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ABSTRACT 

Pe$ormance Management and Total Qualih Management are important factors of organizational life. 
It helps organizations to identifv and manage the pegormance of highs achievers, as well as identijj. 
low and non -performers for  intervention arid development. Total Quality Management takes a svstem- 
oriented perspective in managing individuals and group pegormance and must be compatible with 
continuous improvement efforts and customer-based strategies. The TQM driven Multi-source Assess- 
merit provides an alternative to traditional supervisor only appraisal process. This study was under- 
taken to determine whether Total Quality Management (TQM) based multi-source assessment (MSA) 
appraisal is perceived as fairer than traditional supervisor only appraisal system. The study was con- 
ducted using multi-group experimental design in afield setting. The perceived fairness of the perform- 
ance assessment svstem was tested using the combined pretest posttest data of the experimental and 
control group. The t-test results indicated that changes in agreement scores from pretest to posttest 
result were sign$cant and respondents perceived the TQM driven MSA process to be fairec The results 
arid discussion of the study show that the MSA process depicts a paradigm shift, not only to manage- 
ment process, but how employees see their changing roles in total quality management driven organi- 
:ation. 

ABSTRAK .. 

Pengurusan Prestasi dan Pengurusan Kualiti Menyeluruh adalah faktor penting dalam kehidupan 
organisasi. Ianya membantu organisasi mengenal pasti dan mengurus prestasi mereka yang cemerlang 
dan juga mengenal pasti ahli-ahli organisasi vang lemah dan kurang berprestasi untuk usaha intervensi 
dan pembangunan. Pengurusan Kualiti Menyeluruh menggunakan perspektifyang berorentasikan sistem 
dalam pengurusan prestasi individu dan pasukan bagi memastikan ianya selaras dengan usaha vang 
berterusan dan strategi berpaksikan pelanggan. Penilaian Pelbagai Sumber (Multi-Source Assessment) 
yang berpaksikan Pengurusan Kualiti Menyeluruh memberikari alternatif kepada proses penilaian 
tradisional prig berpuksikan proses penilaian daripada ketua. Kajian ini dilaksanakan untuk menilai 
sejauh mariakah Sistem Penilaiari Pelbagai Sumber vang berorentasikan Pengurusan Kualiti Menyeluruh 
dianggap lebih adil daripada sistem penilaian trudisional. Kajian vang dijalankan menggunakan reka 
bentuk eksperimen pelbagai kumpulan. Tanggapan keadilan sistem penilaian prestasi diuji menggunakan 
gabungan data pra ujian dan pasca ujian daripada kumpulan kawalan dan kumpulan eksperimen. 
Ujian-t menunjukkan keputusan yang signifikan di mana responden mendapati Penilaian Pelbagai 
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Sumber (MSA) lebih adil daripada penilaian tradisional (SSA). Hasil kajian juga menunjukkan proses 
MSA memperlihatkan perubahan paradigma, bukan sahaja kepada proses pengurusan, begitu juga 
bagairnana ahli organisasi melihat perubahan peranan mereka dalam organisasi yang beronentasikan 

i 
t 
I pengurusan kualiti rnenyelumh. 

INTRODUCTION 

Performance appraisal is the key to effective hu- 
man resources management. Latham and Wexley, 
( 1 982) identified selection, appraisal, training and 
motivation as the four key systems necessary for 
ensuring the proper management of an organiza- 
tion's human resources. Of these four, they argue 
that performance appraisal is the most important 
because it is the prerequisite for establishing the 
other three. The salience of an effective perform- 
ance appraisal system as a tool to enhance human 
productivity is well documented (Glueck, 1978). 
Appraisal system is a critical function i n  organi- 
zations because they enhance productivity by tar- 
geting individual developments needs and at the 
same time, identifying high, medium and low per- 
formers (Bernardin & Betty, 1984; Latham & 
Wexley, 1982; and Henderson, 1989). 

Organizational Challenges in Today's 
Environment - Its Effects on Pe$ormance 
Appraisal 
A number of changes are taking place in many 
organizations, be it public or private. These large- 
scale organizational changes are causing many 
rules to be re-evaluated (Mohrman, Mohrman, 
Ledford, Cummings & Lawler, 1988), a re-evalu- 
ation which raises questions about the perform- 
ance appraisal process. Changes driving the or- 
ganizations include both environmental and cul- 
tural. Changes in the environment, such as fast 
changing technology, development of self-directed 
teams and the incorporation of customer satisfac- 
tion as the organizational objective, reflect a more 
rapid change in society 

Technological Impact 
The impact of changing technology has an effect 
both on employees' access to information and on 
their ability to manage large amounts of data. 
Contemporary workers often have extensive 

1 

f 
knowledge or access to technology-based infor- 
mation. These knowledgeable workers may over- ~ 

see day-to-day responsibilities, and be involved I 
in managerial decision-making. This access to , 
information has changed the power relationship 
within the organization. 

i 
i 

Self-Directed Teams 
The increasing use of self-directed work teams 
drives new adaptive responses (Mohrman, 
Mohrman & Lawler, 1987). Self-directed work 
teams provide a new model for getting work ac- 
complished. The self-directed work team devel- 
oped from quality initiatives, fosters employees' 
participation. Performance assessment becomes 
a critical factor for the self-directed team. Perform- 
ance measures are needed to identify the degree 
to which the team is meeting its goals and objec- 
tives, and who within the team is and is not con- 
tributing to the success. These changes require 
new approaches to the traditional performance 
appraisal process, which relies on the supervisor 
alone to make the performance assessment. 

Customer Satisfaction as Organizational 
Objective 
In meeting the challenges faced in this customer- 
oriented era, many organizations adapt their strat- 
egies so as to ensure that they can deliver the needs 
and wants of their customers. Customer focus is 
the corner stone of the principle of quality. These 
organizations use customer satisfaction to drive 
their business (Stephen & Weimerskirch, 1998). 
Quality management system such as IS0  9000 has 
made a significant change in their concept by in- 
cluding customer satisfaction analysis as one of 
the main drivers of the system. 

Shortcomings of the Current Appraisals 
There is widespread dissatisfaction with most of 
the appraisal system currently used. Most of it 
focuses on the single-source (supervisor only) 
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appraisal process. Substantial research indicates 
that traditional performance appraisal does not 
augur well with current organizational settings. 

The issues of bias and practicality are of 
greater interest to this discussion. The traditional 
performance appraisal process is subjective and 
biased (Latham & Kenneth, 1994). Other notable 
flaws are the vagueness of standards, subjectivity 
of rater and inconsistency among appraisers, that 
is, from one supervisor to another (Basnigth & 
Wolhnson, 1977). 

Total Quality Management and Human 
Resource Perj6ormance Appraisal Svstem 
The total quality approach is changing the role of 
human resource management by changing the 
expectation of stakeholders, within and outside 
the organization. with regards to human resource 
responsibilities. Today the objectives of total qual- 
ity human resource approach are to increase cus- 
tomer satisfaction, both internal and external, 
through improved quality and to develop a more 
flexible. loyal and innovative work environment. 
Improvement in internal efficiencies is impera- 
tive to ensure organizational effectiveness and the 
practice of quality human resource management 
techniques can enhance internal efficiency 
(Gunasekaran, Korukonda, Virtanen, & Yli-Olli, 
1994) and competitiveness (Petrick & Quinn, 
1997). Performance assessment of the employees 
can be reflected in the performance measurement 
system that help to monitor and maintain organi- 
zational control. This is a process of ensuring that 
organizational resources e.g. human resource can 
pursue strategies that can lead to the achievement 
of overall goals and objectives (Nani, 1987). 

Total Quality Managehent (TQM) 
means that the organization’s culture is defined 
by and supports the constant attainment of inter- 
nal customer satisfaction through an integrated 
system of tools, techniques and training. This in- 
volves the continuous improvement of organiza- 
tional process resulting in quality ‘products’ and 
services (Sashkin & Kaiser, 1993). 

Organization invests considerable re- 
sources while implementing TQM and it will be 
beneficial to quantify the derived benefits in terms 
of improved effectiveness and competitiveness so 
that resource utilization can be improved. Total 

quality will remain a strategic issue in managing 
human resource for ensuring competitiveness in 
the knowledge economy characterized by intense 
competition and a continually increasing demand 
for a better management system. 

Deming (1986), proposed a “theory of 
profound knowledge”. A key aspect of this theory 
is that the success of quality management efforts 
depends on effective integration of various man- 
agement sub-systems. The maximum effective- 
ness of TQM driven Performance Management 
System may hinge on whether performance man- 
agement sub systems are integrated and support- 
ive of each other. In the pursuit of effectiveness, 
one sub system cannot be optimized at the ex- 
pense of another. 

TQM proponents are quick to criticize 
performance appraisal practices, which are based 
on the assumption that the individual employee is 
largely in control of his or her own performance 
level (Deming, 1986; Scholtes, 1987; and Walton, 
1990). An individual based focus has been the 
primary paradigm used by researchers in the area 
of performance management. This includes an 
emphasis on individual performance appraisal, 
goal setting and feedback. Performance appraisal 
has been a subject of much interest to HRM re- 
searchers. Most of this effort has been devoted to 
characteristics of instruments and raters, with un- 
derlying goals to eliminate errors of bias, better 
understanding of performance-related informa- 
tion-processing, and ultimately to improve rating 
accuracy. 

Research on performance management 
has included other individually focused phenom- 
ena that may occur before, during and after ap- 
praisal. These include planning processes and in- 
terventions designed to maintain and improve 
performance. For example, individual feedback 
and goal setting have both received much acclaim 
as effective ways to manage tasks performance 
(Ashford & Cummings, 1983). 

Characteristics that include the 
specificity of feedback, and the extent to which it 
includes both behaviors and outcomes, and the 
degree of difficulty to achieve goals have been 
associated with high performance (Chokar & 
Wallin, 1984; and Locke, Shaw, Saari & Latham, 
198 1). The interconnectedness of goal setting and 
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feedback has also been discussed. Tolchinsky and 
King, (1 980) and Bandura and Corvone, (1983) 
proposed that the effect of feedback depends on 
the beliefs that such feedback generates the goals 
that are set in response to the feedback. 

Another problem associated with an in- 
dividually based approach is the assumption that 
by enhancing individual task performance, the per- 
formance of the greater unit or organization will 
be enhanced. TQM proponents have been critical 
of the use of such individualized goal-setting prac- 
tices as management by objectives for two rea- 
sons. Firstly, individuals may attempt to set or ne- 
gotiate less challenging or easy to achieve goals. 
Secondly and perhaps more importantly from a 
TQM perspective, goals tend to be stressing on 
short-term outcomes. As noted by Deming, ( I  986) 
the traditional appraisal system will reward peo- 
ple who do well “within the system” but do little 
in an attempt to improve the system. These are 
potentially growing problem in the organization 
particularly in effectively managing performance 
of human resources “humanly fair”. 

Dobbins, Cardy and Carson (1991) ar- 
gued that “performance management activities 
would be much more fruitful if directed at sys- 
tem”. A system-oriented approach would be pri- 
marily oriented towards improving processes, 
which affects the performance of all the individu- 
als within the system. For example in perform- 
ance appraisal exercise, the work flow or techni- 
cal process need to be evaluated and then im- 
proved in such a way as to enhance the effective- 
ness and fairness of the evaluation process. 

Oakland, ( 1993) suggested that appro- 
priate performance measurement plays important 
roles in qualit? and productivity improvements. 
These are to include ensuring that customers re- 
quirements are being met; providing standards for 
establishing comparison, and providing visibilities 
and “score board” for people to monitor their own 
performance levels. The measurement should 
highlight quality problems and determine areas 
requiring prior attention. It should also provide 
feedback for driving improvement effort. For any 
performance appraisal system to be Total Quality 
Management (TQM) based it must be aligned to 
Total Quality Management (TQM) principles. 
Knouse (1 996) and Stephen and Weimerskirch 

(1998) suggested that human resource system in 
general and specifically performance appraisal and 
compensation system should be customer driven, 
team oriented, based on observable and measur- 
able behaviors and results, encourage full em- 
ployee participation, include timely feedback and 
enhance continuous improvements. 

The Multi-Source Assessment (MSA) Model 
-A TQM based Appraisal System 
Multi-source Assessment model, a relatively new 
appraisal method, recommends that performance 
information come from multiple individuals who 
interact with the assessment receiver (Lawler. 
I967 & Bernardin, 1986). The multi-source model 
which is a resemblance of the 360 degrees feed- 
back model, may include the supervisor’s assess- 
ment plus that other work associates. These work 
associates may be colleagues, associates, peers, 
direct reports, the second level supervisor, and 
internal and external customers. This fits well with 
the team oriented and customer driven TQM prin- 
ciples discussed earlier. 

Multi-source assessment introduces an 
important concept to the process of performance 
assessment. It is highly regarded that individual 
should be assessed by work associates with whom 
they interact frequently. This approach combines 
information from several sources that leads to 
“more valid and reliable performance appraisal’’ 
of individual performance (Baruch & Harel, 
1993). 

Issues of reliability and validity are criti- 
cal to any performance appraisal model. Perform- 
ance appraisal systems that rely solely on super- 
visor evaluations assume that supervisor is able 
to observe closely their employees’ behavior. The 
characteristic change of MSA is that it expands 
the evaluation team beyond the immediate su- 
pervisor, to include others such as peers, direct 
reports, internal and external clients and a self- 
appraisal. A key concern of the traditional single- 
source appraisal model is that it is biased because 
it relies on a single perspective to provide the as- 
sessment. 

In today‘s organization, where employees 
may have considerable autonomy, the assumption 
that supervisors may have large spans of control 
may not hold true. Using different viewpoints 
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provides a more comprehensive picture of 
individual performance (London & Beatty, 1993). 
The MSA process compensates for the limited 
perspective of the supervisor by expanding the 
evaluation team to include those in the performer’s 
circle of influence. Adding additional raters 
obviously can help improve the reliability and 
validity of the ratings. The MSAprocess represents 
not just an incremental change to the performance 
appraisal process but one that also fundamentally 
alters the power dimension of performance 
assessment by soliciting input from multiple 
levels of the organization. 

The MSA process focuses on organiza- 
tional culture and its human processes on how 
human intact. This is consistent with the organi- 
zational development interventions. described as 
facilitating an effective transformation of 
behaviors. This transformation requires 

Developing slulls for inducing effec- 
tive and satisfying interpersonal and 
inter-group relationships at work; in- 
creasing competencies to induce and 
sustain desired and desirable organi- 
zational climates; augmenting skills 
in conflict resolution; enhancing 
skills and attitudes to satisfying and 
productive choice or change; and en- 
forcing specific counter-bureaucratic 
attitudes and behaviors, for example 
those related to risk-talung, openness 
and so on (Golembiewslu, 1985). 

The organizational culture and human process 
focus of MSA thus aligned\ well with TQM prin- 
ciples that any appraisal system must be based on 
observable and measurable behaviors and results 
(Knouse, 1996; and Stephen & Weimerskirch 
1998). 

OBJECTIVE OF THE STUDY 

The MSA process provides several unique char- 
acteristics to the performance appraisal process. 
The most significant change is the expansion of 
the performance evaluation team. This major 
change provides the basis for the hypotheses 

being tested in this study. The overall thesis is 
that by expanding the evaluation team from one 
person (the supervisor) to a team of co-workers 
with whom the appraise interacts, it is expected 
that the fairness of the appraisal, both perceptually 
and empirically. will increase. 

Perceived fairness of performance 
appraisals may be based upon a number of factors; 
organizational trust, input, methods of data collec- 
tion, rater training, reliability and anonymity. A 
key factor is, the knowledge the rater has of the 
individual being assessed. It is proposed that ex- 
panding the evaluation team from one perspec- 
tive to multiple perspectives, and with those per- 
spectives including people of different status in 
relation to the subject, will be perceived as pro- 
viding a fairer appraisal rating by the appraise. 
Multi-source assessment appraisal process is ex- 
pected to be perceived as fairer than supervisor 
only appraisals because the evaluation team is 
made up of individuals with high degree of knowl- 
edge of the appraisee’s performance. 

Based on the above background, the study 
was carried out with the objective of investigat- 
ing and confirming empirically whether the Multi- 
Source Assessment (MSA) is perceived to be fairer 
than the Single-Source Assessment (SSA) 

Research Hypothesis 
The hypothesis for this study are as follows: 
Hypothesis 1 : The TQM based Multi-source 
appraisal (MSA) is perceived to be fairer than 
traditional supervisor-only performance appraisals 
(SSA). 

Based on the literature of fairness, the study in- 
vestigate the issue of fairness from the following 
dimensions: 
- Comprehensiveness of the assessment 
- 
- 

Accuracy of assessment on performance 
Ability to provide effective feedback to 
appraisee 
Perceived to improve performance of the 
appraisee 
Ability to provide more confidence in the as- 
sessment feedback 
Ability to provide more safeguards 

- 

- 

- 
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In investigating the issue of fairness from the 
above dimensions, the study established the fol- 
lowing sub-hypothesis: 
Hypothesis 1 a: 

Hypothesis 1 b: 

Hypothesis 1 c: 

Hypothesis 1 d: 

Hypothesis 1 e: 

Hypothesis 1 f 

TQM based Multi-source ap- 
praisal (MSA) is a more com- 
prehensive assessment than the 
traditional Single-Source Ap- 
praisal (SSA). 
TQM based Multi-source ap- 
praisal (MSA) process is per- 
ceived to be a more accurate 
assessment of performance than 
the traditional Single-Source 
Appraisal (SSA) 

TQM based Multi-Source Ap- 
praisal (MSA) assessment is 
perceived to provide a more 
effective feedback to the 
appraisee than the traditional 
Single-Source Appraisal 
(SSA). 
TQM driven Multi-Source Ap- 
praisal (MSA) outcome is per- 
ceived to improve performance 
of the appraisee more than tra- 
ditional Single-Source Ap- 
praisal (SSA). 
TQM based Multi-Source Ap- 
praisal (MSA) is perceived to 
provide more confidence in the 
assessment feedback than the 
traditional single-source ap- 
praisal (SSA). 
The TQM - Multi-source As- 
sessment is perceived to pro- 
vide more safeguards than the 
traditional single-source ap- 
praisal (SSA). 

METHODOLOGY 

This study's research design is an experimental 
test of the Single-Source Appraisal model and 
Multi-Source Appraisal model for performance 
appraisal. The experimental research design is 
based on the modified version of the Four Group 

Design established by Solomon (1949) and promi- 
nently employed by Campbell and Stanley ( 1963) 
in a simillar experimental setting. The empirical 
data has been gathered from a Multi-Source Ap- 
praisal research project implemented at a public 
institution of learning. The primary test is regard- 
ing appraisee perceptions of fairness. This in-  
volved the use of pre- and post-experiment (treat- 
ment) survey to collect information from appraisee 
on their perception of fairness on the evaluation 
exercises. 

The research design has been modified 
to address the need to compare issues of fairness 
between the three groups and the types of appraisal 
system used. This modified version of the Multi- 
ple- Group Experimental Design has the follow- 
ing structure: 

01 XI 0 2  
0 1  x 2  

x 3  0 2  
Whereas X1 represent experiment group I (pre and 
post treatment) using single-source and multi- 
source appraisal, X2 represent control group (pre 
treatment) using the existing single source ap- 
praisal method and X3 represent experiment group 
I1 (post treatment) using the multi-source appraisal 
assessment. 0 s  are the observations of the depend- 
ent variables, where 0 1  using single source per- 
formance appraisal and 0 2  using multi-source 
appraisal. 

The population for the study included all 
the ninety-eight academic staff of one of the Tech- 
nical school in Perlis, Malaysia. After discount- 
ing those who were involved in the focus group 
discussions for the development of the instruments 
for the study and those involved in the pilot test, 
fifty of the academic staff were taken to be the 
sample for this experiment. The pre-treatment 
survey was given to participants after completion 
of their traditional supervisor-only assessment 
regarding their perceived level of fairness of the 
process and the resultant rating. After the imple- 
mentation of the Multi-Source Assessment, post- 
treatment surveys were conducted to assess the 
perceived level of fairness of the Multi-Source 
Assessment process. The ratings of perceptual 
fairness from the pre- and post- test instruments 
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(SSA and MSA) on each response groups were 
compared using t-test. t-test was also used to test 
all other related sub-hypothesis. 

The Perjormance Evaluation Format: The 
Single-Source Appraisal vs. the Multi-Source 
Appraisal Forms 
Performance evaluation format based on SSA and 
MSA were developed to measure the work per- 
formance of the appraisee. These performance 
evaluation formats were developed through a fo- 
cus group discussion and interviews with the of- 
ficers from the State Education Department, 
school teachers and higher institutions lecturers. 
Altogether four evaluation formats were devel- 
oped and used. There are as follows: 
1 .  Single Source Appraisal format (based on 

existing PSD‘s format) 
2. Multi-Source Appraisal format for Superior 

appraisal 
3. Multi-Source Appraisal format for Peer ap- 

praisal 
4. Multi-Source Appraisal format for Students 

(customers) appraisal 

The Research Instrument 
The research questionnaire on the perception of 
fairness in the performance assessment was de- 
signed to answer the research questions of this 
study. It contained statements and questions aimed 
at tapping the aspects of general demographic 
background information on respondent and degree 
of perceptual fairness on SSA vs. MSA appraisal 
system was based on: 

The level of comprehensiveness in the per- 
formance appraisal system 
The effectiveness of the appraisal-system 
The level of the performance appraisal out- 
comes and achievements 
The process and procedures of evaluation 
Confidence in the appraisal scores 
Provision for safeguards against biasness and 
discriminatory practices 

4 

0 

The Pre-Experiment (Treatment) Survey 
Questionnaire 
The purpose of this questionnaire is to measure 

the degree of perceptual fairness of the Single- 
Source Appraisal process as a performance assess- 
ment measure. The single-source appraisal ap- 
proach is identical to the commonly practiced 
performance assessment method used in the pub- 
lic service employment. Perceptual fairness of an 
individual can be represented by three main ap- 
proaches - outcome, procedure and system. Out- 
comes (rewards or punishment) come about due 
to performance ratings. The procedure is the man- 
ner and method by which the decisions on out- 
comes are made. The system defines the organi- 
zational context in which the procedure operates. 
The system both influences the outcome and pro- 
cedure. 

The elements of the perceptual fairness 
in the survey have been operationalized into a set 
of feedback response statements. The perceptual 
fairness statements can be categorized into the 
following constructs: system and structural at- 
tributes, instrument or task process profile and 
achievements/outcomes factors. 

The system and structural attributes di- 
mension discusses the perception of fairness from 
the organizational context in which the procedures 
operates. The Hage and Aiken Formalization In- 
ventory (based on Miller, 1991) was adapted to 
formulate statements for this dimension. In this 
context perceptual fairness was measured by the 
comprehensiveness and effectiveness of the ap- 
praisal system. 

The instrument or task process profiles 
describe the procedures and processes in  evaluat- 
ing employees fairly. Procedural justice (fairness) 
represents the processes for ensuring fairness, or 
equity in appraising performance (Sheppard, 
Lewicki & Minton, 1992). Significant research has 
argued that the “perception of procedural fairness 
is at least as important as perception of outcomes 
of fairness” (Lind & Tyler, 1988). 

The achievements or outcomes factors 
are key components to perceptual fairness in any 
evaluation system. The outcomes may be extrin- 
sic in nature such as rewards, promotion or for 
purpose of training or recognition. Distributive 
justice (fairness) articulates the equity perspec- 
tive of fairness. People expect to receive rewards 
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that commensurate their efforts. Perceptual fair- 
ness has been closely linked to performance and 
productivity (Sashkin & Williams, 1990). 

The Post -Experiment (Treatment) Survey 
Questionnaire 
This post-test questionnaire is designed to meas- 
ure the degree of perceptual fairness of the Multi- 
Source Appraisal process. The multi-source ap- 
praisal approach is not a commonly practiced per- 
formance assessment method in the public sector. 
Again, the measure of perceptual fairness of an 
individual can be represented by the three main 
approaches - outcome, procedure and system - as 
described earlier. 

Validity and Reliability of the Research 
Instruments 
The content validity of all the research instruments 
used in the study were established through focused 
group discussions comprising experts from a 
broad spectrum. The reliability coefficients of the 
scales used in the study are given in Table I .  The 
coefficient of the alphas of the scales used in the 
study ranged from 0.8489 to 0.9356; none of the 
coefficient was below 0.7. The reliability coeffi- 
cients of the research constructs for comprehen- 
sive assessment system, effective assessment sys- 
tem, process and procedures and achievements and 
outcomes were 0.9394, 0.9446, 0.8877,0.9525 
respectively. 

Table 1 
Reliabilities of Scales Used (Alpha Coefficients) (Pretest data) 

Scales No. of items Alpha Coefficient 

Comprehensiveness 8 .9403 

Effective feedback to appraisee 8 3877 
Accuracy on performance 8 .945 1 

Outcome on performance 10 .9534 

Similar lines of questions (statements) will be 
posed with emphasis on the Multi-Source Ap- 
praisal. Summation of all the questions (state- 
ments) on the various dimensions for all 
appraisees are categorized as follows: system and 
structural attributes, instrument or task process 
profiles and the achievements and outcomes 
factors. 

RESULTS AND ANALYSIS 

This section focuses on the data analysis of the 
performance ratings. All employees (teachers) 
were required to participate in the research pro- 
cess that involved the Single Source and Multi- 
Source Assessment 

Findings 
This section presents the results of the seven 
groups of hypothesis consisting of one primary 
and six sub-hypothesis. These hypothesis were 

tested based on participants’ responses to perform- 
ance assessment method, effectiveness of the as- 
sessment; procedures and process of assessment, 
and the achievements of the appraisal approach. 

Summary of Research Hypothesis Results 
The primary hypothesis agrees that the Multi- 
Source Assessment (MSA) approach provides a 
fairer method of assessment than the traditional 
Supervisor-only (SSA) performance assessment 
as perceived by appraisees. 
0 Sub hypothesis (la) agrees that the multi- 

source assessment is perceived as fairer be- 
cause it represents a more comprehensive 
(complete) assessment of the performance 
than the single source assessment. 
Sub hypothesis (lb) agrees that the multi- 
source assessment is perceived as more ef- 
fective because it represents a more accurate 
assessment of the performance than the sin- 
gle source assessment. 
Sub hypothesis (1 c) agrees that the feedback 

Malaysian Management Journal 8 (l) ,  55-67 (2004) 



63 

evaluation from the evaluating team, includ- 
ing co-workers and internal customers (stu- 

. Sub hypothesis ( le) agrees that Individual 
appraisees have more confidence in the multi- .. 
source assessment than the traditional single- 
source assessment. 
Sub hypothesis ( I f )  agrees- that the multi- 
source assessment will be viewed by 

dents), will be perceived to be more effec- 
tive to the appraisee than feedback only from 
the supervisor. 
Sub hypothesis (Id) agrees that the multi- 
source assessment outcome is perceived to 

0 

improve performance of the appraisee more 
than traditional source single source assess- 
ment. process. 

appraisees as providing more safeguards than 
the traditional single-source appraisal 

Table 2 
SSA and MSA Survey Comparison 

Construct Hypothesis SSA MSA t-test- 
and Sub- Mean Median Std. Mean Median Std. 

hypothesis dev dev 

Perceived fairness 1 2.35 2.5 .SO 2.97 3.0 .05 0.001"" 
Comprehensiveness l a  2.37 2.5 .63 3.0 3.0 0 0.05" 
Accurate assessment on performance 1 b 2.47 2.75 -57 3.0 3.0 0 0.05" 
Effective feedback to appraisee lc 2.25 2.07 .45 2.9 3.0 .19 0.001** 
Outcome on performance Id 2.32 2.25 .61 2.9 3.0 .03 0.001** 
Provide confidence le 2.7 3.0 .48 3.0 3.0 0 0.001"" 
Provides safeguards I f  2.1 2.0 .87 3.0 3.0 0 0.05" 

* significant at pc.05 level 
** significant at p<.OO1 level 

DISCUSSION 

The results of this study show that a change in 
how performance management is undertaken has 
an effect on user perception of performance ap- 
praisal fairness in organizations. Multi-source as- 
sessment appears to proxide a tool that fosters 
perceived fairness in the performance assessment 
feedback process. It overcomes the issues of 
biasness and subjectivity that are inherent in the 
traditional single source performance appraisal 
process as pointed out by Latham and Wexley 
(1994). It also manages to solve the problems that 
are related to the vagueness of standards, subjec- 
tivity of rater and inconsistency among apprais- 
ers that are present in the single source appraisal 
process as reported by Basnigth and Wolkmson 
(1 977). The process may increase the level of trust 
where the system is treating individuals fairly. This 

ultimately would also provide greater satisfaction 
to the employees and supervisors. Therefore, 
multi-source assessment process can facilitate 
organization's response to the dramatic changes 
in the workforce and the environment. 

For many employees, the introduction 
of co-workers or peers to the rating process en- 
hanced the perspective of performance. It was rec- 
ognized by employees that supervisors could not 
provide a comprehensive review of performance. 
This could be due to their broadened job respon- 
sibility, lower levels of technical skills, or remote 
reporting situation. The addition of co-workers 
broadens the perspective of performance, leading 
the individual to view performance rating as more 
comprehensive and complete. This corroborates 
with Kaplan's (1 993) reiteration that co-workers 
should be treated as internal customers and there- 
fore they can provide useful feedback to enhance 
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workers performance. The MSA process that in- 
cludes peer evaluation therefore will broaden the 
perspective of performance measurement. The 
evaluation team consists of members of the knowl- 
edge network around the individual performers, 
e.g. co-workers, who have greater knowledge of 
the job performance than the supervisor or rater. 
These co-workers may spend more time either in 
work or non-work settings, plus more likely to 
have similar technical information that is relevant 
to the task or job done. For this reason, co-work- 
ers feedback becomes more motivational because 
it is more credible and reliable, coming from a 
source that is “on site” and more aware of the job 
responsibility. This agees with Cummings and 
Schwab’s ( I  973) and Baruch and Harel‘s ( 1  993) 
views that peer appraisal is a reliable and valid 
source of performance measures as ratings of peers 
which show a correlation with work performance. 

The process gives appraisees confidence 
in the results. Organizational trust is fostered 
through competency and participation. The Multi- 
source assessment process focuses on specific 
behavioral competencies identified as relevant to 
the organization’s specific responsibility. As ar- 
gued by Dobbins et al. ( 199 1 ), the focus on com- 
petencies is important, as it will enhance the use- 
fulness of the appraisal process in improving 
workers performance. Employee participation en- 
hances confidence in the overall process; the in- 
volvement of the individual’s co-workers in pro- 
viding performance evaluation, enhances confi- 
dence, or trust, in the ratings results that the ap- 
praisal process provides. This is in aggreement 
with Schneir (1977), that MSA process is highly 
participatory‘ because it uses multi-rater and in- 
creases participation beyond the supervisors in the 
performance appraisal process. This MSA ap- 
proach is consistent with the high involvement 
oriented management practises. 

The process provides safeguards that are 
not a feature of the single-source supervisory as- 
sessment. Multi-source assessment provides ad- 
ditional options with regards to the design mecha- 
nism of the assessment system that provide safe- 
guards to the process. The ability to organize and 
track raters and indicate degree of inter-rater 

agreement is an enhancement to ensuring a fairer 
approach to performance assessment. This concurs 
with London and Beatty’s (1993) findings that 
MSA incorporates safeguards to fairness and 
therefore enhances participation and confidence 
in accuracy of the feedback receivers. This is not 
a characteristic or even feasible within the format 
of the single source appraisal system. Providing 
anonymity to feedback providers or raters is nec- 
essary for assessing co-workers to identify indi- 
vidual or ratee strengths and weaknesses. With- 
out this safeguard, evaluators may not be willing 
to identify and discuss weaknesses. This would 
undermine the Multi-source assessment process 
by neutralizing the feedback and creating undif- 
ferentiated reports such as that provided by the 
single-source appraisal method. 

Rater tracking is made available in the 
Multi-source assessment processes which ensure 
rater anonymity. Rater anonymity must be sus- 
tained to ensure perceived fairness of the MSA 
process. London and Beatty ( I  993) indicated that 
anonymity is fundamental to a fair appraisal proc- 
ess and this is supported by their research find- 
ings. However, rater tracking relies on the usage 
of a software program that can balance the desire 
for anonymous ratings while protecting appraisees 
or ratees from personal attacks or retaliations. If 
the number of raters is too small and it is virtually 
impossible to remain anonymous, the peer assess- 
ment (as assigned) could be justified as an offi- 
cial system of the assessment process just as the 
single supervisor assessment. 

Many supervisors perceived the Multi- 
source assessment process as supporting their 
ongoing responsibility to provide performance 
assessment by giving them information beyond 
the normal range to which they had access. Multi- 
source assessment enhances their roles as coaches 
and developers. This support the views pointed 
out by Latham and Wexley (1982), that MSA proc- 
ess moves supervisor from the role of judge to 
the role of coach. Through the Multi-source as- 
sessment mechanism, they have total responsibili- 
ties for providing a comprehensive and accurate 
appraisal. Information was provided to help them 
facilitate employees’ development. 

, ’ 
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CONCLUSION 

Performance management is a necessary and im- 
portant process in organizational life but it has not 
worked as well as the theory suggests. Many or- 
ganizations have changed so radically in recent 
years, requiring mechanism to respond to custom- 
ers, stakeholders. and employee requirements. 
TQM initiatives are underway in many public sec- 
tor organizations. These initiatives present addi- 
tional opportunities to the performance manage- 
ment process regarding employee involvement, 
open communication and “driving out of fear ”. 
While the orientation in public organization must 
continue to focus on efficient and effective deliv- 
ery of services, other considerations must also be 
addressed. 

This research tested an Multi-source as- 
sessment process as a model for performance as- 
sessment that addresses multiple areas of concern. 
The results of t h s  research may change how qual- 
ity driven performance management is undertaken 
in the future for Organizations. The Multi-source 
assessment process provides a new approach lead- 
ing to a fairer system of performance assessment 
ratings. It gives higher quality information than 
just the single-source appraisal system. It is more 
specific and viewed as being fairer and more ac- 
curate as it provides a more comprehensive per- 
spective of performance. Consequently. the moti- 
vational impact on the assessment is higher than 
the traditional single-source appraisal process. The 
multi-source assessment fosters continuous im- 
provement in performance by enhancing commu- 
nication and improving cooperation and increas- 
ing the level of confidence and trust. 

The Multi-source‘ assessment process 
evaluated in this research indicates that ,it adds 
value to the performance appraisal process. Par- 
ticipants evaluated the process as being fairer than 
the previous assessment process, the single-source 
assessment. Additionally, employees who often 
experience an “unfair” assessment results rated 
the new assessment process Multi-source assess- 
ment (MSA) as significantly fairer. 

The issue of fairness is critical to public 
organizations. The focus on providing efficient 
and effective services continues to be a basic value 
and driving force of the public sector departments. 

The focus of this research on fairness asserts that 
employees’ rights are also important. Fairness is 
a fundamental value inherent in the structure of 
the democratic process. Fairness is a critical vari- 
able in  supporting the performance assessment 
process in organizations. Enhancing employees’ 
beliefs that the performance assessment process 
is fair serves all parties -the organization, the in- 
dividual and the public served. 

This research demonstrates an alterna- 
tive approach for public sector agencies like the 
school system to meet the challenge of changing 
organizational realities, including employee and 
client expectations. The call to bring about 
changes in government’s rigid mechanism of per- 
formance ratings and assessment requires signifi- 
cant changes to how government employees are 
evaluated on their performance. Allowing the 
employee to develop performance assessment cri- 
teria that is tied to the organization’s mission and 
values provides a compelling mission on perform- 
ance expectations. Expanding the evaluation team 
from the traditional supervisor’s appraisal only, 
to a group of co-workers and related clients, who 
see the employee in a variety of settings and more 
frequently, strengthens the performance assess- 
ment process. 

It is envisioned that this research will 
provide a benchmark model for multi-source as- 
sessment appraisals. This study will assist the 
Public Services Department of Malaysia in de- 
veloping and implementing a performance assess- 
ment process in line with the Malaysian Remu- 
neration System of managing public sector per- 
formance management system. This research also 
provides a process for organizations to foster 
employees’ involvement in the TQM initiatives. 
It provides an insight for organizations to use To- 
tal Quality Management (TQM) driven perform- 
ance assessment approach that is viewed as a more 
comprehensive, accurate and fairer process than 
the single- source model. 
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