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Research guestion

Existing body of knowledge

Contributions of this research

RQ 5: What are the factors
considered as important in PA
in the organisation?

« Employee responses are not
considered important related
to PA process

¢ Advocacy for behaviourally
centred appraisal ratings

¢ Clarity in KPIs

¢ Clarity in objectives

+» PA Feedback: there is
consensus in the literature
that organisations fail to
provide proper and swift PA
feedback

¢+ Clear explanation of PA
process to develop positive
perceptions

¢ Confirmed: employee’s
opinion gets little value in
matters pertaining to PA

> Research favoured
behavioural PA ratings to get
more focus as compared to
predominant sales volume
ratings

» MNCs do provide clearer
KPIs than the studied NCs

» Opacity in objectives at NCs
was evidenced and are still
struggling to communicate
clear objectives

¢ Confirmed: participants
showed consensus that their
managements do not give
importance in providing
feedback, if they do then it is
in a general manner rather
than specific

¢ Research revealed that PA
processes are not clear to the
employees causing
confusion, dissatisfaction,
feeling of injustice and
manipulation by line
management, thus surely
evolving negative
perceptions about the process
and organisation

The research found the following

elements considered as vital by

the study population

» Employee development

» Employee satisfaction

» Formality & structure of PA
system

» Ratings scale division with

more emphasis on quality

rather than quantity or sales
volume

Rewards attached to PA

Openness in PA system

Fair treatment of employees

irrespective of their bottom

line achievement

YVV

RQ 6: What are the differences
between MNCs” and NCs’ PA
measures?

¢+ PA practices are formalised
at MNCs in accordance with
contextual factors with
variability in richness, MNCs
use PA measures which
promote inter-individual
competition

» The research highlights that
PA practices at
pharmaceutical MNCs in
Pakistan tend to be more
formalised, structured and
more process orientated
(bureaucratic) while at NCs it
is undertaken as an annual
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>

Top management
commitment has been
emphasised in general by the
literature for successful
objective achievement of the
PA process

Literature highlight
manipulations and skewed
ratings in PA by the raters
prohibiting to achieve desired
objectives of PA exercise

MNC'’s performance
evaluation measures
objectify providing feedback,
develop base for
administrative decisions and
means of warning
MNCs developmental
objectives aim to facilitate
employees to achieve
strategic objectives, pinpoint
their problems and enhance
organisational commitment

MNC:s lean toward a
standard PA process across
borders

administrative process
performed by line managers
as there was no HR function
in three of the four studied
NCs. These do not seem to
have gained maturity in HR
discipline to implement
processes properly. However,
MNCs were found to follow
PA process more
schematically irrespective of
achieving its objectives
Confirmed: top
managements’ commitment
in implementation and
execution of PA was seen as
vital by study respondents in
the both groups

Bias in ratings, favours and
use of discretionary powers
by the line management was
seen as a problem in both
groups

Absence of PA feedback was
found in both groups except
one MNC which had a web-
based PA system. PA are not
related to warning or
termination decisions
Employee developmental
plans are not followed in a
structured manner in both
groups and are not fully
attached to PA. Responses
reveal that more focus is
given to criticising problems
rather than to addressing
solutions or facilitation

MNCs follow a local
approach in addressing the
objectives but they are
structured and hierarchical in
the process

Confidentiality in PA process
has been found in both
groups studied cases except
one MNC

Both groups show that PA
recommendations do not get
weightings in case of
important decisions like
promotions to the next level

Source: Developed for this research




5.3 Conclusions about the research issues

Performance appraisal has been a continued area of interest by many researchers, as

this has been one of the most published disciplines in the Journal of Psychology in the last
decade (Budworth & Mann 2011). This is because of the influence of contextual and
organisational factors and the need for individuality in performance evaluation practices.
Lebas (1995) negates the notion of universality of these practices even in identical businesses
or industries. PA not only enables and guides an organisation for multiple future decisions
(Carson, Cardy & Dobbins 1992) but also serves as a launch pad for organisational
evaluation, coaching and employee objectives (Beer 1981; Cascio 2006). In pursuit to
achieve these objectives, strong strategic alignment of PA is needed (Kaplan & Norton 2001)
with clear rewards, future directions and proper feedback mechanisms (Beer et al. 2004; Fay
& Thompson 2001; Latham, Almost & Moore 2005). Despite the empirical evidence, there is
still lack of PA harmony with organisational strategic objectives (Lawler & Worley 2011,
Murphy & Cleveland 1991). Properly implemented PA systems not only enhance employee
satisfaction (Lawler & Porter 1967), motivation (Herzberg 1968; McGregor 1985; Porter &
Lawler 1968), retention (Khilji & Wang 2007) and convince underperformers to find new
opportunities (Huselid 1995) but eventually improve organisational performance (De Cieri et
al. 2008; Pfeffer 1998). Management theories and empirical researches have predominantly
focused on westernised contexts overlooking variables influencing organisations as well as
their employees in other continents (Adler 1983; Aycan et al. 2000). In this globalised
village, this creates the need to identify and address PA issues contextually and specifically

pertaining to an industry.

In the absence of prior empirical research (to the knowledge of the researcher)
dissecting PA practices in the pharmaceutical industry and specifically in Pakistan; this
evidence has addressed the identified gaps in the literature; the results of this research will
further highlight the significance of PA practices to the industry to achieve their objectives,

sustain competitive advantage and improve organisational performance.

The research questions explored on the basis of the literature review in Chapter two
foresighted significant benefits for sales employees as well as their organisations in
implementing these practices. The following sections highlight conclusions drawn for each of

the research questions.



5.3.1 RQ1: What is the strategic importance of HR in the
organisation?

Strategic directions supported by HR functions which are in line with organisational

strategy provide a roadmap for employees to achieve their objectives efficiently and
effectively. The literature emphasises that it is the unique set of skills and knowledge
possessed by employees that creates strong competitive advantage. Hence, it deems necessary
for an organisation to reframe its people management practices not only to retain and
motivate the human asset but also to sustain its competitive advantage (Finegold & Frenkel
2006). This task can only be achieved through HR’s strong strategic commitment and
alignment with the organisational strategy. This organisational commitment can result not
only in outstanding performances (Kaplan & Norton 2001) but also in financial benefits for
an organisation (De Cieri et al. 2008). Despite organisations’ rhetorical acknowledgement of
people management practices, only a few strategically align their HR functions with their
overall strategy (Kramar 1992). Organisational top management is relatively less committed

to strategic involvement of HR as compared to functions like finance or marketing.

As mentioned earlier in Chapter two, Pakistani pharmaceutical organisations are at the
infancy of HR practices (sub-section 2.5.3). Bashir and Khattak (2008) deduce that Pakistani
organisations rely heavily on past experiences rather than modifying their practices to take
advantage of their human capital. Findings reveal that even at the MNCs, HR functions only
play a role in strategy implementation rather than a key ally in the formulation. Weak HR
practices at studied MNCs may be influenced by local culture and management practices.
Laurent (1991) validates that HR practices are context specific and MNCs are not an

exception.

The findings pertaining to this research question described in Chapter four (sub-
section 4.5.1) revealed that generally and strategically, the importance assigned to HR
functions is relatively low or non-existent in the industry as compared to sales, marketing or
finance. It was evidenced in the NCs, there is an absence of formal HR functions in three out
of the four studied cases and some of the prevailing HR activities such as evaluation are
delegated to the sales management. Despite the acknowledgment of HR’s strategic
importance (see C19, Appendix 5), NCs’ top decision makers do not (willing to) render
importance to people management practices and see it as an overhead expense for the

organisation (see A19, Appendix 5). Due to their competition in price sensitive market (as



compared to research oriented MNCSs) and short term planning, they perceive that HRM

initiatives do not result in an immediate financial benefits for their organisations.

Overlooking people management practices is preventing the NCs from taking
advantage of their human capital; moreover, it may also be the key reason for higher attrition
rates at these organisations. Although NCs provide more fringe benefits compared to the
MNC:s, sales employees do not tend to stay longer than their counterparts in the MNCs. This
implies that employees are not satisfied with their organisations as attrition rates are
associated to employee satisfaction (Lawler & Porter 1967). This also infers that the people
management practices of an organisation create glue to encourage employees to stick with an
organisation. Boxall and Purcell (2011) also emphasise that better HR practices play a key
role in sustaining businesses as well as retaining valuable employees. As mentioned earlier in
chapter 11 (see section 2.5), higher unemployment levels may also be the reason for the HR
neglect in the country as there are already more applicants on the waiting lists of an
organisation. Therefore, the organisations may not feel obligated to retain their existing
human resources. In addition, cultural factors also shape employee and organisational
behaviours (Adler & Jelinek 1986), these factors influence the procedures or the way
organisations will act and design their HR and other practices. The organisations studied in
this research also presented the image portrayed by De Cieri et al. (2008) that strategic
managers primarily focus on financial objectives and disregard human capital resulting in

poor execution of strategies.

5.3.2 RQ2: What are the objectives of PA in the organisation?

The objectives of a PA can vary from an organisation to the other; however, the

literature corresponds to formal information to the appraisee, reward performance and convey

current deficiencies to take advantage of future possibilities.

The evaluation process requires a procedural approach in order to achieve the
aforementioned objectives. Nevertheless, the research found variability in application and
addressing the theoretical objectives of PA in the studied organisations. It is deduced on the
basis of evidence from the findings that organisations without a formal HR function may not
have a formalised or structured PA system. This finding is substantiated on the basis of
evidence from organisation A, C and D.



The conclusions from the data reveal that the studied organisation achieve to some
extent the administrative objectives of PA (Budworth & Mann 2011) as these are used to
allocate salary increments, whereas these lack in achieving objectives pertaining to training
and development, feedback and employees’ future careers. The organisational inabilities to
address these issues may be the root cause of perceptions of injustice among the employees.
The research reveals that employees at representative levels perceive their PA systems as
being a redundant process and a tool to manipulate employee related decisions. However, one
MNC takes an HR centric approach to employee related decisions despite being influenced

by the local management characteristics of authority and autocracy.

Casual approaches in providing feedback in PA related matters was evident in all of
the studied organisations except Case E (sub-section 4.5.2.5). This casual approach towards
feedback can be due to multiple reasons: firstly, the informality of the PA process or its least
influence on employee matters; secondly, the managers perceive the submission of PA to
head office as an end to this process and in reality, it is the end of the process as even the
head offices do not provide feedback about the submitted PA reports (see B19, Appendix 5).
Finally, as PA matters are seen as the measure to evaluate sales volume and this is verbally
discussed all-round the year, therefore, providing feedback about the PA may not be thought

as necessary.

The research finds the evidence that employees at the MNCs are aware of their
developmental aspects and its relation to PA (as a developmental summary is a key part in
their PA irrespective of its implementation). However, their counterparts at the NCs are not
even aware of the developmental factors needed to improve their future performance. Despite
the absence of specificity of developmental factors, the aspirations at the representative level
in the NCs remain high compared to their counterparts in the MNCs. One of the reasons for
this difference may be the extensive induction training sessions at the MNCs while the focus
remains on the do it yourself approach at the NCs (see D15, Appendix 5). Lack of training
and developmental opportunities resulted in vigorous responses at the NCs as compared to
the MNCs; this was not limited to the NCs’ sales representatives as the research reveals
similar situations for their managers as well. Resultantly, this competency gap makes them
unable to execute their professional responsibilities amicably. This particular situation at the
NCs can be directly linked to their existing ineffective evaluation systems not aligned to
training and development objectively. Furthermore, this very casual approach in employee

development can be blamed on job scarcity and insecurity in the country (see section 2.5) as



employees have no other options rather than to compromise and adhere with the existing job

provisions.

In general, research findings portray a casual approach towards the PA system from
the organisations. This may be due to a few reasons. Firstly, delegation of HR processes to
the sale management, which may be perceived as an extra work besides their field
responsibilities. Secondly, the authority and bureaucracy in the line management may
perceive PA as taking away their decision powers and control over the employees; finally,
this approach may be due to top managements’ preference only to financial objectives of the

organisation.

5.3.3 RQ3: How do employees perceive the PA system?

Employee perceptions or the way they see a process is influenced by the persons

involved in that process. These perceptions are rooted in interpersonal relations within those
individuals such as employee-supervisor (Thurston & McNall 2010).

The research found that employees in Pakistan’s pharmaceutical industry view their
PA systems as unfair, biased and manipulative and do not bring out good for them. Despite

all the criticism and scepticism the respondents showed eagerness to improve the PA systems.

The judgemental evaluation at the NCs may include personal opinions raising
concerns about the impartiality of the process. One of the NCs evidenced that FLM submits
sales representative’s PA report without even informing and discussing related issues with the
employee involved. Actions like these can be the basis of hampering employee perceptions as
Greenberg (1986) iterates that employee perceptions are grounded in their interactions with
their supervisors (raters). This implies that employee dissonance with the process may have
been influenced by their supervisors rather than PA specifically. These results emphasise the
need for better relationships within the teams and supervisors in order to achieve prescribed
PA objectives. Besides these, factors such as the presence of bias in PA, favouritism and the
absence of PA feedback also contributed in building negative perceptions around the
particular evaluation system. Reluctance in providing or asking for feedback or giving liberty
to employees is found to be the characteristic of Pakistani management style (Khilji 2001). It
is evident that employees may not be willing or comfortable to speak in front of their

superiors due to their cultural upbringing (see section 2.5); however, they do realise the need



for change in the existing practices. For the success of an organisational process like PA,
employee perceptions can be a critical factor (Bernardin & Beatty 1984) and needs to be
taken into account; however, Murphy and Cleveland (1995) are sceptical about organisational
willingness to do so.

In order to extenuate this dissonance among employees, it is vital to build confidence
about the PA process, so that it can be viewed as a just measure ensuring equal opportunity to
every employee. Confidence in the PA process enables employees to improve their
performance by removing gaps (Cropanzano & Folger 1989) and meet organisational
standards. If the employees believe their PA system as fair and just then even the negative
outcomes of the PA will not influence their perceptions and behaviours (Thurston & McNall
2010).

5.3.4 RQ4: What are the employee expectations from the PA

system?

T he research question three explored the factors influencing employee perceptions

while this research question identified respondents’ expectations from their PA system apart

from the factors sought by them.

The research reveals several expectations sought by the study population. One of
these was the rationale for PA ratings among the sales volume and other performance
standards. Concerns were raised at all organisational levels because currently organisational
definitions for performance are solely leaning toward sales volume. This resulted into
multiple suggestions of assigning sales volume ratings from 50% to 70%. Similarly, 360°
evaluation also gained favour because of its ability to produce a likable manager
recommended by the team (see Appendix 5). The literature also highlights variability in this
approach as Silverman and Wexley (1984) suggests behaviourally anchored measurements
while Muczyk and Gable (1987) are against this approach in appraising sales employees;
moreover, Kaplan and Norton (2001) favour a balanced scorecard approach. In the absence of
consensus on a single measure, it seems appropriate to use Ingram et al.’s (2012) approach of

using multiple measures to avoid singularity in evaluating sales employees.

PA adherence to rewards and promotions was the factor highly sought by the study

participants. It was found that decisions about rewards and promotions are made without any



consideration to PA outcomes. This may be a feature of the managerial traditions in the
country to retain authority and make decisions. Rewards linkage to PA process is not only
directly related to the notion of distributive justice (Folger & Konovsky 1989) and the
fairness of the process (Waite & Stites-Doe 2000) but also results in positive perceptions and
satisfaction (Folger & Konovsky 1989). The path goal theory also emphasises that employees
tend to insert more effort to perform, when rewards are aligned with performance
(Georgopoulos, Mahoney & Jones 1957). However, this research finds differences in the
types of rewards with elongation of job tenure; newer employees tended to focus on monetary
benefits whereas their senior counterparts sought promotions or designation changes as

recognition for their performance (see Appendix 5).

Performance management systems primarily focus on the feedback mechanisms, so as
to address the issues needing enhancement (ChatterJee 2009). The absence of such vital
information indicates that future improvements will be stagnant. Similarly, the research
reveals that although feedback was keenly sought by the study population (see Appendix 6);

there was reluctance or a casual approach in its deliverance to the appraised employees.

Career related discussions were found to be another expected element by the study
participants. It seems obvious that in the absence of feedback, any career related discussions
were also likely to be absent. This expectation may not be of significant importance for newer
employees; however, such discussions can be of critical value for sales employees and
managers with prolonged service. Schlesinger, Kiefer and Brown (2012) believe that one
reason for the avoidance of such discussions is to keep employees away from false hopes and
commitments in uncertain business conditions. Nevertheless, Scales (2010) is of the view that
managers rarely indulge in career discussions with their subordinates although such
discussions can play a pivotal role in employee’s commitment and productivity. Scales
further asserts that these discussions empower and enable employees to collaborate and lead

them on the path of their career development.

Organisational management believe that employees may only demand monetary
rewards but this has not been the case. This research demonstrates that although monetary
benefits are a key component to be attached to a PA system, employees are seeking goal
posts such as clarity in objectives, rewards and future opportunities. Moreover, employees

also seek clarity and simplicity in the PA process accompanied with feedback, training and



development and fair treatment of employees irrespective of their performance as factors

closely tied to their PA system.

There seems a communication gap, not only between representatives and supervisors
but also at the supervisor and top management levels. This may be the reason for
organisational inability to communicate their strategy at the individual level rather than
generally through the hierarchy (Kaplan & Norton 2001). The underlying reason for this can
be the absence of HR functions in these organisations as fostering open communication and

team work are their core responsibilities (Stone 2010).

Figure 5.3.4 illustrates the contrasts between managers’ and representatives’

expectations.

Figure 5.3.4: PA expectations
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5.3.5 RQ5: What are the factors considered important in PA in the
organisation?
The relative importance of factors pertaining to any organisational process can be
different in the eyes of the beholder. It is impossible for an organisation to create a PA system

which is able to satisfy each individual’s expectations.

As mentioned earlier in Chapter two, diversity prevails in the literature about the

factors considered as important in a PA system. One arm espouses PA with composite factors



of formality; feedback and career development (ChatterJee 2009; Dransfield 2000; Stone
2010); while the other favours the balance scorecard approach (Kaplan & Norton 2001).
Khilji (2002) argues for contextual factors and Beer (1981) divides the factors into multiple
categories of development, coaching and employee perspectives. In short, organisations can
get stuck in the middle if they intend to include all the factors and create a comprehensive
ideal PA system. This is why Drucker (1958) stresses the need for usable and understandable

measures to be adopted in a PA system.

This research finds that the study population has highlighted certain factors, which
they consider to be important for a PA system in the Pakistan pharmaceutical industry. These

important factors are illustrated in Figure 5.3.5.

Figure 5.3.5: Important factors in PA
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It was found that MNCs possess more clarity in their objectives and KPIs. This may
be due to their integration with their principal offices and formality of their PA systems,
whereas some of the NCs still define their performance definition and objectives vaguely (see
A35, Appendix 5). This creates the need for an objective orientation along with the clarity in

PA related factors such as structure, formality and KPIs.

Performance is linked to rewards, recognition and satisfaction (Lawler & Porter 1967)

while rewards are linked to satisfaction (Cherrington, Reitz & Scott 1971; Folger &



Konovsky 1989) and better future performance (Greene 1973). This necessitates PA
adherence with clear reward and promotion systems. It is believed that if the factors
highlighted by the employees are implemented properly, will not only benefit the employees
in financial and career terms but will also enhance their motivation, satisfaction and

commitment to the organisation.

Fair treatment and acknowledging employee contributions to organisational objectives
also keeps them motivated (Herzberg 1968; McGregor 1985; Porter & Lawler 1968),
enhances job interest while persuading them to remove performance gaps.

5.3.6 RQ6: What are the differences between MNCs’ and NCs’ PA
measures?

|mplementing and adopting standard or customised HR practices can be a dilemma

for multinational organisations as these practices cannot be bounded into a single definition
due to the contextual elements involved. Global organisations do face the challenge of
keeping their HR practices homogeneous across borders for efficiency (Cullen & Parboteeah
2007). Standard HR practices at these organisations is an aspired myth due to strong

influence of contextual cultural factors.

Similarly, the research found in relation to this question that HR practices in Pakistani
pharmaceutical organisations are also influenced by local management practices. Findings
reveal that authority of senior managers, bureaucracy, respect, conflict avoidance with
superiors, confidentiality in PA process and the importance of word of mouth in decisions
prevail in these organisations. These norms are not specific to a single group rather than an
organisational persona in general in the industry. However, both groups differed significantly
in formality and the structure of the implemented PA system irrespective of addressing the
objectives. MNCs tend to have followed and implemented PA structure trickled down from
their corporate offices. Although these are following a structured PA approach, the evidence
reveals that the execution to achieve its objectives seemed to be influenced by the local
management traditions. MNCs tend to make employee career decisions based on
recommendations by the sales management rather than entirely based on the PA; whereas at
the NCs, the decisions are predominantly dominated by the sales management. Moreover,
NCs are taking a very myopic view of HR practices such as PA while fewer are trying to

develop their HR functions (Case F). Performance evaluation procedures at the NC, whether



they were judgemental, structured or web-based are over weighed by the sales volume
achievements. Besides bias, PA processes reveal the evidence of elements such as
confidentiality, opacity in performance standards, a failure to align rewards and objectives
with PA; and an absence of feedback related to PA matters. Figure 5.3.6 illustrates the

contrast between the two groups.

Figure 5.3.6: MNCs and NCs PA differences
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As illustrated in Figure 5.3.6, despite the differences, the groups illuminate some
similarities in aspects such as: PA being an administrative exercise without any objective,
influence of opinions upon the PA process, confidentiality in the process and the results and
casual approach in providing PA feedback along the line. Moreover, PA ratings were found
to be dominated by the sales volume only and most of the decisions are based on this

quantitative aspect of performance.

Some of these commonalities and differences may have been associated with the
structure, formality or implementation of PA systems or the organisational culture; however,
the influence of national culture on these behaviours has been fairly noticeable. Evidence of
these factors reiterates the importance of harmony between national culture and implemented

management practices (Khilji 2002).



5.4 Implications for theory, policy and practice

The discipline of HRM has gained much attention from researchers and practitioners

in the past half of the century. In a broader sense, performance management specifically has
been widely researched in the last decade (Budworth & Mann 2011) due to its value addition
to organisational performance. However, in developing nations like Pakistan, there was
absence of any empirical research conducted specifically in the area of PA of sales employees
whilst few researchers (Islam 2004; Khilji 2001) have contributed their expertise to the HRM
practices in the country. Pharmaceutical organisations globally are research orientated;
unfortunately these organisations have been unable to contribute to research issues pertaining
to social sciences within their industry. Similarly, in the particular context of Pakistan, the

literature does not elucidate issues about PA practices in the industry.

5.4.1 Implications for theory

T his research has made a contribution to the theory of HRM and specifically to the

SHRM by identifying PA issues and challenges needing attention in the Pakistan
pharmaceutical industry. This research is of significant importance in theoretical and practical

facets because:

This empirical research has addressed and repleted the theoretical gap existed in the

country as well as in the industry.

The literature reviewed in pursuit of this research disclosed the absence of empirical
investigation and dissection of PA practices in the Pakistan pharmaceutical industry.
Therefore, this empirical exploration provides a foundation stone for research in this industry,
knowledge-based sales orientated organisations as well as and in the discipline of SHRM in
Pakistan. The researcher comprehends that some of the findings may not be novel and can be
corroborative or contrastive to other similar investigations in the discipline. Nevertheless, this
research adds new horizons, recent perspectives and evidence whilst strengthening the

validity of the existing theory.

In addition, the research contributes by finding that organisations without a formal

HR function will most likely not have a formal PA system in place. This is one of the reasons



why Pakistani pharmaceutical organisations in general and NCs in particular are lagging

behind other countries in the region in relation to their HR practices.

Top management commitment to HR issues is very dismal in general while at the
NCs, the owners rely on intuition or experience based decision despite the emphasis on HR
(or PA) from their executives as organisational focus is primarily on financial objectives.

This is why HR practices such as PA practices come at the bottom of organisational agenda.

Organisations, despite using formal and informal evaluation or PA systems, do not
address its theoretical objectives and is generally being done in a manner to allocate annual
salary increments. This organisational approach has resulted in call for an objective oriented
PA system rather than a routine exercise without any value addition.

Sales employees as well as managers are more interested in addressing the gaps in
their performance as well as PA systems rather than their emoluments. This can only be
achieved through open and proper communication and feedback channels. The study deduces
that a casual approach is being taken to provide feedback for training and career
developmental aspects. There is a need for swift and specific feedback mechanisms aligned to
PA system to address gaps in the performance and promote positive perceptions. Besides
feedback mechanisms, the executives seek their top management’s commitment to the PA

process and should be open in communication.

Open organisational environment may be a difficult task to implement in view of the
management traditions in the country; however, to take advantage of PA system, the research
findings emphasise the need for clarity in objectives and rewards system, clear succession
plans along with clear performance definitions. Furthermore, in order to define performance
standards, the research enforces the need for balance between sales volume and behavioural

weightings in a PA system.

In a developmental sense, there seems to be a gap between the two groups; MNC
employees are aware of their developmental aspects (irrespective of actions taken) while their
counterparts at the NCs are on the flip side. The research identifies the need for proper
training and development of the NCs’ FLMs; this will enable them to address theirs” as well
as subordinates’ professional issues pertinently. However, this does not under weigh the
importance of training needs at the representative level as there is a tendency of do-it-yourself
approach rather than formalised training programmes at the induction.



Furthermore, the prevailing authority in the senior management is enabling them to
bypass the organisational systems such as PA recommendations in the MNCs as well as in
the NCs. This is one of the reasons, why sales employees do not trust their PA system as it
can be overshadowed by senior manager’s recommendations. In the presence of this element
in both groups, the communication gap among representatives-FLMs and between FLMs-top
management is evident, which is surely resulting in jagged messages such as strategic

objectives from top to bottom.

This research has laid out a considerable theoretical platform and explored existing
and needed factors to improve performance management systems pertaining to sales
employees in the Pakistan pharmaceutical industry. This further facilitates Pakistani
researchers, students and universities to use this study as a launch pad for further exploration

in the discipline of HRM and specifically in SHRM.

A summary of the contributions made by this research in the discipline of HRM

related to the Pakistan pharmaceutical industry is presented in Figure 5.4.1.



Figure 5.4.1: Summary of Contributions to the theory
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On the basis of the literature reviewed, the data analysed and the conclusions drawn,
the researcher defines the PA process specifically pertaining to sales orientated organisations

as:

The process of harmonising the needs of both sales employees and the organisation;
this requires consistent bilateral feedback to address and create areas of development
with a view of promoting positive perceptions among various stakeholders (sales
employees, managers and the organisation).



5.4.2 Implications for policy and practice

Pakistani organisations may not feel obligated to improve HR functions because their

visions may be blinding them to change. This orthodoxy in the industry may be based upon
their past beliefs and success. Nevertheless, organisational stories of IBM, GM, DuPont
(Ingram et al. 2012) and Kodak (Bingemann 2012) prove that learning and changing with the
environment and industry requirement is the only way to sustain business and competitive
advantage; else, extinction may not be far away. However, learning stories of Levis using
Facebook (Rooney 2011) and Apple from Ritz-Carlton (Gallo 2012) authenticate that
innovation and learning in practices not only sustains survival but also potentiates in
becoming a leader in the industry. These sales orientated organisations benchmark
themselves with the best practices in the industry in order to redesign their existing practices
(Ingram et al. 2012).

MNCs have lesser gaps in policy and practice than the NCs; however, NCs meeting
90% of the country’s medicinal requirements, ought to take (accept) the responsibility to
change. It is the time for the NCs to realise that 20" century practices will not enable them to

survive in the intense competition of the 21% century.

The researcher does not intend to make the judgement that employee management
practices at the NCs are wrong; however, in the presence of research evidence, the question
is, are their practices right and match the current business needs. As some of the NCs aspire
to extend their businesses across Pakistani borders, they need to ask themselves the question:
do their existing people management (HR) practices allow them to compete against local
companies in host countries. There is a strong need for synchronisation between the
aspirations and the practices in order to achieve the desired objectives. HR functions at the
MNCs are more formally structured (irrespective of their effectiveness) because these
organisations experience and share their practices with their subsidiaries and attempt to
standardise their practices to sustain their competitive advantage. However, NCs do not have
any collaborative or sharing network to learn from newer innovations and practices in their

own industry. This may be why NCs rely on past experiences and intuition based decisions.

Therefore, there is a colossal need for the national organisations to form a
collaborative platform in order to share and learn from better organisational practices adopted

by other organisations in the industry. It is further suggested that NCs need to share their



practices, learn from their industry based knowledge and from research specifically
addressing their needs, in order to innovate their practices by inculcating new ideas and
suggestions. As highlighted in each of the research question conclusions and the literature,
being the carriers of change, it is the sole responsibility of the top management to introduce
innovation and cultural improvement in their organisations. Updated knowledge is the best
way to gain competitive advantage and this can only be achieved through a collaborative

network and sharing of knowledge within the industry.

As mentioned earlier in Chapter two (sub-section 2.3.2.5), appraising the performance
of a sales employee is fundamentally related to their satisfaction, motivation, performance
and resultantly retention because higher attrition means higher costs for an organisation. It is
evident from research and experience that keeping an existing employee motivated, satisfied
and committed with an organisation is always far more effective and economical than a new
recruit. This phenomenon can only be achieved by implementing an improvised PA system in

knowledge driven businesses like the pharmaceutical industry.

Based on the research’s evidence supported by the literature, the researcher suggests
adopting a Performance Appraisal Spiral (PAS) Process. The PAS process for the

pharmaceutical sales employees is defined as:

The process composite of informing, evaluating, identifying, notifying and rewarding;
preparing and assessing along with its strategic alignment to individual and

organisational objectives.

The denotation of the aforementioned terms is described as:

e Informing: Informing a sales employee for formal appraisal process

e Evaluating: Mutual agreement of the appraiser and the appraisee on the inscribed
ratings

e ldentifying: Individuals and performances to be rewarded according to the
prescribed reward system

¢ Notifying: Specific feedback related to previous performance and highlighting
areas needing development and rewarding previous performance

e Preparing: Deserving employees for next level responsibilities and training them

for future roles
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e Assessing: The appraisal process in order to address the difficulties and issues
which arose and raised (by appraisers, appraisees or management) during the PAS
cycle

The adoption of this process will enable the pharmaceutical organisations to take

advantage not only of future HR strategy development but also to develop positive
perceptions towards the process and the organisation. Figure 5.4.2a illustrates an
organisational perspective of the PAS.

Figure 5.4.2a: PAS: an organisational perspective
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The researcher believes it is necessary to break down this spiral into procedural tasks,
S0 as to address the stakeholder (employees, management and the organisation) concerns.
These foci are derived from the summaries and conclusions of the research questions (sub-
sections 4.5.1 to 4.5.6) and the researcher’s experience in the industry. Figure 5.4.2b

illustrates stakeholder requisites for the PAS.

Figure 5.4.2b: Stakeholder concerns
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Organisations may feel obligated to adopt a PA system which can also address their
areas of interest. However, from the management’s and employees’ perspective, it should not
only conform to their expectations but also diminish the negative elements highlighted in
research findings (sub-sections 4.5.2-6). The researcher suggests the following cyclic process



to be implemented. These steps are developed on the basis of the findings from this research

and the literature.

5.4.2.1 PAS process

|t is vindicated in the literature and also in the findings of this study that top

management’s willingness and commitment is vital for success (Regal & Hollman 1987),
inter-functional collaboration (Rodriguez, Perez and Gutiérrez 2008) and implementation of a
PA process. Therefore, the PAS process also requires these vital accreditations. Prior to
leading in a formal and structured appraisal approach, an organisation should make sure that

the following measures are in place.

e Itissuggested that an organisation should clearly lay out their strategic and financial
objectives and must be communicated at the individual level. Farthermost attempts
will be made not to revaluate or increase these objectives during a business year, once
already been declared, decided and agreed, as it is not sending the right signal at

lower levels (this research finding).

e Clear performance indicators, benchmarks and definitions of performance in terms of
achievement of objectives should be in place. These will also define each of the
desired and measurable performance behaviours, so as to achieve harmony in

understanding across the organisation for that behaviour.

e A clear career succession structure needs to be laid out and communicated. This must
address future opportunities available to every employee in the organisation in ‘what’

and ‘how’ terms, as confusion exists due to unclear future organisational ladder.

e A clear and descriptive rewards and recognition system aligned with the PA system
needs to be made public in the organisation, as it is the key and pivotal element in the

success of the PAS.

The following hierarchical approach can readily be implemented once the

aforementioned decisions are in place; else it may not provide the aimed objectives.

PAS1. The PAS process will be conducted on a biannual basis (6 monthly) in order to keep
performance behaviours as current as possible and to avoid blanked out performance

behaviours.



PAS2.

PAS3.

PAS4.

PASS.

Sales employees and their managers fill in a reflection (pre-evaluation) summary at
the start of each PA session (a mid-year and at the end of the year).This should not be
limited to the aspirations of an employee only but also include the employee’s
projected (forecast) growth on previous achievements, projected objectives and
specific developmental aspects rather than general. Submitted directly to the HR (or
the person responsible), this reflection should be filled out and corroborated with the
achievements at the end of each appraisal session. This action will enable employees
to benchmark themselves and formulate better and realistic objectives (in future)
rather than to make their managers happy by forecasting ambitious growth and
objectives. This report will serve as feed-forward mechanism and will highlight what

the employee wants and can reveal future aspirations.

PAS will be comprised of 60% sales volume achievements and 40% measurable
behaviours. All measurable behaviours must be defined to have harmony in
understanding across the board. These rating distributions have been considered as
justified by the research population as there are currently concerns (from managers)
about weightings associated to sales volume. Moreover, PA systems become more
effective when importance is assigned to measurable behaviours along with pre-

agreed objectives (Lawler 2003).

Sales employees and managers will file a monthly one page self-evaluation report to
their immediate manager and the HR (person responsible). This will be based on the
aforementioned 60-40% division and contrasts what was expected and what is
achieved. This is also a self-filed report and does not require any recommendations or
comments from managers. This report also requires the inclusion of any critical
incident, achievement or behaviour exhibited during that period. These self-rated
reports will serve as a solid base for upcoming formal (mid-year or annual) appraisal
process. This measure will reduce the confrontation and bias because of the
availability of substantiative evidence.

Each first line manager (FLM) will file a brief behaviour report to the HR, at least
once a month for an accompanied field work with their subordinate. The supervisor
will rate the sales employee on pre-defined measurable behaviours. This report will

also inscribe the specific areas of development for the particular subordinate.



PASG.

PAST.

PASS.

PASO.

In a formal PAS session (six-monthly or annual), the immediate manager will
formally inform the subordinate to prepare and compile previous (individual and
accompanied) reports (PAS 4 & PAS 5) and any additional required information in
order to submit the PAS report. New ratings will be agreed mutually (immediate
manager and the employee) as well as the previous report ratings (PAS 4 & PAS 5).
This report is submitted to a senior manager (zone/region/area manager). The
substantiation from PAS 4 and PAS 5 reports will diminish the element of
confidentiality, bias or favouritism. Furthermore, on the basis of the supervisor’s
monthly report, it will highlight the developmental aspects of an employee and will
require measures to be taken to address those issues. This process will serve as a feed-
forward (next 6 months) and feed-back (past 6 months) mechanism and will help to
harmonise the link between what the employee wants and what the organisation
wants. This parity will not only help to diminish the gaps but will also highlight what

needs to be done to improve performance.

A submitted report from PAS 6 will be reviewed by the senior manager (SM). This
manager will provide own ratings for the appraisee besides the specific job related
comments and recommendations. This manager will also substantiate the basis (why,
when, how) of recommendations for rewards, promotions or salary increments. The
bases provided by the senior manager should be specific and avoid general comments
such as, excellent worker, consistent or average performer or poor professional

knowledge.

In order to triangulate these reports, a peer review report will be required from
another sales employee (of the same area or team) for the appraisee. This person will
be assigned by the HR. The behavioural ratings apportioned by the peer review should
be inscribed in the employee’s final PA report by the HR (person responsible). This
measure will enable the process to identify the areas of difference in ratings, reasons
for these and pin point areas of improvement in an appraised employee (Stone 2010).

Any market and industry knowledge assessment or field work assessed by a training,
marketing or product executive (manager) will need to provide their review and rating
report to the HR and the concerning sales management. As a part of promotional
activities, field work by these managers is a common practice at these organisations.

However, verbal (often) or written (rare) reports generated by them do not influence



employee’s future or performance ratings. Due to unconstructive nature of these
accompanied customer calls, sales representatives and FLMs avoid these calls in order
to avoid criticism. This report rating will motivate employees for co-working with
these executives and encourage them to learn from their expertise and professional
skills. Ratings in this report will put bilateral responsibility for the field work and
generate report amicably. Ratings from this report are to be inscribed in the

employee’s final appraisal report by the HR (person responsible).

This completes one phase of the PAS process. The next phase is to be implemented
and compiled by the HR (person responsible) as elaborated in the next steps.

PAS10. The HR will ensure that all the ratings from the different reports are in place. A
compiled PA summary will be generated and communicated back to the employee,
the immediate manager (FLM) and the senior manager (SM). This summary will
provide a detailed snapshot of an employee’s performance achievements, aspirations
and specific areas needing development (based on FLM/senior manager/training
manager reports). This summary will also describe all ratings assigned in the

employee’s concerning reports [PAS 2, 4,5, 6,7,8 & 9].

PAS11. To validate and strengthen the PA process, a PAS calibration meeting needs to be
conducted between the HR and the sales management. The meeting will discuss the
issues related to PA and how managers are rating their subordinates. This meeting
will also discuss randomly selected PA reports and discuss the ratings (why and how)
assigned. This meeting particularly focuses PA reports, which highlight contrastive
ratings assigned to an employee and there is an evidence of personal interference in

the process.

Figure 5.4.2.1 encapsulates and illustrates the aforementioned steps of the PAS
process.
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Figure 5.4.2.1: PAS process
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Deming (2000) considers performance as a compendium of employee’s achievements,
co-worker’s influence, job support activities, work environment and immediate manager’s
influence. In dealing with these issues, PAS process uses multiple facets to compile results,
which can be considered as performance for evaluation purposes. PA process is vulnerable to
influences such as favouritism, bias, sycophancy or opinions by involved individuals. PAS
steps 4, 5 and 8 address these by triangulating multiple reports from various players in the
process. LMX theory also highlights supervisor’s subjective behaviour towards different
team members influencing employee evaluation and job satisfaction (Mardanov, Heischmidt
& Henson 2008). PAS deals with this issue by keeping the process open to everyone,
monthly self-evaluation at PAS 4 and FLM’s report at PAS 5 attempts to mitigate subjective
opinions towards any employee. Moreover, an open discussion at PAS 6 provides opportunity
to employee as well as FLM to openly discuss areas needing consideration in future.

The researcher believes this process will meet the aforementioned stakeholders’
expectations by diminishing and establishing key elements highlighted by the literature and
the study population. Trust and faith in the process can only be achieved if the process is
formalised and structured so that each employee is aware of the next level in the process. On
the basis of this research, extensive organisational and theoretical literature — it is

recommended for organisations in the Pakistan pharmaceutical industry to have:

e An inter-organisational forum to share and benchmark better HR practices in and
outside the industry

e A colossal need for dedicated HR functions at the NCs — as increase in their numbers
and market share demand them to formalise HR approaches and accept responsibility
of people development and due diligence

e MNCs should lead as change agents in the industry to promote and exhibit benefits of
better HR and other organisational processes

e Organisations should indulge and engage their employees in order to understand their
perceptions about organisational processes, which can only be achieved through better
communication channels within organisational levels

e Focus on employee satisfaction — as it is key to employee retention

e Implement a formal PA system such as PAS

e Align PAS objectives to organisational strategic, functional and employee objectives

as well as employee development



¢ Organisations should ensure that PA processes such as PAS are a continuous process
rather than an end of the year exercise.

A deliberate attempt has been made to mitigate negative factors in the process by
triangulating the performance and evaluation reports from multiple contributors in the system
in order to retain authority (to avoid resistance to the process) and abstain its misuse. The
researcher is also aware of the fact that the appraised employees may not (able to) raise
concerns (due to cultural factors) with the FLM in final/midyear review report to avoid
confrontation. Furthermore, triangulation support into PA (even from a single source)
motivates the appraisee to acquire new skills and enhance learning (Smither, London &
Reilly 2005). The researcher emphasises the need for proper training and transmission of
PAS, so as to have an identical level of understanding of this process among the raters and
the ratees in an organisation. After the implementation of the PAS process, the researcher
foresees the following outcomes and benefits, based on the findings and the literature, as
illustrated in Figure 5.4.2.2.
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Figure 5.4.2.2: PAS process outcomes and benefits
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The researcher is aware of organisational difficulties in adopting a new PA process;
however, in order to implement the PAS process it is suggested that interested organisations
should indulge into a change management process to avoid resistance from the employees
and the management (Armstrong 2009). Although it can be trammelling task to have a
universal PA system in the industry and the suggested model may not be conclusive for the
industry; nevertheless, it provides a base layout for willing organisations to resolve the
stakeholder issues highlighted by the research. Moreover, the accordance of the model with
Pakistani culture and management style does not limit it specifically to the pharmaceutical
industry; it can be customised and adopted to other industries as well to take advantage of

their human resource.

The researcher focused and adhered on the stance to improve PA practices only rather

than attempting to change the culture in these organisations.

5.5 Limitations of the research
T his research presented evidence of the essentiality of an HR function in Pakistani

pharmaceutical organisations in order to develop and sustain their competitive advantage
through better people management practices. However, as mentioned earlier in Chapter three
(section 3.7), the research possessed some limitations. Data collected for the research through
in-depth interviews was done in the local languages and later transcribed into English by the
researcher. This process may have resulted in some loss of data or interpretations by the
respondents. Furthermore, the research focused on four NCs and two MNCs as the source of
information related to their PA processes. Although the researcher has attempted to focus on
information rich companies of different sizes (volume turnover, number of employees and
organisational rankings); the findings may not be representative of the whole industry as even
homogeneous organisations may differ entirely in their PA practices. Some of the
respondents may have provided information based on their personal experiences in the
organisation, which may have differed from others in the similar context. To avoid
subjectivity and bias in the research, the researcher corroborated and triangulated the data
findings with a focus group. Findings from the focus group have been discussed in sections
on each of the research questions in Chapter four (sub-section 4.5.1 to 4.5.6).



5.6 Future research outline

T his research has attempted to explore PA practices in the Pakistan pharmaceutical

industry realising the presence of HR neglect in the country and particularly in the industry.
The research may have taken a broader view to the context rather than addressing minute
details of the PA systems in the industry. However, the research has projected factors (section
4.5.7) highlighted by the study population. These can further be studied in detail in order to

have a deeper understanding of the issues.

e The pros and cons of who is the best candidate to be promoted to the next level: better
performer or the skilled: Go errors and drop errors. On the road to this process,
organisations do overlook good performers and good future manager who have the
required attributes in favour of the high sales performers. Sales volume being
considered as the primary definition of performance, it is also becoming the primary
criterion for promotions and other future roles (see Appendix 5). This does result in
shattered teams as newly promoted employees are unable to cope with new

challenges. Future researchers may intend to explore this issue in detail.

e PAand its impact on future HR decisions: Future researchers may need detailed

investigation of why, why not and how PA influences future HR strategies and plans.

5.7 Conclusion

This chapter has highlighted and discussed the conclusions pertaining to each of the
research question corroborating with the existing body of knowledge.

It is evident that HR is not considered to be the key function in the pharmaceutical
organisations of Pakistan. MNCs, which are considered to be the flag carriers in the Pakistan
industry to guide management practices, are also weak in HR’s strategic alignment to the
organisational strategies. This may be due to the influence of local management practices in
the industry. Moreover, HR as an organisational function in the NCs is still a no go zone.

Surprisingly, organisations operating in the industry for the last twenty five years with
more than 500 employees do not have an HR function or a dedicated person for these
activities. For this reason, PA is dealt with in a casual manner influenced by opinions, lacks

in feedback and secluded from career and developmental needs. Furthermore, there are no



strategies in place to prepare suitable employees for future responsibilities, not to mention

succession planning.

The studied groups differ significantly in terms of PA formality and structure
irrespective of its intended objectives. Triviality to objectives of the PA systems is portraying
it as a redundant process and a cause of negative perceptions. These dissonant perceptions
may have been pivoted upon their interaction or relation with the rater or supervisor.
Therefore, the employees thirst for clarity in objectives and KPIs; seek specific feedback and
PA alignment to promotion and reward systems. More focus and interest was desired in
regards to skill, knowledge and career development and its affiliation with PA systems. On
the basis of the research findings, a PA spiral (PAS) process is suggested in order to achieve
desired objectives, promote positive perceptions and diminish negative elements as
highlighted by the study participants. This research or the proposed PAS process may not be
conclusive and generalisable; however in the absence of any prior research and guidelines in
this context, it is anticipated that this research has provided substantiative evidence for the
industry to take corrective actions and has provided Pakistani universities for future research.
Organisations need to share, collaborate and learn from best practices to revamp their old
procedures if intend to prosper and keep up with the ever changing business environment. In
knowledge based industries, there is a crucial need to adopt practices which enable
organisations to take advantage of their human resource not only to retain, satisfy and

motivate them but also to gain a competitive advantage.

An organisation can control its destiny to gain and retain its competitive advantage through

its ability to learn and translate that learning into actions (Jack Welch)
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