglueLbia s

a9

S_enL_sener GauduBssdenmen.

Gesan silwmiser Qupms GarerGeaurd
aumdufen cumg Gepswmerrs @masGaamH@Query e
Aunbldene. 2 aprl B GarHiasd armisdsEns@o,
Qeuafipr () ClarH s Ut S0 &EEE G0 -s,rﬁu'p cuenauilen
QeucuCGeumy efgwrer aLan Sl el ST LWaTLRSSL
upe. SiGs CHMD HLan 2.5 eravencen GaTOSTELD
amsla wnen Hpmsa o Qe Geum
Quuwitaer epaapid Lmeuenand @ el Ll HieTarar.

wEsar ki @aials oL sEnaE Coars
Blemanid ep(h Ly Dserm TG 2SS UMS S anL_&
amearyd aflpsLu®sduyarearg. @euau e ullen e
ureuenenude rHUBSH ourludleh umiy &enEWITarTT HaT
sament] wwOURESLLLIL cwm Hular o s Henarulfiad
BhED sTCFTO@SMmaTs FOINNGH S e ddnL (&
mmum S0000/= eueny gringuilderned Largsams Cubmé
Qarereramd. QULTamearsdsea GrsHGws srGermal
LSSEHLD QUTly & enSIITar(HéE aulprisULL{HeTerg).

@eieils Cemausar gelly cuanfls cum flsar
555108 Qoru smsSH G eury Sanswirent Hmlids@n
arhmeuemsuiie LOCapul L sLdr S L Risamar iaped
BLISA WL CUTHD HIFTRIS DiGSTEHGTIL|L 6T [FIL g 6
Qurmerrary S eflmsdlsE uRisTbob Lsfludla wiHw
aumdullen eullsT Lallen & S AelmsHs sLaraner
apnd andapa. Ao S0dhnss eumd
Bhuiaflinlen Sip auprigl @b eNeusm o LIST e biS(En s
sren, ey o LsFaBsEESSTE SL ST, wHmib TDA
Semwlfdan o gellufler Ep aupm@Gw Yarrmwdys
s_enaer Adh pHEST(SMI) aLansdr, Lulrs Gslies
sLansar, Cursgaurss GdlmsHsans U
QareTeuaneSETen SL_aT5eT e FRIens Djg LI
Wearar Qurgerar el iy SsB&ERL6r Ho GH&H
UL L eurisdl &6 ppauion s cupms UGS ermen. Gysremons
wEsd auiidl, Glenians aunidl, ant L6 Qpegar ki
s fuar @esmsw GVdlmpss s S dsmen
aupmi@ED ueflasmer Gom Qarer Hereren.

Benau sy eun Slser eumg SenswireriiL_Smn g
MAULISET SeUMGUSH @ TS, LITEUN, WIeRTeur,
wrgdfar Curarm uaCapul L saps vearfll Genr
KEHE G sansGsme afwsiuBsd ulgdw
& wpuiysdr Gureanp sansflsmer em g ShHras
sananenil 2 pIFILRSSEO seuand Caaisgiflarmer.

S smean Gaamaus@hLD @I lg &ansLITarT S amar
saraged Curly Curl @ walls andsda srl @b
&ampufienar Srdudiuaeamyararer. um flsalan
Fhang ey &aswurenisGer seupMen eflhusaner Crane

Digitized by Noolaham Foundation.
noolaham.org | aavanaham.org



SETELD. FCFeailar papaid GUDULELE augpTarGu
cutidlsellen Blenasdmseih Baand® pamflCanm@n,
arenGou aumg Senswinari ga@armamn e
Aurmsseueny wemeantsGar,

868 HETLILG e iy damaLrart semerL
up Bl weTELT STHS amiu arssmsa o dscd
apdlarorear ewarré s s el & somudl & @b
srauglad muCoufdeney eranerip.

40

QT EDELTETET GTLOg HAIVESIDS P apd
alwpgrafl ey semswrarar b fle St dudm s 5
afld e prd souafled gmduerCarmsd, syare Gringy
Camades GoLyy aad oo LD
Casaauen apup ConéaapCo Siaiamsrdr, e GTLD&)
ST T SEDE LI <Bihere e e SIS (fh
LTSOTETeUss. Brb ieugus@ Comes Geiagan epaLh
THE R QS Gewweldamea. S & &
Caimar Cswiw pwsée @@ o amar efls g an
g argE@surarGear pins G R FQIDSen
G Blmmrer.

“TREAT THE CUSTOMERS AS AN APPRECIATING ASSET”

Tom Peters.

Digitized by Noolaham Foundation.
noolaham.org | aavanaham.org



FieuGss preww HFwh: Frssd GsrawESE@HD GUTGTTSTT
<Lilafl @S5 b
THE INTERNATIONAL MONETORY FUND(I.M.F): ADJUSTMENT POLICIES

AND

ECONOMIC DEVELOPMENT

9Dlapstd

sieuGss prawu HHusSHean eflfppapaeien Lig,
58 1elmsd Covemainl L agub Qo) euhLOTETS
s fsfsgn, 2 HuSHE gryeisaiar felmsss
515 o.owise araniaGa eigen rsrenoren @bl&Gara
satm@Lh. BenLpanpude, sreuCses pramri Hiid, Gleemodl
HBlayenat glofleneven Cuemise, Hpldsromar cuemird &
sissms Cuapib emauiie e arari, Qeuafaumfl #wflepa
Wenanen s BE@ESE erenIDBlgNLDd Salend Qeanssfms!.
Qurrgleurs sapeusTamme sieuGss Hrem Afunbd sarg
smsggea prHselds Qsancd Hlaiee sohlena&Eib,
elener o mFCILT 1y DG, UTDE®S STSDS (penGeannms
568 uari &8 igseng CLNGISDHED DL LSTET Qgmar
mssamer CaTHASEILSD seuand Cegssiflams.

crésaurpran GpPlaasaia & CopEhlss GDls
Cardrsmar SeLiyd eNgsHd, sreubss pramu BHwb
Ayrsso Qardranss S L misamarub =snEiu B asds
e Sief&Eh eramug CpréstiuL. GadmGib. cuanred
asse FHLTS 2 nAiLESs0 Hapssls Sl wreng s
Gse pramugBen o geiluj Genr, o geflulladCur Giom
QeraretiiLL_omd,  GQorgs edamprl@  HrbugsED,
Qurss 2 arpr (b Gadrellasb G W AL T
wren  snfl@euldaemn srariudn Gurg Geuefiflenm
Qar@riLareser sriuns LTss Hlane ghU@ID. Geieurpren
Havaewullen Gurg &yrésd QararensaEnd eupdin
srar HEHLLGEsID Croauns G(HEELD. UTSHOTET QTS
s& wrpm Adsd, fslss Qauafipr (G anlyg el
Sioog Gurmsswop e BT QaraTensHean & erign
Qurerrsrrsden o pusd Quearema @il Qorgs o 6
Bl G Gaaieflenws 188 eflepyairna = dsfsEn uien sofl
ol aaug Caramperd. Gaalipm @ HSSCLD
ranLig) HenLE&Eem g LHTE GHEGomuden 2 @b (5 Caer
uflen elNeursasang Hflg srasdne sworalssd B
wrensrs @omEEn. aallah B8 Qsr_pGatéslwman
BEOL(PEDE HERTEE GEnpHlens, sTeuCaa GUIL g & SeitenLn
Wer @iy, gifisworer Lemaisssden aryamons FTiy

Miss.Kamalakumari Paramasamy

Aenawsefidr Afy Hevar, dewpdipen S auer RE580,
urflu sCer Qpmésy. Curanp dasdsmar gHUGSSID.

Resanprer sofloouidmo Qgrredur Huds
g pr@ sreuBses FHulld sLdm Gun sosmomul
Buiugilen Qauafipr G HHE LD eramugid Bpasiin
®ib. GeaCurg sAULRSSH oreanUg) BsaD Sieusluirer
g, ohemTe Gbs Errasdser HerfllEsiLil L geranlou]
enLwareurs Qa@wrilar oig QuretgrrsSne S
Henen efapereldsamd. erarGel siGss preww BgwsHen
Grgrar GH&ECardr eraug @oeunprar Apmély. Flaw
ghuL gpenarsmaGer o shg Qatarasmer CoihbsGEs)
@P6s srasdeae Quorss BnbuelpELb, Corss 2 Mlighas
Op@h (Absorption)@e_1Garen swflenauenanioenu B
@ougns el Geuam@ib.

Gaeurprar Hlepaeninseiias QurmarmsTrsams -0
Aiu@ssd pawrag CsmauLnEb. GsnEU LiemTaligas
Sssms Gopsse, CuIl iy ssambmul BaTa|b 2. ([Hers
GED. B (PMPESETES G@pHmamus GEODSESD, FT6U
Gse egsshselar GuUiGsmen sflurisge eranLieum]
ey Guflan Quimmerm gy &dlem swBlameauieraioei
Basemn. e @sHEMu (pse-Hamw Coama Quimgperm
gy euerréflen o pAOLERESOTGD. GBaT Sienen Gy
QuireTTsTrsSar 2 HLsH Qubssmab Ceupdlpamen
wib 2 sMsse eranLig srdduiomELd. Gleuaimprer Qarm
g gementowjarer, Gufler Qum@penmamy sjenwn| Fhlwmer
QarcronssCar Gandarorar eflaare seer  SIeUET
eranuieng Canum G Fdwrs wl Hoandl siguial fHwre
Qb & AT SHSHEHTHD_CTETE).

siauCgs pramw HHWSsTD B pampluBSsUL
b Ernése ﬁ&@&ﬂgﬁLuﬁmaﬂéﬂ o GTeTL_GHID  Green
eramig LipMub, eréueunmy B&Qararasser Guflar Qumgp
ety e midlenwiuin, o Wieuetiéd) aizsensuh Sie e
5HE gl@en Galddamen eremug uHHlud QG REYN N W[
Géearng. Geamsda Qorsss Cadrells Handamaser,

Digitized by Noolaham Foundation.
noolaham.org | aavanaham.org



iy Ffurer Qardranssdr, prewr rpm e Gemer
@sser, daaliflan u@sidar Osraransasr eranUereyd
g rmuliu@dearns.

si0iCge preww HPwGar QuTnerTTy
Gl rareansser

{Economic Policies of IMF)

ereuGge preau Hlub, sarg Sitissge B (HiaeT
Gediod plpmanio odow 2 mf, o ndurer Qurmar
smy euetiédl efizh erenLeupen S@Lws Caameuimar
Carerensd sal_anL. (Policy package) UDTWNIGES 2_gafer
ngl. G&Csrareasam () B Hée 51l Caimup g
cafigub Qurgiarar Ho QudUsdr 2 dratar. Fhangudlen
uhiE Beren eusdlumssaib sriy daasadar elfarss
Yo, aen pg&EGsErEg widlusgab AsrRssL@E
05l Poerd aflown @méstsdr, saflyflew, Hopaid
Cumly, afl, wraflub, awisss s Guur@ssr eramLiGuD

42

mmed LisvGeumy Quirmarrgmy BL Gy &Eam&H6T gt gOu@S -

g,uu@Lb@Iﬂqaﬁﬁﬁ&mbu@mgﬁ)@@@@ﬂmmaﬁrﬂé&&uu@
flamg. Guogud QurmeTrsmy Sibrambismar Lyauwmbsd
gpapd Guifdurer eflenasmer LLETLRSS S apa
o GaidGuy swdud saps @posaiigin 2 Husd,
s .ar Qewp e samé@elss Eynésd Qsraraaadr
wuaidlemen.

Veflmesamar £ Qelipen’’ g Siwsstb QarBagnd
Cuirgy Qur@ensrrsda SrertissSng o fu L smg
safsarg APsd aaLsdR. Birs smauSE, Eheng
Ggraell ghu@t Gurg elmbuiLGdang maLsHE
e gnyemions, sdeflmsdum pg aumd prHsald o ¢
ars s_Rwrer csdsmer oertsGn oeflss CousdrBn
TGN EUTEEMSSE SPOTID. BLETD SiFs SOEH Geon
QUITE 2 GTET SN <HeLoLiL| QerRisstiu’ Gearergrs o_erer
CurGs stauCss prarrwu HAwsHer Qardrensaser Ants
Culers QurperTgry @aéEsmen S@LWLE Saly LISTEH
QIGECER

SIFSTRISEGET LFeuTer auansula Gasndreas Gws
Gemen Asrarmy GLugred @ame Hwsowib apyeamuLab
a@mp0. durmartsry Grrédd osrishse G @,
vaEl® o gdlu@ssd Qardrasaemenn Qamas(Hem
argl. pa&sl O Qardrans eraLgl siFélew QumpaTTSTrIOE
g (Non Economic) piaugbamsmen smgin. Bis mt_as
w&amasdr eupey Qswesd L efflaurssma FOUBSSID
caLgrd o nALURssD Qararans urdEsiiLomb .
@AGzsCure srermiatissr feo GonaEpssETar o gellanw
2FsféEn pawraGan haog) GU(HLTEISanEWID Glsd

augesLh sowrs udiasHGar uksl G& Qardreassmar
senL 119 sgarib. Geieurmmen Qosgsmar siem_caughe
flw gpundsarrd Hiswrear afl apenpenioser, wrefiu
A _ruser, sigindiusdr apenp, dlerass Griur® Qs
ayEaL e s GUUTE, el o RUPEGUBSSDEET GLimen
par 2 @aur@d. sta @uss @ Ukl @ GG
MESET GTHIS Gmeﬁr@mwuﬂs&r@&@mﬂ Blayeneuenws rrésin
Claweyd Qurmetrgry apepmanioseanar SLRGUT_HDFné
sab Goaarer pLeuy smssmetts Slarupp Geugir(Hib.
irs Qeaeiians S Cameaiu@d Qeul Dasar, <irfler
RSB, @s16EL 0 GilECardradr sTyamons GunQarer
arLuLTg Cursamb Sidwg Qn&ELEEE D EHL Qs
auatls@orer seiodiusdr (penenwanu @ifléa aflmid
U Blmésamd. Geeurprear Hlanawudd greuGaa fpiremru
Bduwrerg @hss swamman sag arey Qeaes L
UMTIMDEGLLILL iarelld QmlsSiorand o (iés iy
wHwief&E@Eib.

B&Ca Qeanod Hayenal o mifl HlawsEnh GBS
WL uenaSsasADED Siflafss aarisdls Qeupum (e
®wrs Seneumid euflser Huria QediuiiL@amen.
1. o flerased Qewenapenpullen aarrid) gSnsuih Liart
6ibs eigsamsud Gopssssss cueaulid oembub LTk
Swran s QUurGadr @i saflwnt genpens QeueCGumh
b eflssdé Alés Hriur s SABWbG llLmg UTiSEIS
Qanarerd apddlwinm@b.
2. eul g efigruseT Quiifdunergid Cribseniiv Quinywdluy
LGOS Siepouid euensulld GphiGuBsdsQarererd
Beveu’ . afsruser oS HimsH siser anf Hmasers
saflen sfleflng snyamomi =enwwib ienalilmg o wireuns
Qmésssng. (Positive but low)
3. wyeriis Qeweilammisamanr @anuuger epaGonr aufl
seer e_winsgeugan epaGon sure) Qraaisd L G Qe
aflenws Geopssd @QHHL g sasuSer Curg gaflwmf,
Qurg Cafllisaen, sefluimt Qurrgy apseS@aeT eremuiaum
Hladlen_uleren G ri iy seuallssiu é Gaughr(Hih.
4. siauGgeffuiidr Gum yjsanmvew parGanpssss
digpgdland, sicuGss FHwrs airdssnd Qaunugamiq w
Qurpsaflar 2 pusdewiud oiflsfssssss el gs Had
Brewrus wromn eissms Storefsseo
5. #dlés prywns erelley o arar Qaucfflenn s1_crsenars
GODEGD Cardaamssdr.
6. wiewiny fduner Syréstisamar iflapsiiLGése.

Si@eangg Sunisseman b Gurss Gaerells Qamdr
asaser (Aggregate Demand Policies), wiemwiiy ffuwirer
Qamstensgar (Structural Policies), premrw wrpmy 65s Qemer

Digitized by Noolaham Foundation.
noolaham.org | aavanaham.org



engsar (Exchange rate Policies), Qeuafiflonm sLan Gamar
(External Debt Policies)
Ur@GUHESULILETLD,

AESHET eranLl

1. Guondssd Guaralld Gamerensser (Aggregate
Demand Policies)

#ieuCGse prewmu HHwb, Quwriss Gadrelleaw s
GuLBSssHE Qu@nera) BTaruss’ HUur@isaeru|b,
ffsa Guur@aeear b LwaLRSSHaDE. HraRTIL&E
Guur@eear’ Gurmsseny Geanodl HapenaudCatu
Geundlen QesmPpur® smdlujerarg, Hlenewiren Hreww
wromeddsn GmsEn Curg uersfpsrar Gaereliufen
cueari&dl eiggens efl, uewtBlyibLichien e dTpm_{ Urkisefll
urer o arEr (& sLalda cuatiéd] aigb sm{Bgans (maELor
uSleir @g Glum g wasener Qeuefimpm_ G Gumm s6r, Ganasr
st g1 Cewellg gramGib prarwwrpn el8sb Qrdips
s&&51s o ararGurg o arprl (EsL e iflafsgnmuden
<=igl wanrfipibume ofsfsEn. 2 arpm’ ( Brerrub Gun
i gapdan 2Gs sunb 2_arEm{ aflane wi b iHs
Mé@ib. garme sulane QeuafuiB GuluapnTg BmsELD.

penrey Bl snamgser euetiFflyprg Gmae@d suded
MBS S@LpHeumd BrHsEEsE Bee Curmgssorer
@EUWIT? QUL iy GISRIGET, Fheng IERSEHHGBID GDITE
<iggred Biemrullsstu@n paLgpen @méEn GuTgbd
BrewT) BenL-apepns Garerens ereusurm Qaw bl s BGb
eranueng Corasd Ceuar@Lb.

pramnurpn  SLOUUTGEET CEuhbperrearanea
eraflen gH auriid] prewTw g SsaTHang Hirawrullss upg
wib. @& sipHlu Aeareauatls o Lueare), aukidlsEnsgn
Sir&&EGLD eupris Ll L &L aflér siere| eraruiaubidler ppaib
Blramruilésiiu_mb. galurt genpssre sL6n Gmnas L
GGUTE 215 2 Higrsramab GapsEh; dwrsss Gaerel)
uflen euliy eisSEIL 6N WIMID WIrHlEmeTu|d GHepn&ELD.
Qeemodl Hayemeanlen men_pennssarrsdle  penGern
pE@S ghuBsHeug_en LamraisssEaid Genplienu orhu
Gégb. @Cs Cure uem Hiybudlsd ghuBd Gonay,
geflwmt wpgsed_ Grin’ iy welld sLgni_gyid Ginilié Qerg gL
gy LR Gung) Bs& Gnpbseare uamgansCu el (Hé
Qeaogyd. @g Caareflufled @enmplienu o eurs@n. Lesfl
ribuelled e HUPSSILELD LrHphisaT B sTosHd BHH
aawrs @oinled s, prevw sCGLUTCH Cardrans
uler eflenereurengy GummenrETrsHer @uimerayl Liwien
un_genar GenliLigi_ar Caenaufeaneninanu aidasfiugn
Sayld Heodlenmg!.

43

Bdsa Guur®s Qardemssdr, wamhs Cemel
argdley rou@sgd Goyg ellemerayser LREFFLDTETmG.
Qumplsdr, Geepeusdr Bgren sireris Ceweaianorarg
2 aTBT_(H Ceavaiansdlen @ sibsib eramugTd g Chig
wirs e Hlgssganss glenenr Lflb. oGs sounb oparmss
epuemarg@Rugrars (Nontradable)Qurmmsamear Qardr
auaney Qeligme =gy Qurss eeaprn B Cadrafenu gl
G, wrprs el puameansgiiu e kisdr Qardreeare) Cled
st o5 Cprgwrs eigss BHGG ursssseananamu
Qarein(® eugplo. Cogyb Dyrfer Gewaiand, gaflunt gieon
Qeadiansams QuTmss, LSS B efenareneuir Sideg
CGuriiy eflenereneuuin QareirHereng eronuigl @GOGE FTd
e o arang. flas_Gour (s smellurar aufl, sefl
wri giewpuiler Geuaas - giley , HIsTa| - Cailliy, (psed
O% Sroremusameard urHEgb. seflunt Qs G558
augporangdlar gouin wrhmbd, eufluller dybsr dog
sharalls gananin, aufl QeaussGourt, sangbgrens sryanf]
sar, B spengsar Gurenpeundled smluererg.

are QeawasdlL. @ Qeuellanus @Gapsed
Qewen gpenmwreng Qwrss Coarefleny @anés CoibsT
@b Qeemod Hapevaueanu FTSHOTEGUGIL N LenTelaHsSH
grashsmear @Gapsaa)b eflauEsEn. HHAL upprég
enpenit R Gawiw ondefimsHiuan bg el BrHsE
aurifl apodisener B @@uusTed euye) Gewebdl L
@en_Qeuefl @enmeuen_upb Gurg mriiqen freusseansnio
uSleln ereyd Fenpw CeuadT@D. eranGeu Frmasa Qerdarans
wreng) eurey Qeweaysdll L 1 LDDTEGMD SeTaeus GDS
seeub Crrésnrss Qararmy (mssd rsranordng.

2. yewiiy fPwrenw Gamerensser (Structural
Policies)

el fHwurer wy Eyrssb erarug Fyrésd
Qararanasefld wafuwragr@n. sralse pramw B
wib syenwnii] Fdwiren FyrésnsEsns HE50 sre sl
ey 2 atprl (B, Aeuafipm @ fdwrs eréuaurn ian_w
apguyh eremuigled seuenhd Cegusgding. Qeawndner HbHD
vwenurRaail Gaphg euarisaner MHBIUIEDESS [ & Tk
sugdr pwbdl erGSgE ubs Curgib udGeaumu’ L Eimeuen
fHwurnenr Eoéshsd strewors e GQeundlueiss
doeme. Gaarprar BnEshsmer fés vweau@BassIL
G enwiiy FHwrer Erréssmisar Quemod Flayenanleh
e pIftum_enL SianL_augh@b QsripGsrefwmer Quimm
emngny cuanrédleniig 556 aubgls Hardarara)n Coeneuwm
ananau. aranGeu Gorgs Caaralleanw FrréGh Qardrass

Digitized by Noolaham Foundation.
noolaham.org | aavanaham.org



@b siemoiy Fhuner Srmésed Qsrdamasend genms
Qarern esdamsanraraey srands Gsmeatemomib. ~B{EDInLIL|
fhwirar Eyrése Qorararsallen sal () BB mirh Geaupy
uBSlerm Curgih <veudiler Qase Cgaeuwne Flenaion
ppamp Carean® aimeugib, s Sppiors Ceaumen adl L
sienwiy fdwurer GréswasEiu Sresarmi wiemiow
Wlipwurs Gaerell (paranggien Qararamsseaar (Demand
Management policies)gefiug onegt.

<ienoliy Fdwren Qamdrensaer Qumrgpartgnysden sen
@wsGspuaid erdiChrésliLiEn Arésenen s@psGamu
ajib Caugu@. Quirgarss s peugrare Cewphlmermen
alar @gIsseL b Quigarsrysder o Huss Ewdgs
@auid fsMéeh Qsrdrmssome iy Flwimen
Frrgad Qararemasen Garemriy hE@D. isTaug, oleaes
EpEEL ramad Hewelhend G Weorar Siflau HBégs
s Crréswnrs (bl Qardreans Clareiri (hés (poedl
@Lub GellienLiuyb Sleeemug) sansgellsEL0.
il fhlurer Srréad Qarerems(gner QTS5
wmErenoliy, efeusTw efleaudd gy Frepociy, HAHs
geop wpFraniy ergyb eparampubd CrméeCat.

2.1 awigga wyy Fgenwiny(Trade reforms)
Qeualipr @ euigsasdar g elfss00GD Siameusdr,
<iginAiughriusear Gumenm ClawpenawTar gan saT aug
saddlen e yaTeneud Bt ig 6 Sntiys Caredlepwiund
urdlliugi e, QeupBipauh Gpdlipessearen o b GODBS
@oa@wdl Pl Oé mEgEsTflisEragh @ inefls
@ Geueurpren e aTCETEAL 2 LTLS®S st Uy SEh
Curg), Qeuatluler Qppgren Seir o fisd el Spenin
wrs s Cardés wiywrg Gurgn. guiSl@ T&lufd
CeualiGpradiu o Lrugems saLug &b Gurg e 6t
BTG 2pusd eopuwdssrs giam LuBHans Sidhwg
Bos@wdasran GrduS rdeams. oranCau grer =96l (w5
Suer_pgieumb BrHser GaefiCrradu 2 unugoms
oL LSlg &a|ld Hiog Qurmerranrysang BLLDOETES
ajib’ eflpibLydlema.

2T HLLHD i sUID auissasms eflBeflsse eramLig
©@Pss mrige sremliu@n urgemiber (Protection)
2iara, Qeuefipr @ AL sHer Hev Cisamay, <DHEHLOLIL
fdwrer Qm&shiser, aperissden SyrésasaTen @55
pipUiy eremueubBlgd shiflueteng). ssbErwrean UTEEHE
Adveiu gpsorag s Lb saflu fHuborar sLGHUUr®
swet elfeilss SieaserbE perarEh. @yeam Tas

44

sLib Qewpdperman SiemeiliLngssT L GEONSEEON
G @eneu prHsafler SpLludsEssGapL eiuparsst
LI gl
2.2 aflewrmu aflensuuflt_aSled wmy Fprasw (Reforms
in Agricultural Pricing)

eflousmuwls QUL s i cllevawirerg o s
shang eblosi@rsms SprsGe RBirerulEs L@ Senms.
e pugSuirer eflenevsenemi i sugpLoTarGemsU|Lb Hlaneowirs
@asfhasad poy sasbgnmases wrafu g LLenL
ufleh FisireySETar o amal Curper feam_és el Qsiiwian
Beasurprer Qardarans Coameuwindlemg). Qeuauny 2 HLG
wirert sllenevsar Sl LGS ILIED Gurg wieneu Cullery
@umrmerrsry o mfsserenoudgid Glaemogd] Hlaymandgiin
Gy wrs ETESEE®S e DLBSSOTID. Qurgieurs 2196855
Aue_pg eumb prRsefie elpumean seuisCor eflaismu
Qumrmper QeualuS@aefen CsreTeuaneunearyraah efleae
(par@LUTETTEaD 2. ¢Terer. Gae bt Sfld Burid
BElLGSsme Caery Apder aleusmy eNeneui e
Qarerenswmd oipariassne B CppEsiy e 2 mains
G

aarGes efleusnu  Qur@mer elmasmer o ws
aflen@é® ghu 2 widseg e puSE, edld amums
pemenin Lws@D. shavsullan aped el Glumgmer
éleney BlirarwGioeniig o Feds Qessriiig)b sseen
e L sULis@ard shdlés Ceuamis ulma@in. o s
SllepavaiensE Elensaurs, 2 aipr (B afenosener e
dlgs Gerant  @rewHéedoGorer Ggm_ienLig
AsrLipgib Cugnib Curg efeusmw (LPEDDENLOWITEI G (Lp(Lp
DTS SESHETD St hasTEsrILELD SIGeT Linama eflau
sl Gurmlsaflen 2 BT () eflbuemen i & hoiodlujib
saflwuri gampuler ausrGio eliuent_ssLUL { eflL_eomib,

2.3 pigissienm wmy Fondsev(Financial Reforms)

Wsd g Db aartéfsEn CameuLnrar ausmside
QUETRIGENET [T 55156 LHBIL o &rTasela Bl & s1enmuden
LG psEuTaisTEh. Qurgers 6l m5H went_fis)
ambpThseter Gsgmpurag oirs SLELUTY Hen
Bouugnér uenfdwrer ety eSssder Bg o wi eTdane
s@5b ellfss0LT Herarer. Board Lemeisasden Curg
erdlissanflu Qo eu’ g aSsib Garenpieus gallT&He (g wm
551. Gogid B wpeapamwlld sramiu@n SOLEET BT
g6 HL6 Cugeumiieny Ganss apsebilig e Gawpdn
Wens GMDEGD Bl gierer Sl Fmeuenisar, AT
gleopulientt erenGuimhée Aol ssmigus sefler SIETRLD

Digitized by Noolaham Foundation.
noolaham.org | aavanaham.org



G@pwQuwearugred Qurmgearrzmy suwdHD Sidelmbss 31
L IS(@BLD Sl FenL_panUiBHSsLL D,

ey fHwren o Errésd GerdTasser Ha

SENL_EEaTLILD Gr,élﬁ(ﬁpné;a;wmsﬂéuaﬁ@J. QurweanTsTTSHD
sremiu@n Sy Heowsdar Apdar uery eurlbsemel.
Beunmer Ho HAusener wrsArod Hé@n Curg apeptidur
mesrrsder Qewmdlpenib poaud HHsNssin@ion eren
ugl EGEEGL.
Gugib Siennliny Fdurar Fyrésd Qarerensudan alenarey
seer 2iflbe Aarerar Curfluierey s SausTab Coameurs
LED. apesaapb, 2afuapd HPDEGS Son Gagars
parTellgen erHiumiss Errsedsrée ufors Cama
Wememiowyib Gamarpamid.

Guogub Fyrésd Cardrensad @Cr Crrsded wip
orssliLL prurelyen ereleumpIar HUpEEGpmDD
ooy GuopOarareriiu. GeuamBbd eremugid Gsafieur
efldraney. auirssED &L DosTEsIUGPE eaflué- shangd
upd QUL EBerSID &L HNSTESILIL G (B Geuakt(h
Queérugib e drpr’_ B Bfsgeopuie Gufluere; ‘elhedld
se' Guop@asrarariuL. Ceuam@wmuien, Siger wperGu Gud
a1 QuirgerrsTy 2 pFULGSsEID auiidlsd Bsren Gawuh
Moen eumiihg Guopumianeu SIEPETEELD 6T eTLIGID el
e HubSENSaTTELD GTETLIS g LISk auruilanss
Qaflweumdleanmg).

3. prewnu wrpyy ofs Gerdrensser (Exchange
Rate Policies)

sirauGss CuM g Spemeianu AHsM&ED pawrs
b, auigsasdéd FHUGD Qurg safier 2 pusflan =g
sféEh Wawrseb edpr @ premudden pramu G
0d @pésworearg Errésn Qardiaauiian siiporsssslen
Gurg duris QeuwiuGdapg. Q& edesa , o
L@ Hrbud du GrememLyn LTASESD eaerugTD
Qurss Gaarells Qardrans ey fHura Qsraams
eremUaDHDE SIEPOAITEISTHED & GTaTSl.

Qeueliprl (G presmusder 2 1pT( eflene idls
fiured arssssde FRHUGD Qurmlsaiedr alama e
B G prewrw el eld sifafE@in. @ps eflma iflafiy
saflurt meop H Qersgbselen QuULGUDLHW
GeopLLgL e Lamfdwirar sryesfl GUEHLOTEIRIGEDETLID
fsrsryopn FHulld o wrggib.

Bribud usswrs pramw Qumod Qpésn, Ceuafl
S oflsfss, appwd son Corsd sryaflsmern
BETESID. <yanmed Guiwimer premunrby eSE5pb Wb

45

puut LrGaGu, swwiy fdwurs Geupdlarorear aflanaray
sener Gl (plg Wb,

Gogyp Guodr preenuwrpm effsn e Cup
GauamRmuflar Liaw fElwinear premr vmbm efléls &5l Gop
Qarerar(iuL Gauemg i LOIDHDID ereirer@eusmiig)d, Gouipbr
anwiorpy eNfsb wrppapllen iborhnsder camare
eremanGeuenigid sfwumrear wremuorhp 18s0H gemenD
Gsip0s@ssdar Curg iblipdnés Couemquw el wikis
e dlemer.

4.Qaelpr G sLe1 Gareranssear (External
Debt Policies)

sL_anra ¢ pud b GFaamar el isaL_afld @(mbs)
Quptii@ib fenarey Cuadsorargrufes o BB L6
Quuoeudler e geng euerTidflenyl DEPLWEMD &ram
QITHLD o GTeTg).

siauGss pramw HHwusHer Qauafipr( sLenm g0
uggorer  QETaTamsEHD
OpAuL@sstUL®  apsiderar. sHCUTE  GupOLED
sLan erflfarasdla Hominls OrgssGesngw SieTa|Lar

@&ECam g ndlem bsGe

asflwsu GagmBir aeaugre Cadrallluss Fhluira
QupiiBurgib sLafler sarellhE eusmruiemn 2.aTaTg). 685
s5566 sl sata) eranug LHs_an Leh el dlgsEma
flwiuL b, Gouell llflsb o wmb Gurg s
@ GonEs BLay s THES0 Bieudlub.

Cogiib Geuaflprl (h sLermens euphiGLd BrH&aTT
GaGw @mpasiuLambd. & sudalmsueamHbg aimn
pripaeilan 2. figpaaila sGHurar elpidlaw ghuBSgn.
SsgILar (psSLH euearTéHubd LTdssiu@D.

sedly sLaru_ L prAurem sLeer Bard equig)
aushE ol o Auisafle FEUEGD Curg gpuiL Gur@merT
&Y GLparang WPEO D@ DEENTESTSSTE Benow!
Qmib,

Qeucurmren sLen GBmESHi.uled 2 drer BrHSEEES
srauGses prew HEwid, serg Qerhs euerhusaiiay G(HESI
P eupredang, spCurgerer safldr saraa Ber
S Lauman iuBés esaiflamg. 2ige, siwrt ppar
sever Cowdls sLdr aupl@Lry SIeTOEaDg, L6
GeonLys S L isalls sraud LkGspiapg. Gurgeurs
Qaeflipr as.er Qsrarassdr, siauGse premu BlHwus
sré CupQardrariu@n Curg e pr@safler Sraus
senawol) Gréfloaamw Bi farsrasdd aerisfleow

Sienw 2 sa|fleTng) e FnamLD.

Digitized by Noolaham Foundation.
noolaham.org | aavanaham.org



FiuGss premu BPwsGedr QuUIHETTSTIS
s raTenssailer ojipendhaiptd afleerayn

CunEhss fymssnae erdiuriss Qeodans eriig
eneur erey eflent erapeugl @GuieGu. 1973 - 1988 @
e Bfluigded Empe st ar QubHD eruSSTH BT
afléd SipuSHAuTemn g prHser Bg HLISSUILL L pdieur
g, :
1. Geemodl Flgyemainia wpupseris fHurar apenGanpmib,
2. peni_pernssansda (parGarppLd,
3. ueweli&as @enmii,
ereen jenLwiiul Rerersrs @dlidGdang). wLanrd
Qeneu Giows FHwirer Qorgs 2 6Bl () 2. pusHsE@ne).
GanGuw e wiiu@ermg. eraflayih Sar srwsdd G
Slenevento wrlud e eterg. steuCse prewru Hbugsen
Gararenssiend Hlepsds S kisenn Cuflar Qunayer
sy epdlum e ghufisd 2genmn_rsGel euartadleniLl
b SylefimaSaniivih o (peurds wpudSlaman. e
auaniT&Sl ereLig) Leuanad snyeanfl saflar wrmsdlain, (per
Carppsdaud srusudarsrd, staGCse pramu Héwgder
Gararens, Hspeflsh b erelaurm @eunen e
2 @drarL&SlILgns e erean g Qgefeararsrs Gaema,

pulilend Gmel.qr. rmiusd, Glisrgdlenr. eren. smeir
2 ACwrfler epiiefer Ly, Cop@hliss 1973 - 1988 Gnd
L ulled ielnEa@ssnn L opusHQuirerig oided
®5H S psy emd prpseilen aeriiflurey =ikg
Gulents Aurerngrysdlenar o mif HLGESS Con@sTera
vl QeeuGeuny epwpfsEs aud Coissamiu Qsri
Ls CararBererg). SiSgLar srrafliurs Gonbs ol L
vewrelids efgn, syrefuns wpaCarhpomLbs 2ire 4,
Gt Fhwirer Qewpu® praemw wrbn eAHss8d Qubnis
Qamaremin’ L Qupiod&s@aniiy eremiameyb <enLwliul.
4 (DS
(tpLg ey

siteuGsea premrwl HHWLID Herg elfpaps@sssatn
aurs Qeenodl flayeneu sioflane, eflev 2 mif, 2 HusH smir
aueriisaflen iGefmad eranLieuban sarg keSS
prhsefle sierw gpupdsdleamng. oGz siowb o mdur
gl hebn srasdd srsHunrss sigwgiorer Srrasd
erenLgl, Qurgerrsry o pusd Guearmes eiflsflsgn
Curg ergdunrgb sranueng ‘HELD' o arihgeTers e
2w euent&dl elissAnE o sausomy L Qardiamssmer g
CaipsBadlenng. e CarpblsRaasiLGD Hepsdls

S, steuGas pravu BEusdear Qararenssanet bl (H

46

wardl, GHlEs prL@ @ysrassda Apsmeansdr, Hrig.d
Bloeyh g, staCss uar, BAF shag Heeusid eren
@b uevsipernd GySueiLugras sawndeang. o mdliL
Ggged eranug ‘BfusHen Grsrer Asrerans GTETTLIFITED,
Clorgss Gadreilufen aseriéfanw G@néEh Gardranssar
Sygrenordlenng. armd Cuflen’s Qummerrgry o mifls
ur@ueanig Qur@ertgryin Cppeydrarsraad Gawmd
DeT Hpagsreald QnsEn Gurg S@ULIESIEHHUITED
difly dleasmer féa oenwiny FHwner Errasasieash
SeudlwransiELh. Geiairprer Qsrdras st iy HE s
yons Bieniow sieuGses prewnu BAwub serafl b @)
Béleow aupnigeugi e Cuad swors oirs, saflur dpeariie
@D uleums Qaifng. si_an smbwaw Gapssan
(i lemme).

‘BAwgder HapedshH s, sog Baobare
Guilear’) Gum@errgry o pfuumn_genar ez o ereraraum
cramugDEfu ufled sqenoraubsneny srear. oGeneaflod
BapsNSE L 1D wiapda o drer Blenaseib Gaors Hanews
@b Qe wleorar CoupLm e goadluors @UAGs
Buerg. eraflad fdaL_sgierer G]mu'.rarrrshgja;.e’fﬂsh Lilg. &6
Gge prawu HAHUSSHe signermari e BLTESLILGID
Frniad Qerdrensser @eusfleurfurer, o dreunfiurer Fw
leneioaer Sigismawrer auamsICaty STz mabs e
eTeu eranevmld. Sigreug (perGenpmariomen Cuiflar Gums
GITHTT @& e Q@@Lq_ésar.ﬁzut'_@.sirmgd. Sy Guflens
GQur@ertsmy e pduur g hEn e sra Qurgpermsmy
aueridflagh Asmr9miugrsan Quiderabsp Qs
efliiugmen Guiflan's Qumarrsmy 2 midium e DienL_fz)
Gamerered ereirLig) Bann_arer QuTmETTHTY cuaTTEfaih

DL eUSDEGMIL QUMULILTS SenLOWIETID,

2sCa Gullens Qummetrsry 2 mdcm e
SienLwiralliy & Qum@eTTany euartéfanwiwb o midoumr
LD en_HAID shEmeusgIsbsTaTaTaID frnioransg)
ugpgerairen Gunmarmery euarisdluireng <i9allmad
uranguild g HuBL =ewiud, saps Hloo bTHDRS
@ns@ Gendluamoursg. oig w' Guens onielmsHs
Gardrensuilen geneny @HlaGaraimdu owrer aumor
anib, euetUuSliey, Geuener eumiiily, aUTDE®EEST <iFs
iy, eumengganiy Gurarpenaid <en_ WL moCGe
Cumiehl_eombd. Geueurm samid Curgy Cuifler’s Qumgert
sy 2 mdl, Curdluerey euaréfenw ganafFenswims Qamasr
(Baid eralf SnMIEUISTS SHEROWITE). YT BIHHETET
FTHERIEET 6 FraTLoreeneuliTs sieuGse pravrw Hlduis
fleir Frréad Qardaramssarrad Qsliuail_ LuGdeamen eren
LGs sflurergreio,

Digitized by Noolaham Foundation.
noolaham.org | aavanaham.org .



47

Bibligraphy :

1. Jacob A. Frankel and Moshin S.Khan (1990)-
International Finance Contemporary Issues, Edited
by Dilip K.Das

2. Anna O.Krueger (1992) - Economic Policy Reform
in Developing countries; The Kuznets memorial
lectures at the Economic Growth Centre.

3. Banks, Carlip, De Witt, Overstreet (1982) - Eco
nomic Hand book of the World,

WHEN POLICY FAILS ,TRY THINKING

Dr.Boyson's Rule

Digitized by Noolaham Foundation.
noolaham.org | aavanaham.org



48

PERFORMANCE EVALUATION : CHANGING
DIRECTIONS

Inmany organisations the installation of a per-
formance appraisal programme is a necessary step
to opening the door to other key human resources
development activities, Implementing a performance
appraisal programme that works and convincing
managers to use the programme are essential if other
human resource programmes are to succeed.

Only a minority of activities in personnel man-
agement are concerned with evaluating employees
as individuals. These activities are primarily se-
lection and appraisal, but also grievance and disci-
plinary matters. In all other cases, the focus of at-
tention is not on individual but on jobs, structures,
precedures or people in groups. This for example,
Jjob evaluation focuses on Jobs. not on job holders,
Job design and organisation development focus on
jobs/task structures, wages and salary administra-
tion focus on procedures, whilst manpower plan-
ning and collective bargaining focus on people in
groups. But performance appraisal is the evalua-
tion of individuals in terms of their job performance.
This is a task requiring a quality of managerial judge-
ment which places a considerable responsibility on
the managers' involved.

When we say "performance evaluation", we
all usually assume what we are taking about. But

when we begin to discuss the subject, we often find
we are not ail dealing with the same thing. There is
another side of the problem also - according to a
survey of the Bureau of National Affairs (UK)93 %
of the firms have performance evaluation
programmes; yet, only 10 % of the personnel
executives of those firms felt that their evaluation
programmes were effective. Perhaps, the reason is
due to the fact that performance evaluation, is in-
deed, not a single technique; rather. it is a term used
for a variety of techniques by which superiors, peers,
juniors and the employees themselves rate, rank, or
describe the employees' work effectiveness. The

G. RAGURAGAVAN,

evaluations may be global, but such evaluations tend
to be much influenced by a few important factors.
More commonly, a number of specific dimensions
of behaviour are assessed.

OBJECTIVE

This study attempts to find out the char-
acteristics of the performance appraisal pro-
cess used at various organisations in the East-
ern Province, how they are employed ., for
what purposes and the degree of openness of
appraisal schemes.

METHODOLOGY

This study is based on the information
obtained from questionnaires sent to a sample
of 140 organaisations selected on a random
basis with in the Eastern Province and infor-
mal discussion and interview with a selected
number of organisations.

ANALYSIS

This study is based on the information ob-
tained from questionnaires sent to a sample of 140
organisations selected on a random basis with in
the Easern Province. Additional and more detailed
mformation was obtained from semi- structured in-
formal interviews with selected organisations.

The following table shows the pattern of re-
sponses to the survey questionnaires.

Table 1- Survey response rate {N=140)

Numbers percentage
Questionnaires returned {usable} 96 62
Refused 08 06
Non-respondents 6 2
140 100
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The participating organisations were also
asked to supply copies of appraisal forms used in
their organaisations. But the response raie was ex-
tremely poor. Further information was therefore
gained from a study of these documents, inparticular
from an analysis of the 43 appraisal forms re-
ceived.

The following table gives a breakdown of the
respondent organisations by size

Table 2-Distribution of respondents by size of
organisation(N=96)

Total number of employs Diistribution of  respondent

Number Percentage
less than -50 54 56
51 -160 28 29
101 =500 10 11
501 -1000 03 03
1001 -5(:00 01 01
96 100
The distribution of respondents is  not con-

centrated in any one particular size group, although
56% of the companies fall into the less than 50 group.
This is partly because the fact that these
organisations included a number of respondents
whose replies were based on one particular divi-
sion or location (table-3).

Table 3 shows the distribution by size of the
organisation which answered as a whole or division
or location.

Table 3 - Number of respondents as a whole
organisation, a division or a branch(N=96)

Number Percentage
Organisation as a whole 32 32
Division 36 30
Branch 26 28
Unanswered 02 2

96 100

Almost 1/3  of the respondents replies were
based on divisions and 2/3 answered as a division
or branch. T know of no explanation for this 'add
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quick' and in view of the limited rescurce at my dis-
posal and reluctance to trouble again have not un-
dertaken any special investigation of it.

Extent of appraisal schemes

For the purpose of survey, staff appraisal
was regarded as a procedure which involves

the regular use of recorded assessment of an
individual's performance and/or potential.

Bearing this in mind, the respondents were
asked whether or not appraisal schemes were
operating in their organisations.

Table 4 - Extent of appraisal schemes

Sector With schemes Withoui schemes
Number Percentage Number Percentage
Private 31 33 09 09
Public 48 50 - -
Transnational& NGO 07 08 A _or
86 L 10 £

The survey found that as many as 90%
of the participating organisations have staff
appraisal programmes while 10% have not,
and the findings further show that staff ap-
praisal has become a well established feature
of personnel management in Sri Lanka, espe-
cially in the public sector.

The Non-Users

The Table 4 shows that the number of
organisations without appraisal scherne was not sub-
stantial (7% of the total sample). An analysis of
these organisations by sector indicates that all those
who are without appraisal scheme are accounted by
the private sector.

Of the 10 nonusers, 03 said that they had op-
erated an appraisal scheme in the past whereas the
remaining 07 had never operated any such schemes.
An attempt to probe when the 03 organisations
which had once used appraisals had stopped doing
so and why failed to produce any meaningful data
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since there was virtually a nil response to these ques-
tions. This would seem to indicate that organisations
are generally reluctant to talk about why schemes
fail. Later in the report T will examine some of the
main problem areas and factors which can lead to
failure,

Who is appraised

The extent to which performance appraisal is
applied within organisations can be appreciated by
examining the levels of employees included in the
appraisal programme or programmes. Table Sshows
the level of employees appraised.

Table 5- Grades of employees appraised (N=86)

Number percentage
Senior Management 44 51
Middle Management 50 58
Tunior Management 62 _ 72
Clerical/Secretarical staff 30 a5
Others(shop floor- 08 09

operatives)

Table 5 reveals that, appraisal schemes are
mainly for management grades. The difference be-
tween the number of organisations applyin g schemes
to clerical staff and those applying schemes to Jun-
ior and middle management is about 32 and 20 re-
spectively. The survey shows that the appraisal is
rarely applied at shop floor level (09%). The rea-
son for this is almost certainly rooted in the history
of appraisals. Appraisal was originally used pri-
marily as a device on which to base pay increases.
Hence , the old term, 'merit rations'. . A number of
the traditional approaches to appraisal or merit rat-
ing gradually fell into disrepute and this, com-
bined with an inborn suspicion and dislike of such
methods among trade unionist, has inevitably meant
that appraisal systems for shop floor workers have
never achieved any measures of popularity in Sri
Lanka.

While the lack of appraisal schemes at shop
floor can be readily explained, why should there
continue to be such a wide discrepancy between the

50

number of schemes applied to clerical grades (35%)
and those applied to management grades (around
60%) is there a basic assumption that clerical grades
are not worth appraising because of ‘high labour
turn over' or because most of them are women and
women are presumed to be not interested in career
development? Ts it due to sheer problems of ad-
ministration or because management assumes that
these grades are not interested in the results of ap-
praisal schemes. The experience of organisational
members and the interviews with selected
organisations suggest that the members in the cleri-
cal grades, particularly in the public sector are wor-
ried about appraisal schemes only if they have a
promotional prospects or a high level of salary in-
crease. Otherwise through performance appraisal
they are getting an increase of a smaller amount,
But in private organisations these grade of cmploy-
ees are generally neglected by their managers in ap-
praising their performances.

Growth of appraisal schemes

The evidence shows that more appraisal
schemes have been developed or modified for cleri-
cal staff in the past three years {Table 6),

Table 6- Length of time present appraisal scheme
operated (N=8§6)

Joh Levels No. under under wunder under under 5 years

Iy 2yr 3yr 4yr  Syr or more

T % % % % o

Senior Mgt. 44 02 06 07 17 22 46
Middle Mgt 50 02 10 09 15 20 44
Junior Mgt. 62 05 10 07 16 11 49
Clerical/Sec

staff 30 08 09 18 21 24 30
Others 08 10 12 18 10 19 23

Although table 6 refers specifically to the
present appraisal schemes operated by the
organisations and not to any preceding schemes
which may have existed, 1 suggest that appraisal
been in operation longest for managerial grades.
For other grades, particularly clerical, the introduc-
tion of the present schemes appears to be more re-
cent. Shop floor operatives have been omitted from
this table because the number of schemes at this
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level was too small for any statistical significance.

Aims and objectives of appraisals

Appraisal schemes attempt to cope with a num-
ber of different purposes either separately or in com-
hinations, some of which tend to conflict each other.
Maier warned against attempting to cover {co many
objectives. including review of current performance,
discussion of career development and communica-
tion of salary increases, in one interview, using a
single method. Rendell has identified three groups
of purposes of appraisal procedures and has advo-
cated that they be dealt with as three separate ac-
tivities ‘not only separate in time but also in paper
work, procedure and responsibility'. These three
groups of activities are:

i) Reward reviews; which relate to the distribu-
tion of such rewards as pay. power and status
i.€. extrinsic reward

i) Performance reviews ; which analyse employees'
past successes and failures with a view to impro
-ve the performance of each individual member
of staff and thereby to improve the effectiveness
of the organisation as a whole.

iii} Potential reviews; which assess subordinates
suitability for promotion and/or future training
by predicting the level and type of work that
the individual will be capable of doing in the
future.

To what extent do companies see these differ-
ent objectives as an integral part of appraisal
programimes? The following data, showing what
organisations considered to be the main purpose of
their schemes, throw some interesting light on this
question.

Table 7- Purpose of appraisal schemes (N=86)

Purposes % Companies
1) To assess training and development needs 52
1) To help improve current performance 62

iii) 'Fo assess past performance 71

iv) To assess future potential/promotability 76
v) To assist career planning decisions 24
vi) To set performance objectives 24
vi) To assess increases or new levels of salary 67

61

The number of mentions was then expressed
as a percentage of all replies. The most important
objectives emerged as follows:

To assess future potential/promotability T6%
To assess past performance T1%
To assess increases or new levels of salary 67%

To assess future potential/promotability s the
most common purpose of the appraisal scheme and
the lowest ranking in the order of importance are as
follows:

24%. and
24%

To assist career planning decisions
To set performence objectices

Table 8- Ranking in order of importance of the pur
-pose (N=§)

Ranking
2nd % 3rd %

Ist %

i} To assess training and

development needs ne 05 03
i} To help improve curremt
performance 03 03 04
iii} To assess past performance 1900 28 20
iv} To assess future potential/
promotability B 22 23
v} To assist career planning
decisions 01 01 03
vi) To sel performance ohjectives 02 02 04
vii) To assess increase or new
levels of salary _18 24 2B
86 8 86

i) The highest ranking is for to assess future pote-
ntial or promotability - 36%

ii) As the second ranking the highest number of
organisations have indicated assessment of the
past performance - 29%

ii1) The leading purpose as the 3rd ranking is to
assess increase or new levels of salary - 28%

It is therefore discouraging to find that today
appraisal schemes are not much concerned to help
improve current performance and to develop on the
job. It is very likely that it is because of the prevail-
ing economic climate employees are more concerned
about promotability/ further potential which depends
on past performance and salary increases. It was
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also sad to see that the usage of appraisal schemes
to assist career planning decision and to improve
the current performance was very minimal. This in-
dicate the organisations today are not much con-
cerned about the current  performance or guiding
its employees to be successful in their future con-
cern.,

Table 9- Interval of time between the appraisal and
salary review (N=80)

% Of organisations

Private Public
Less than a month ) = 42
One month or more but less than3 months 12 34
Three months or more but less than 6 months 21 18
Six months or more but less than 9 months 28 04
Nine months or more but less than12 months 39 02

In the great majority of the organisations (86%)
the formal appraisal exercise is a yearly activity.

According to academic and other expert opin-
ion the approach of not directly linking pay and ap-
praisal is usually held to be the correct one although
it should not be taken to imply that salary decisions
should ignore performance altogether.

Of the 10 government organisations I visited
in the course of my investigations, I found that most
of them where the emphasis of appraisal was clearly
a pay.These organisations operates appraisal
programmes which are largely geared to fixing in-
crements. Salaries are revived annually using a fixed
incremental payment system, increments can how-
ever be with held or a double increment awarded
where considered appropriate.

The emphasis of appraisal programmes in Sri
Lanka particularly in the Eastern Province is there-
fore more on pay compared with Improving current
performance or assessing development needs as in
United Kingdom. This very marked difference in
the main aim of appraisal almost certainly reflects
deep rooted cultural differences between the two. It
is appeared that a close link between appraisal and
pay is far more acceptable in Sri Lankan
organsiations than in British organisations.
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The Appraisal Process

The earlier section dealt with the levels of
staff appraised. T turn now to the question of who,
other than the appraisee, is involved in the appraisal
process and to what extent the appraisee contrib-
utes to his or her own appraisal. First, who is the
appraiser?

The Appraiser

Table 10- Person responsible for carrying out ap-
praisal (N=86)

Appraiser Companies

Nos. %
Immediate superior 66 78
Immediate superior's superior 15 17
Appraisal Committee 2 02
Personnel manager 03 03

86 100

The table shows that, the immediate superior
carries out the appraisal in most companies. But
the pendulum appears to have swung even more to-
ward the immediate superior and away from the
immediate superior's superior. Thus I find that the
latter carries out the appraisal in only 17% of the
orgainsations. It is noted that the lack of involve-
ment by the personnel manager who's duties seems
to be administrative. The significance of this is that
the use of 'grandfather’ as the "appraiser’ is found
most commonly in public administration.

Signing of appraisal reports

I found that singing of appraisal reports is usu-
aily regarded as a necessary part of the procedure.
In 78% of the companies the appraiser is required
to sign the completed appraisal report. It is cus-
tomary however in many appraisal schemes for a
kind of second 'reviewer' to be involved. This indi-
vidual is usually the appraiser's immediate superior;
his part in the procedure is to read the completed
appraisal report and to add his own comments if
necessary, thus providing some safeguard against
personal bias or lack of experience on the part of
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the appraiser. In most systems that 1 examined.,
he countersigns the report. Table 11 gives an
analysis of those who are required to sign the com-
pleted appraisals.

Table 11 - Signing the report forms (N=64)

% companies

Immediate superior 51
Immediate superior's superior k)
Personnel manager 08

Appraisal committee 02

It is noted that although the immediate
superior's superior does not involve himself in car-
rying out the appraisal directly (Table 11) he signs
the reports in about 1/3 of the organisations. The
other result noted is that the personnel manager also
signs in about 8% of the organisations.

It will be noted that this table does not in-
clude the appraisee. The question of the extent to
which individual appraisees know the content of their
appraisal reports, sign them or are able to partici-
pate in the vital appraisal interview will be discussed
later in this section. '

Appraisal Committees

It was not possible in this survey to consider
all the possible variety of activities of appraisal com-
mittees where these existed. It seemed worthwhile,
however, to enquire briefly into how common and
how far they were involved in the actual appraisal
of individuals, I therefore defined an appraisal com-
mittee as "a group of two or more managers, in-
cluding the executive responsible for emplovee de-
velopment in the company, whose purpose is to re-
view the current performance of emplovees and to
take an active part in nominations for management
stecession”. Some 9% of the organisations reported
having such a committee which is substantially very
lower percentage comparing to other methods of
appraisal.

Answers to other questions indicated that these
committees were very rarely involved in the appraisal
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of individuals since only 2% were reported to be
involved in carrying out appraisal and signing re-
port forms. Futhermore, only 2% were involved in
carrying out appraisal interviews.

The general conclusions must be that appraisal
committees seem to be decreasing in number and
they are almost never involved in the detailed work
of appraisal. Any further clarification of their role
would need a specific study in greater depth which
hardly seems justified unless and until they are more
widely introduced.

Openness in appraisal

The debate about openness and a more par-
ticipative approach to appraisal is likely to become
one of the most important issues in appraisal over
the next decade. Probably the factors which have
most contributed to the shift towards great open-
ness and which will continue to have an influence in
the future are:

D The philosophy of MBO which led to a
considerable growth in the use of results
oriented method of appraisal.

iiYThe changing social climate which gives
greater emphasis on participation.

11i)The growth in unions which are encroach
ing into management terriory.

The third factor may be of particular signifi-
cance if, as is not improbable unions encroach more
and more into management territory. This,after all,
represents their major membership growth area for
the future, particularly in the private sector. If [ do
see an upsurge in management unionism, there is
little doubt that greater openness and participation
will be demanded by the unions. Anstey et al note
that this demand has already started but at the same
time point out that greater openness can present cer-
tain difficulties for the appraiser.

"This desirability or otherwise of keeping staff
reports confidential has been a subject of contro-
versy for many vears. The traditional svstem of
keeping reports confidential had the advaniage to
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management of being less trouble. The Reporting
Officers were free from the constraint of having to
guard against criticisms from the person reported
on.He could give opinions with out having 1o jus-
tify them and he could feel free in his choice of
words. The Reporting Officer was thus more likely
to be candid, especially in drawing attention to
weaknesses.

This system was unsatisfactory to the job-
holder in that he had no accurate information how
he was regarded, and was usually forced to specu-
late about this, often wrongly. It was difficult for
him to direct his attention to areas where he might
improve. The only check on fairness by the Report-
ing officers was the need for the report to be ap-
proved by Countersigning Officer, who might have
tntimate knowledge of the work of some officers
under his command., but probably not of all. There
has in consequence been a growing demand for
open reporting voiced by many trade unions."

This comment on the pros and cons of confi-
dential performance reviews and highlights the prob-
lems involved for all types of organisations which
may be currently considering moving towards in-
creased openness.

The findings of my survey suggested that a
more open approach to appraisals is increasingly
being adopted by a quite a number of organisations.
Thus, I found: 18% of the participating companies
the 'appraisees’ saw their own reports in full where
as in 38% of schemes the reports were shown in
part. There were apparently 44% of the companies
which did not permit the subordinate to have sight
of the report at all. These figures obviously give
indication of the extent of subordinate participation.
Eventhough the closed systems are still predomi-
nating the trend to more open appraisals is also step
in the right direction (Table 12).

Table 12- Openness of appraisal reports (appraisees
seeing own reports) (N=86)

%companies

Sees report in full 18
Sees report in pan 38
Report not disclosed 44
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These results indicate that out of the 38% of
the reports partly or fully disclosed 56% are on the
overall rating of the appraisee.

The overall picture to emerge from the study
is that the trend towards openness in appraisal con-
tinues, with nearly one third of the companies dis-
closing reports either fully or to some extent.

Table 13-Parts of appraisal report not disclosed
(N=26)

% Companies

Futuer potential/promotion prospects 20
Overall rating 56
Other 24

From Table 13 it is clear that it is usually the
section relating to future potential/promotion pros-
pects which is not disclosed (20% of the 26 compa-
nies which disclosed reports in part). Studies of
appraisal forms suggest that this figure is probably
in fact even higher. It is worth mentioning here that
some companies which disclose the complete ap-
praisal report use separate documentation for the
assessment of future potential which is generally
treated as confidential. It appears however that most
companies continue to include future potential and
promotion prospects on the same form. In my dis-
cussions with companies I found that most person-
nel managers did not wish 'openness’ to be extended
to reports on potential Fears were expressed that
managers would be afraid to give honest assessments
and that the effects would be adverse on these con-
sidered to be not promotable.

In one organisation, it was interesting to find
that wunions had originally wanted all
potential assessments to be disclosed but after man-
agement resistance a compromise was reached where
by the employee is able to see the potential assess-
ment on request.

Other sections not disclosed are overall
rathings or those which attempt to score or mark
personnel qualities. A typical example of the latter
1s shown below, the marks being allocated on a scale
from 1( poor ) to 7 (out standing) .
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Markings

Figure 1 - Interviewer's Rating Form

Date:......

O1.Intelligence. The capacity
to learn by experience and
adapt to new situations

poor Average

successfully. | 2 3 4

02.Self -confidence. Strong
assurance of one's ability to
perform. Sl 34

03 Effective verbal expression.
Ahility to express ideas and
concepts clearly and concisely.

04 Sociability. Ability to relate
with and interact with others. 12 3

05 Maturity. Good sound
judement, ability to make 1
decisions and act on them.

o]
)

06. Apperarance. Overall
physical presentation including |
grooming and dress

bl
e}

07. Ambition or drive .Goal
directed personal energy that 1
is hehaviourally orented.

(251
e

08, Interest level. General

enthusiasm as evidenced by | 2 i 4

personal involvement in
interview,.

(9 Dependability. Ability 1o win

st of others through

dedication to his/ her I 2 3
responsibilities,

10, Loyalty. Personal

commitment to the peopleand 1 2 3
organisations with which the

interviewee is affiliated.

1 1. Persistence Determination
to follow through with tasks L 3
initiated.

1 2 3 4

outstanding
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12. Overall recommondation to hire

definitely Weak Good Definitely
not hire  Potentisl  potential  hire
2 34 56 7

Are there any indications that this person's
backround should be checked more extensively,such
as unexplained gaps in education or employment,
excessive absences due to illness, disloyalty to
former employers, or excessive personal obligations
or indebtedness?

The problems inherent in ratings of this type
have been exhaustively discussed in the literature
and will be reviewed briefly in an ensuing chapter
on types of appraisal forms and methods of ap-
praisal. What is quite clear from my study of ap-
praisal forms is that those who use ratings of per-
sonality and other traits tend to keep them confiden-
tial. It seems likely that adherents to this approach
recognise that such ratings, if disclosed, could be
potentially hurtful and have a negative effect on
appraisees. Attempting to mark people on such items
as "tact" "courtesy" "personality” in an open review
exercise would create difficulties and could develop
into a battle between appraiser and appraisee. Re-
sults-orientated methods of appraisal more readily
lend themselves to an open system.

"o

In some appraisal systems the person appraised
is encouraged even required to sign the appraisal
report. The intention of this is normally to ensure
that the appraisee has had the opportunity to see at
least part of the report and does not necessarily im-
ply agreement with or acceptance of the assessment.

Table 14-openness of appraisal reports( appraisees
signing own reports) (N=86)

% companiecs

Appraisec cxpected to sign own report 29
Not expected to sign 58
Non-respondents 13
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The most that can be said is that in the study
the proportion of companies are not expecting or
even discouraging appraisees to sign their own re-
ports is higher than those doing.

Even if you allow appraisees (o see and sign
the reports it is not enough to provide a truly open
and participative approach. What is perhaps more
important is the extent to which the appraisee is able
to comment on the assessment.

Table 15-Openness of appraisal reports (appraisees able
to comment on assessment) (N=86)

% companies

Can comment in all cases 27
In some cases 09
Not permitted to comment 64

If we compare Table 15 with Table 12 there
appears to be a discrepancy. since in only 56% of
the companies are appraisal reports seen (either
wholly or in part) by the appraisees always has the
right to comment. In majority of cases apart from
the fact that 42% of the appraisals are not disclosed
where as 64% said no comments. Possibly the rea-
son for this discrepancy is that in some companies
the main points of the appraisal report are discussed
with or read to the appraisees without actually be-
ing seen by them. One company [ visited which op-
erated an 'open’ appraisal system said that the full
report (which is of the written essay variety) is ei-
ther shown or read out to the appraisee. A third al-
ternative whereby the reviewer could just read out
certain marked parts of the report has now been dis-
continued as it was found to lead to grave misuse
and misunderstanding.

The same organisation gives very spe-
cific guidelines to managers on action to be
taken in the event of disagreement between
appraiser and appraisee.

This brings us to the question of the ex-
tent to which companies provide a formal
appeals procedure for individuals who dis-
agree with their appraiser (see Table 16).
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Table 16-Extent of formal appeals procedures
(N=86)

Frcompanies
Formal appeals procedure availahle

In all cases 28
In some cases 14
No formal appeals procedure 58

Since appraisal reports are not disclosed in 44% of
the companies. one may presume that in these
organisations the question of formal appeal by the
appraisee hardly arises. This implied that all com-
panics should have such procedures, and it would
seem natural that the normal company grievance
procedure should be invoked in disputes arising from
appraisals. This rather than any special machinery
for appraisals in fact seems to be the usual method
adopted by companies with formal appeals proce-
dures.

[t is possible that some companies do not au-
tomatically think of their internal grievance proce-
dure because it is rarely involved on appraisal is-
sues. This may or may not indicate a healthy state
of affairs since many individuals will not wish to
resort to the procedure except in extreme circum-
stances. However, if my predictions are correct on
the coming growth of management unionism, this is
almost certain to lead to demand for formal appeals
procedures regarding staff reports and assessments,
where these do not already exist.

Towards greater participation

The individual's right to see. sign or comment
on his/ her own appraisal certainly contributes to
greater openness but does not in itself indicate a
truly participative approach. Margerison has pointed
out that if a subordinate disagrees with his boss's
assessment and this is placed on record, he/she may
feel that he/she is placing hisfher career in  jeop-
ardy. Margerison believes that the weakness of the
current approach to appraisal is that it is a leftover
of '1876 authoritarian management’. He advocates
a joint problem solving approach which would give
the initiative for appraisal to the subordinate. This
would involve akind of self- assessment exercise
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in which the subordinates would write a re-
port on the main tasks achieved during the year, their
views on how these were handled, the problems that
arose etc. The use of interview preparation forms
completed by appraisees is a step in this direction
and is clearly on the increase. A growing element of
self-assessment seems a likely feature of appraisal
in the future.

The argument for self-appraisal

Any annual formalised performance evaluation sys-
tem tends to serve a wide variety of human resource
functions. such as salary administration, training,
succession planning. These multiple purpose can
dilute or weaken the clarity and therefore the cur-
rent validity of any appraisal system.

The most vulnerable of long-term appraisals
is that they can create a situation in which the em-
ployee avoids the most powerful source of data on

his performance: himself. In other words. if employ- -

ees systematically work to assess their own perfor-
mance, they are likely (1) to believe the assessment
and (2) to take a proactive, responsible stance to-
ward their work instead of allowing "the system” to
psychologically put them into a situation where
they're being semiannually "graded" by the boss.

A strong argument can be made for self-ap-
praisal because;

1.1t motivates the job incumbent to take more
responsibility for his or her own performa-
nce and growth.

2. It can be performed as often as necessary
because it can be initiated by the person
being assessed.

3.1t can be clearly and specifically focused
on job behaviour and therefore not con fused
by other issues such as compensatio promo
tion, and so forth.

4."Performance ambiguity” is decreased, cre-
ating the possibility for more timely and
more focused change in job behaviour.
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The mechanics of self-appraisal

Self-appraisal uses the standard approach to
performance appraisal, but the mechanics of it also
increases the care (and the validity) with which the
appraisal is conducted.

1.Self-appraisal.

Each appraisee is asked to analyse his or her
“core job duties" and to write down how he or she
handled each of these key duties over the last three
months. appraisees have a choice categories: 'out-
standing." "adequate" and "not adequate.”

For example, an important job duty for a de-
partment head might be "appraising his subordi-
nates ''. Here, the head can assess his or her own
performance in such areas as (a) simply doing the
appraisals, (b) doing them on time, and (c) basing
the appraisal on data rather than on personality char-
acteristics. Considering these factors and others rel-
evant to appraising the individual rates himself or
herself as " out standing” or "average "or "poor.”
on the critical duty of “appraising people.”

Although this step sounds complicated, cum-

_bersome, and time consuming, it is not. People ap-

praise their own performance all the time: it is a
natural, ongoing, and automatic process. In this in-
stance, however, It is simply more organised, more
complete, and therefore more likely to be valid. it 1s
also focused only on currently important responsi-
bilities and duties; it does not cover all of an
employee's duties.

2.Feedback from trusted associates

The next step is to instruct people to show their
self-assessments to at least one person who fulfills
the following specific criteria:(1) He or she knows
the job, (2) the employee does not compete with him
or her, (3) he or she is not a friend, and (4) he or she
can be trusted.

This peer is then shown the self-diagnosis of
major, timely responsibilities and their associ-
ated duties that have been rated "outstanding,"
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‘average,” or "poor" by the person appraising
himself. This step is taken because there is a
tendency to be too hard or too lenient on one-
self.

Then the trusted peer rates the individual on
the now "screened" duties using the same three point
scale as the ratee. The peer also shares recommen-
dations for improvement, which should be written
down by the ratee. The ratee’s task at this point is to
use his or her co-rater as a source of information
through which to gather as much valid data as pos-
sible. '

3.Feedback from trusted direct reports.

Securing feedback from direct subordinates
requires a high degree of both self-confidence and
Judgement, but their perspective can add a good deal
of very important data. It should be noted that in
field trials using this system, some organisations balk
at involving direct reports in the process.

4.Feedback from one's superior.

The self-diagnosis on important and timely
duties, refined by input from peers and direct sub-
ordinates, is now in brief written form. The person
whose performance is being assessed submits it to

his or her superior with an introduction similar to
the following:

"I have been thinking about my performance
in some critical areas lately, and I've checked my
own assessment with some other people (names).
Naturally, any inventory like this requires your in-
put to be complete and valid. | would like to check
with you in about a week to determine those areas
where you think my performance is adequate or
where it could use improvement. Here are the notes
I've gathered so far.”

Supervisors of the ratees will probably be quite
happy with this "bottom up" approach because it
demonstrates that the ratee is seeking guidance and
wants to improve. In addition, by contrast with the
organisation's formal merit rating procedure, its
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person-to-person informality may also allow the su-
perior to be more open and relaxed than he or she
has been previously.

Areas of convergency and action

As the ratee reviews the data from four sources,
areas of convergence are likely to emerge. In other
words, there will be agreement, or near-
agreement,with regard to some job behaviours that
are " out standing," some that are “average," and
some that are "poor"

With the convergent information in hand, the
person being assessed needs to either (1) improve
on the job or (2) find out in greater detail what the
data mean and work to improve on-the-job
behaviour.

As the data are developed covering currently
important duties-data that are expressed
behaviourally, not in terms of character abstractions-
the appraisees begins to have a better understand-
ing of his "real strengths and weaknesses." He can
then take more personal responsibility for his own
behavioural change by emphasizing strengths-and
where he is so motivated-singling out specific
behaviours for change.

Most organisations appraise individual performance
once a year, both to react to past performance and
to improve future performance. But one appraisal
interview simply cannot do both. The employee may
remember how the supervisor behaved but not any
pointers that may have been offered in terms of im-
proving future performance.

The supervisor must help the employees to
make accurate observations and reflections about
their performance. To accomplish this, he must make
them to complete a self-evaluation planning from
(see Figure 2), in which they list weaknesses they
feel are interfering with their job performance and
the reasons for each. The employees will identify
possible strategies to improve or eliminate each of
these deficiencies and later, identify specific actions
they are willing to take in order to overcome these
weaknesses..
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FIGURE 2- Self-Evaluation Planning Form
Section A- Weaknesses

Directions: Carefully study the example
shown below. Then, identify and evaluate weak-
nesses that affect your job performance by com-
pleting the form.Be honest in your self-evaluation.
Be assured your answers will be used to plan your
training and skill development during the next evalu-
ation period and will not be used for personnel deci-
S10ns.

chakncss Reason Weakness | Strategy to Improve|Proposed Action

Exists or Etiminate
Weakness
lamiveat| T amdelayed |Lcave home eartier | not willing to
work late | beacause 1 get  [to allow time to get| change.
very caught to work on time.
often up in traffic,

Section B- Strengths. Abilities. and Interests

Directions: Carefully study the examples
shown below. Then, evaluate the strengths, special
abilities, and interests that affect your job perfor-
mance.

The next step is to have the employees list,their
personal strenght, ability, or interest that they are
not fully using in their work and indentify ways in
which they can rectify the situation. Six months
after this meeting, a second interview should be held.
Here employees rate their performance on the job
factors most representative of the critical duties as-
sociated with their jobs. By way of example, six
such factors are shown in Figure - 3.

Figure 3. Mid - Point Evaluation Form

I R e e e W A

Directions: Evaluate your performance
on each of the following factors. Read the sug-
gested comments listed in the evaluation col-
umn. Circle the rating to the left of the com-
ment which accurately describes your perfor-
mance.

Factor Evaluation

+Excellent attendance
E ways on lime.

Attendance and Punctuality

consider rate of absenteeism and { Absent or late with a

ny time wisely: Yes
herefore. I finish
ny work by the due
Hate or earlier

tardiness ood reason for no more than

19% of total time.

CTrengnt Spc v (TR P L Strlogy o Lac ThCs Proposed |
-Absent or tardy mord
Abaliy. or Interest i b Job yesing Ahilwies More Fully Actum than 10% of total tme.
+Fully proficient in the
operation of word-processing
Strength: 1 use Equipment skills. soft ware,

Develop a proposd Discuss

al for developing | with

No |2 database for our| sypervisor
client matling list.} at midpoint

Abilitiy: 1 am
proficient at oper-
ating data manag-
ment software
evaluation

More skill are needed
Appraise degree of for effective operation of word
processing soft ware but skills
are improving.

-Lacks adequatete skills
to operate word-processing
software;immediate
improvement is needed.

proficiency in the operation.

+ Exceptional quantity|
meets all deadlines.
/Volume of work is

Assess the amount ng:tisfactory, meets 90% of all

Quality of work

satisfactory work under normaljdeadlines,
working conditions. -very slow cannot
¢ complete work by the deadline.

Contd... |
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+Requires lintle supervision: work
mdependently without disturbing oth
ers.
fCompletes necessary tasks with
reasonable arnount of supervision; oc
casionally asks co- workers for help o
talks to them about personal matters.
-Requires close supervision: dosd
not work independently: frequenty dis
turbs others about work and personal
matters.

Degree of work

appraise ability to per-
form the job with a mini-
muin of supervision.

+Prodluces all documents follow-
ing standard office procedures,
/Frequently prixduces documents fol
lowing standard office procedures.

Abhility to follow Standard
office Procedures,

Consider Knowledge of stan-
dard office procedures as re-
quired to perform the job.

-Does not follow standard office pro
cedures when producing documents as
much as 50%: of the time.

Improvement Strategies

List the strategies which you and your supervisor agree you
will take to improve your performance during this evaluation
period ... :

Enrichment Strategies.
List the interests and special abilities you would like to de-
velop during this evaluation period........ccoooviieennnn,

My signature indicates that this form has been discussed with
me by my supervisor. It does not necessarily indicate my
agreement with any information on the form.
Employee's Signature.............. Date:
Supervisor's Signature ................ Date:

At this stage in the process, a non-numetical
rating scale (+,/ .-} is preferable to a numerical
one. Number imply measurement, while the former
can help to establish a nonjudgemental atmosphere
by shifting the emphasis away from measurement
to the developmental purpose intended by this ap-
praisal process.

Once the forms have been completed the su-
pervisor meet individually with each employee. Dis-
cuss any differneces that may exist between the self-
ratings and the supervisors ratings of his performace.
Also.discuss strategies that will be challenging and
motivating yet are compatible with both the job's
requirements and the employee's abilities.

As a final step, both the supervisor and the
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employee should sign the form. This "contractual
action” impresses on both parties the seriousness of
the process.

Possible results

Although the process that has been described
here may seem complicated and cembersome, it is
not. First, paper work is kept to an absolute mini-
mum; second, people receive timely feedback that
is not ritualised; and third, the data focuses on a
subset of the appraisee’s most important current
duties. Beyond these strengths, the following results
are possible:

1.The appraisee is the person taking respons-
ibility for the appraisal.

2.The factor that are assessed are behaviours,
not characterological abstractions like "lo-
yalty" or "drive".

3. Much of the "excess beggage" of formal
appraisals, such as salary considerations, is
absent. This process by its nature is focused
on currently important job behaviours.

4.Since the data are gathered from different
sources, and these sources give data that are
independent of each other, their areas of con
vergence both "pro” and "con" are more likel-
to be valid.

The Appraisal Interview

One of the primary purpose of appraisal iden-
tified by the survey is to help improve current per-
formance. Feedback in a well conducted interview
is therefore essential if this aim is to be achieved,
the formal interview should be seen, however, as
merely one event in a continuing relationship of in-
formal communication between superior and sub-
ordinate.

In many companies appraisal is one way and
secret, it can therefore only fulfil the first three pur-
poses of appraisal and cannot be used to motivate
the employees by reviewing the performance in their
jobs.
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Two-way and open appraisal requires that an
interview takes place between superior and subor-
dinate. A problem-solving approach is usually rec-
ommended, encouraging the subordinate to talk
freely about his success and failures over the pe-
riod. The self-criticism that may occur in this pro-
cess is much more likely to lead to action by the
subordinate to remedy his faults than criticism by
the manager.

When conducting an appraisal interview a
manager should adhere to the following:

a) Begin the interview with an outline of it's
purpose, the assessment criteria, and state
what the objective of the exercise.

b) Put the subordinate at ease, emphasizing
the positive aspects of his work during th-
ere view period.

¢)Offer an opinion of the subordinate's per-
formance and ask whether the subordinate
has any thoughts on how it could be 1m-
proved.

d)Diagnose the causes of problems and root
out the histories of specific failures.

¢)Ensure that all relevant information is avail-
able during the interview.

f)Apply identical criteria when assessing sub-
ordinates of the same grade, avoiding favo-
urities, bias and subjectivity when interpret-
ing information

Table 17-Appraisal interview as a formal
part of appraisal scheme (N=386)

% Companies

Yes 39
No 6l
100

Only 39% (Table-17) of the companies re-
ported that formal appraisal interviews were an in-
tegral part of their appraisal scheme. with the im-
mediate superior conducting the interview in the
majority of cases (See Table 18).
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Table 18- who conducts the interview (N=39)°

%  Companics

Immediate superior 65
Immediatle superior’s swpenor 14
Appraisal  committee 06

Personnel manager 20

The practice of having the appraisal interview
conducted by the manager one level up from the
immediate superior is not common in industry and
was found in only 14% of the participating compa-
nies. Nevertheless, in my discussion with employ-
ees in organisations is that they would prefer that
the interviewer was at a higher level than their im-
mediate superior.

1 noted that although in performance appraisal
the appraiser's immediate superiors nor the person-
nel manager does not take part (199%) but they take
part in interviews where it is held in about 34% of
the3 organaisations.

The appraisal interviews can
more of the following purposes;

Serve ong or

{. to evaluate the subordinate's recent performance,
2. to formulate job improvement plans.

3, to identify problems and/or examine possible opp-
ortunities related to the job.

4, to improve communications between superior and
subordinates,

5. to provide feedback on job performance o the emp-
loyees,

6. to provide a rationale for salary reviews,

7. o identify potential performance/possibilities  for
promotion or transfer, and

8. to identify training and development needs.
Interviewer training
The technique of the interview is all important

It is not easy largely because the interviewer has
to combine two quite different roles- counsellor and
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assessor . Maier observed that the appraisal inter-
view as one of the most difficult interactions in
which a manager can find himself involved and de-
mands a high degree of skill. It would therefore seem
obvious that training is essential for effective ap-

praisal interviewing. Yet, I found in many compa-

nies still provide no training at all (83%).
Table 19-Training in appraisal interviews (N=27)

% companies
Those managers receiving training

within organisation 8.5
External training R.5
No formal training 83.0

In fact just over 80% of the companies
are not provided formal training in appraisal
interviewing. This left a total of 17% where
only formal training was given. It is inter-
esting here to compare believes or attitudes
with practice. As many as 67% of the total
respondents beleived that appraisal was of
no value unless accompanied by formal
training in appraisal interviews. Many there-
fore concede the need for training in theory
but. for one reason or another, their
organisations have not got round to imple-
menting a programme in practice.

Table 20-Responsibility for training in appraisal
inter viewing (N=06)

% Companies
Training Manager/Personnel Manager 82
External consultants 12

Non-respondents (16

Unfortunately, as many as 6% of the
companies providing formal training did not
answer the question on responsibility for
training but the data suggest that the involve-
ment of external consultants is low. Fur-
thermore, their use tended to be confined to
the larger companies.
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Research on appraisal interviewing

A review of the literature on appraisal inter-
viewing suggests that the following characteristics
are related to the success of such interviews:

1. A high I‘cvel of subordinate participation in the ap -
praisal proeess,

2.A helpfull'and constructive attitude on the part of the
appraiser,

3. Aproblem solving approach by the interviewer (as
opposed to a 'tell and scll'style),

4.Participation by the employee in setling any specific
goals to be achicved.

Kay, Meyer and French's classic research study
has shown that the greater the threat to the
subordinate’s self esteem by way of criticisms less
favourable will be his attitude toward the appraisal
system and the fewer the number of subsequent im-
provement, in job performance. However, another
research study by Fletcher found that discussion of
performance weaknesses did not seem to evoke hos-
tile reactions and indeed appeared to be an accept-
able, even desirable element of the procedure. The
research further found that the problem-solving ap-
proach, with or without discussion of weaknesses,
elicited a favourable attitude to appraisal in a
greater number of cases than did the tell and sell
approach. This tended to reinforce the conclusions
of carlier studies that the problem-solving style leads
to greater willingness to implement action decided
upon.

Maier identified three basic approaches to the
appraisal interview. These were as follows:

a) TELL AND SELL - approach, in which the man-
ager tells his subordinates how he is doing, and
endeavours to persuade him to accept what has been
decided for him in terms of improvement.
b)TELL AND LISTEN -approach, where the man-
ager tells his subordinates how he is doing, but then
sits back and listens to the individual's point of view,
both about the appraisal and about any follow-up
action required.

¢) PROBLEM-SOLVING - approach, in which
the manager effectively puts aside the role of a Jjudge,
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in order to join the subordinate in mutual reflection
on progress and mutual discussion about required
action.

The above styles or appraisal interviews have
described a continuum of interview behaviour rang-
ing from a relatively autocratic style to one that is
fully participative.

Unfortunately, there is a dearth of published
evaluation studies on training in performance ap-
praisal. But one such study by Allinson indicates
the beneficial effects of such training. Allinson
reports the results of a study which was designed
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to examine the effects of a role playing approach
to training in performance appraisal interviewing.
Appraisers, superiors and subordinates all reported
improvements on almost every aspect of the post-
training interviewing; furthermore, it was not just
the skill of interviewing which was improved but
also the trainees' appreciation of the role of perfor-
mance appraisal. Finally, the findings suggested
that the training was of special value for managers
in mid-career. In the light of these research find-
ings, companies should seriously consider whether
it is not likely that training would benefit appraisers
and enable them to acquire a higher level of skill
and effectiveness.

"IT IS MUCH EASIER TO BE
CRITICAIL. THAN TO BE CORRECT."

Benjmin Disraeli.
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