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Lecture — 14
Measurement system

Welcome back to in the next lecture that is 14, and in this lecture we will talk about that
how to measure performance in terms of behavior and standards. So, you remember we
talked about performance, standards. And three things that we talked about is: identifying
key accountabilities, a specifying objectives, and then looking into performance

standards.

Now, once we have done this job the next job is to see that how we are going to measure
behavior and performance. And there are two kinds of measures that is available: one is
subjective which is used for measuring behavior, and the other one is objective which is
used for measuring results. But here our focus is more on measuring behaviors, because
for results they are predefined specified targets and standards against which the

performance is measured.
So, our focus here is on measuring more on behaviors and less on results.
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Selecting a measurement system

+  Two types of systems are used to evaluate competencies: comparative
systems and absolute systems

* Comparative systems base the measurement on comparing employees
with one other.

* Absolute systems base the measurement on comparing employees with a
prespecified performance standard
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Now, when it comes to identifying a measurement system that what kind of measurement
approach you are going to use there are two kinds of systems that is available; that is
comparative systems and absolute systems. In a comparative system what happens you
try to compare one employee with another employees and see that whether that employee

has then better or worse than the other employees.

And here, in absolute system what happens that you try to compare using certain pre-
specified performance standards. For example, when we are going to evaluate students
we can use both kinds of systems: comparative systems and absolute systems.
Comparative systems are relative in the sense that we look at the performance of one
student compared to other students. And that is how you evaluate them, right and when

the grading is based on this relative system.

Now when we are talking about absolute systems we already have pre-specified
standards against which the performance of each a student is compared. For example, in
a comparative system suppose the highest score is 60 out of 100. So, the person who is
getting highest would get a grade, right. And accordingly the grades of other individuals
are decided depending upon the average performance of the class. But in absolute system
what happens we do not compare the performance with each other, but what we do we
have already specified performance standards. Like we say that if you (Refer Time:
02:46) is the mark again above which you get a grade, right. 70 is the mark against which

you will be compared and if you gets 70 and above you get B grade.

So, what happens in this case? You are following an absolute system where you are
comparing a individual against a pre-specified performance standard and you are
measuring his performance, right. So, this is the difference between comparative systems

and absolute systems.
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Comparative and Absolute Behavioral Measurement
Systems

Comparative Absolute
Simple rank order Essays
Alternation rank order Behavior checklists
Paired comparisons Critical incidents
Relative percentile Graphic rating scales
Forced distribution
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Now these are the methods that we use to measure performance. In comparative systems
we have rank orders, alternative rank, paired comparison, relative percentile, and forced
distribution. But when it comes to absolute measures we have essays, behavior

checklists, critical incidents, and graphic rating scales, right.

So, what we are going to do is that discuss each and every measurement system whether

it is relate to comparative or absolute system one by one.

(Refer Slide Time: 03:44)
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Advantages of Comparative Systems

* Easy to explain

* Straightforward

* |dentifies top as well as underperformers

* Better control for biases and errors found in absolute systems
- Leniency
- Severity

- Central tendency
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Now, one of the advantages is that of comparative system that you can better understand,
because you are going to compare one person with other person. And here you are
neither biased nor you are making, because you look at the average performance of the

class.

Now, here you are comparing the performance of one person with another person. And
accordingly you decide whether the performance is good or bad; so that is; what is the
advantage of comparative systems. But in case of absolute systems which is not there,
because once you have identified a standard you have to go by it irrespective of what is

the characteristics of the sample of the class.

For example, suppose everybody is very good in the class, right. So, you are going to use
an absolute system what happens everybody will get a A, B and above. But in a
comparative system what happens you will be able to differentiate the performance
better. So, you will able to differentiate good performers from bad performers, right
which is not possible in a absolute system because everybody above 80 gets A grade,
right. So, you are able to control certain things relate to leniency, severity, central

tendency, right.

Because these are the things which are going to affect your performance, which will
discussed later on. Leniency is become you are not, you are going to be too lenient are
your going to be very serious very strict or you are giving an average rate to everybody,

right that is avoided.
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Disadvantages of Comparative Systems

* Rankings may not be specific enough for:

— Useful feedback

~ Protection from legal challenge

* No information on relative distance between employees

» Specific issues with forced distribution method
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Now, the disadvantage is basically that you can be challenged, because you are not
measuring it against a standard, right. Another thing is that you do not know how relative
the score is from one individual to another individual. For example, suppose somebody
has got 60, but somebody is got 57. Now between 58 sorry, 58 and 60 what going for a
little grading you are giving A to 60 and B to 58 this makes huge difference, right. But if

you are going a absolute grading both of them will get the same grades, right.

So what actually happens, if you are going for forced distribution then this is a problem
right. So, you do not know; what is the distance that you need to maintain in order to

differentiate in the performance of the paper. So, this could be one of the disadvantages.
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Comparative systems
— Simple Rank order- Advantages:
subjectively rank employees Simple and easy to do
from best to worst
Results are clear
+ Example: )
Disadvantages:
1. Ramu
> Gonal Judges performance based on one
el dimension only
3. Tushar May be difficult to rank similar
4. Zafar performance levels
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Now, as I told you I am giving some examples here to explain different kind of
comparative systems; in what happens this in simple rank order. What you are going to
do here is you are going to subjectively rank employees from best to worst. So, how it
happens? It is based upon the subject matter experts and their judgment which is very
very subjective in nature. So, there are five people say- Ramu Gopal Tushar and Zafar.
So, what you are going to do here? You are going to rank them based on your judgment
which one is the best, then the next best, then the next one, and then finally the last
person. So, when we want to compare the performance I using a simple rank order you
say that Ramu is the best performer and Zafar is the least performers, right. It is based on

the ranking depending upon what their performance is which is just subjectively, right.

So, what are the advantage of this? It is very simple, results are clear you can very see
that who, what is the rank of the employees and accordingly you can identify who is the
best performer right and who is the next best, but there are certain disadvantages. This
judgment is based on just to an dimension. There could be other things which are not
considered here, but it is not possible to consider in there. That is why simple rank order
is not used much, right. And what we are doing here only was rank in the performance of
then there; this is a results you are not considering the behavior, right. So, these are the

problems of the simple ranking.
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Alternation Rank Order

The supervisor initially lists all employees. YR
- Simple and easy to do
= Results are clear

0 = Uses two anchors (best and worst
Then, the supervisor selects the best ‘ :

'performer (#1), then the worst performer (#n), | YRR

- Judges performance based on one

then the second best (#2), then the dimension only
second worst (#n1), and so forth, alternating - Maybe d:l'l’iclflt 0 rank similar
from the top to the bottom of the st il

. - Does not specify threshold for
until all employees have been ranked acuptahleppa;f\{rnrmance
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Now, in addition to that you adopt a different method that is not a alternative ranking,
right. Alternative ranking what happens; so you will have a list of all employees then
supervisor the select the best performer, then and again the worst performers. So, first of
all what you do you; identify who is the best performer who is the worst performer, then
the second best, then the third best second worst. So, who is going to be number 2, who
is going to be number 4? So, alternating from the top to bottom the list of all employees

is prepared on the ranked.

Again it is simple and results are clear. And you are having two anchors best and worst,
right. But again it is based on the dimension only. So, those who are having similar
performance sometimes it is very difficult to rank them. And you are not able to specify
the threshold for acceptable performance, because that could be use for taking certain

administrative is development and this universe.
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Comparative systems

Paired Comparisons: in all possible pairs of
employees, subjectively rate which

employee is better
# of paired comparisons = (N? - N)/2
+ Example: N =4 5 6 paired
comparisons:
- Ramu > Gopal; Ramu >
Tishar; Ramu > Zafar
= Gopal > Tushar; Gopall »
Zafar

Advantages:
Thorough

Final rankings are more
accurate

Disadvantages:
Very time consuming
May encounter problem of

— Tushar > Zafar comparing “apples and
+ Example: N = 12 - 66 paired oranges”
comparison
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Third one, that is the comparison; paired comparison.

So, what happens in paired comparison? Suppose there are five people. So, you are
comparing everyone with each other, right. So, if you look at the previous example
Ramu, Gopal, Tushar, Zafar everybody is; right Gopal Tushar Zafar Ramu all of them are
going to be compared with each other. So, you are going for paired comparison. So, the

number of paired comparison is going to be N square divided by N by 2.

So, if there are 4 people you are going to have 6 pairs, right. So, the comparison is like
that: Ramu 1s compared with Gopal, Ramu is compared with Tushar, Ramu is compared
with Zafar. Now Gopal is compared with Tushar, Gopal is also compared with Zafar, and
then finally Tushar is compared with Zafar. So, if you are having 4 people you are
making 6 comparison, and then you again go for ranking only because it is a ranking but
what actually happens here that you are going for paired comparison; we are going to

pair it with everybody, each one is paired with everybody.

Now, this creates a problem provided there is a more number if there are few people you
can compare each other, but suppose there is 12 people. So, if you are having 12 people
then? The total number of comparison goes up, like you have to you look at the formula
that is N square minus N by 12. So, N square means 12 is the number, so 12 square 144
divided by N 12 how it comes it; it comes out 32; 132 divided by 2 so it comes out to be
66.



So, what I am trying to tell you that if you increase the comparisons then it is very
difficult to do this exercise, right because it is not possible to compare say more than 10
people at the same time. Suppose the 100 people. So, if there is N is 100 then what
happens? How many comparisons you are going to make? And the process you are lost

you are; it is very difficult to rank them properly, right.

So, if you have having less number of people then it is good, but if you are having more
number of people then you in compare certain problems. That is like looking at apple and
oranges; who is good who is bad when to put them, right. Similarly it is very time
consuming time; time consuming in the sense that if a so many people then how would

you to carry out the sacrifice. So, this is another problem.
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Relative Percentile

+ Asks raters to consider all ratees at the same | | Advantages:
time and to estimate the relative performance Simple and easy to use

of each by using a 100-point scale Evaluates specific competencies

+ include one such scale for each competency or overall performance

and also include one scale on which raters Disadvantages:

evaluate the overall performance of all May be difficult to consider all

emolovees. ratees at the same time

HA DA 0s : .
— —t— ] Time consuming if using several
0 o 0 scales for dlnfferent
competencies

Below Average Average Above Average
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Then another method is relative percentile, right. Relative percentile is that you ask
evaluators to consider all rate is at the same time, and to estimate the relative

performance of each using a 100 point a scale.

So, there are three people right Hare Ram Dayavathi Dhamodar suyog; so this three
people are there. Now if you look at this, you are going to use a scale from 0 to 100 and
were going to put them into three categories. So, you have put HR as average, DA is
between average and good; average and above average, and DS is what you call above
average, right. So, for each competency have one scale. And you are going to rate are

evaluate what you call the overall performance on that competency, right. It is good to



use and each competencies; for each competencies you are going to have one scale on
which is going to be measure, right. But difficult to consider all rate is at the same time,
because you are 3-4 people are there then you can rate them, but suppose are 100 people
for which you are going to rate on each competency then it is a very cumbersome job and
there time consuming also, right. And for each competency you are going to have

different scales.
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Forced distribution

Employees are apportioned according to

3 ST Advantages:
an approximately normal distribution. ‘ ' N
Evaluator must place a fixed percentage Categorizes employees into specific
of employees in each performance performance groups
category Ky
Facilitates reward assessment
* Example:

Competition may be good for

10% must be rated 5 = Excellent b
organizational performance

20% must be rated 4 = Very satisfactory

40% must be rated 3 = satisfactory Disadvantages:

20% must be rated 2 = Unsatisfactory Assumes performance scares are
10% must be rated 1 = Very normally distributed
unsatisfactory i

But what f the distribution being forced May discourage contextual
doesn't fit? performance and teamwork
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Then coming to another scale this is known as forced distribution. In case of forced
distribution what happens? Employees are evaluated based on normal distribution. So, let

me give an idea how it happens. When I am talking about normal distribution.
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This is a normal distribution right which is plotted got it to 3 sigma plus 1 sigma plus 2
sigma plus 3 sigma, right. And this side also we have plus minus 1 sigma minus 2 sigma
and minus 3 sigma; the two ends never made. So, this is the normal probability curve,

right.

So what you do: this is you treat as average performers, this is what you treat as good
performers and this is what you treat as bad performers. So, what actually happens? In
the process you try to use this distribution and forced employees to be put into one of
these categories which may not be good. Why, because if everybody is good then; and
you are going to force them then how would you force them into different distribution
systems. If everybody is bad then how would you identify them to be put into higher

categories, right?

For example, suppose you say that 50 is the average score on which you are going to
performance. So, say 65 80 and say 95; this side it is 35, 20 and say 5; so the range of the
courses from 5 to 95. But suppose everybody gets 75 and above then. And you are using
a forced distribution to put them into different categories, so this is a problem. Suppose
everybody is getting less than 50; sorry, less than 50 then how would you force them into

different categories?

So, this becomes a problem if you are going to use a forced distribution system, right.
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Forced distribution

Employees are apportioned according to

an approximately normal distribution. Advantages: ) : .
Evaluator must place a fixed percentage Categorizes employees into specific
of employees in each performance performance groups

ReEn Facilitates reward assessment

* Example:

Competition may be good for

10% must be rated 5 = Excellent L
organizational performance

20% must be rated 4 = Very satisfactory

40% must be rated 3 = satisfactory Disadvantages:

20% mUSt be I‘ated 2 = Unsatlsfactorv Assumes perfarmance scores are
10% must be rated 1= Very normally distributed
unsatisfactory i

But what if the distribution being forced May discourage contextual
doesn't fit? performance and teamwork
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So, in a forced distribution what happens? You will need to rate some people as
excellent, some people as bad. So, for example look at here 10 percent are rated excellent
20 percent treat as very good; 40 percent as good, 20 percent again not very good and 10
percent as bad. As I told you that everybody gets scores a 75 and 80 and above then how
would you distribute and force people to be part of either excellent, satisfactory, or very
good. As suppose everybody is bad then how would you force them to be in excellent?
So, this is why forced distribution is not very very effective in the process, right. But
many companies is they want to promote very few people what they do they use this
distribution and try to promote only those who are in the top 10 percent bracket; treating

them as are considering them excellent. So, the far not going to be promoted, ok.

So, basically you are trying to categorize people into different performance groups. The
idea is to reward them those who are doing very well, right. But they are go to be high
competition? Suppose everybody is very performing very well then what will you do are
everybody is performing very well then; it is possible to do only if the performance is
scores are normally distributed, as I told you. But if the performance distribution is not
normal then, it is not possible. And this discourages this contextual performance because

you are looking only at task performance, right. So, it is not very good.
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Absolute Systems

+ |tincludes Essays, Behavior checklists, Critical incidents, and Graphic

rating scales.

* Advantages:

- Can be used in large and small organizations

- Evaluations more widely accepted by employees

* Disadvantages:

— Higher risk of leniency, severity, and central tendency biases

— Generally, more time consuming than comparative systems
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Then, from relative systems you are moving to absolute systems and in absolute systems
what happens. We are talking about four different kinds of thinks that is: essay, behavior
checklist, and critical incidents, and graphic scale. The advantage is that you have
absolutely standards against which the performance is measured. And it is more accepted
by employees, right. But the disadvantage is that you may be lenient, strict are you great
everybody is average, right. And it is more time consuming then comparative systems.

And when these absolute systems are developed they are based on certain parameters.

So, that is very very important to understand.

(Refer Slide Time: 17:34)
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Rating scale

— graphic rating scale: subjectively rate the

employee’s performance on a labeled
numeric measuring scale

+ Rate overall job performance as well
as specific aspects of job
performance

* Example:
5= Excellent
4 = Very satisfactory
3 = Satisfactory
2 = Unsatisfactory

Use a graphic or just use
words?

Label all the points in the
scale, or just label the endpoints
of the scale?

Odd or even number of points
in the scale?

Fewer points in the scale, or
more points in the scale?

1 = Very unsatisfactory
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Now, look at it. Rating scales is a most common form of rating by the employees, sorry
by the organizations among the employees, right. So, what you do when you are going to
rate them basically you are looking at the performance and you have labeled numeric
measuring scales, like performance is measured against these 5 point scale, right. So, you
are measuring oral your performance or a specific aspect of the job performance using
this example. 5 is very excellent; so perform performance is very good we get 5 rating; if

we performance is very unsatisfactory they think gets 1, right.

So, this is how rating scales are used but there are certain problems, whether where using
only graphic or just words. And whether going to label all the points are in the scale and

label only the end points. Suppose you the rate only 1 and 5; this like this.
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See for example: this is a scale 1 2 3 4 5, right. So, it is defined 1 2 3 4 5 right. So, will 1
is the excellent and this is very poor. Suppose you identify only these point and these
points are not identified then. If there is no disruption then it is very difficult to do it,

correct.

So, you need to ensure that you are going to provide label to each one of them. And then
important issue is that what does it mean to say excellent performance. So, you also not
only give this, but also provide a description; what does it mean to say by excellent
performance; because, if you are saying excellent performance it means to say these

things, because it would help the rater to evaluate the performance of for it in a better



way and the ratio. How many points in the scale should be there? Whether it should go
for 5 point 7 point or otherwise say 9 point? As you increase the number of points,
suppose you say 1 234 56 7 8 9 what are the problems? As you increase the number of
points in the scale this creates more problem. And these problems are related to what?

How do you label them? This becomes a problem.

So, labeling the point is a problem, providing a description to these labels is a problem;
though it makes the job of a rater easy, but how would you label if you are increasing the
number of points and the ratio is there. Which is, whether you are going to have an odd
point to scale or and even point the scale, right. If you are going to have an odd point to
scale you can have a neutral point, right. For example, if a 9 point scale would be there
neutral point. Another issues related with it is going to be ascending order or not, or

whether you want to have a neutral point.

So, in most cases we try to avoid even points number because you do not have a neutral
point in that case, so it is x. It is generally recommended to have an odd point a scale, not
go beyond 7 point scale because it is very difficult to provide label and description to
more than 7 point scales, right. So, this is what we wanted to discuss it. That is there are
issues, but they were going to label all the points are only that top two points the first and
the last point; whether you going to use odd and even number of points in the scale
whether you want to have two points or more points in the scale. So, these are some of

the issues writing a scale, right.
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Graphic rating scale
* Advantages:

- Meanings, interpretations, and dimensions being rated are
clear

- Useful and accurate
~ Most popular tool
* Disadvantages:

= Time consuming and resource-laden to develop
— Lacks individualized feedback and recommendations
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Now, another advantage of this is graphic rating scales, where you are going to provide
label and interpretation of each dimensions are very very clear. It means graphic rating it
is a advantage of rating scale that for each label that were providing you provide a
interpretation and a meaning. So, it becomes more important and meaningful, right. But

going that is very very time consuming and it will the requires lot of resources.
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Behaviorally Anchored Rating Scale (BARS)

*  Replace the vague descriptors in a traditional rating scale with specific examples
of performance

+  Example: Customer assistance
+ 5=Expected to volunteer to help customer and to walk with customer

* 4 =Expected to walk with customer to desired product location when
asked for help by customer

* 3=Could be expected to tell and point customer to where the desired
product is located

* 2 =Could be expected to shrug shoulders and walk away when asked for
assistance by customer

* 1=Could be expected to hide from customers in the employee break-
room
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Then coming to another important scale which is a alternative or you can say, is a more

refined rating scale this is known as behaviorally anchored rating scale. In case of



behaviorally anchored rating scale what happens? You are going to replace the vague
description of a traditional rating scale with specific examples. Say for example: in case
of a restaurant there is a waiter and he is supposed to provide assistance to the customer.
So, this is the one competency that is to be measured on a 5 point scale. So, look at the 5

point scale.

So here what we have done, you have try to identify the behavior of the waiter on along
these points and each behavior are each point you are very clearly describing the kind of
behavior that is happening. Though it helps the supervisor the rate to better evaluate the
employees, but the problem is that writing this kind of descriptions for each of these
competencies is very difficult. For example, when you are saying customer assistance
and you say that expected to volunteer to help customers he gets better rating, but you
say that could be expected to structural as and walk away when asked for assistance by

the customer; so this is the bad rating.

Now, another issue is that whether the waiter is making all these behaviors are not, any
of these gives, and he is making a different behavior and still successful. Now the
problem is that whether you are able to capture the entire range of behavior related to

customer assistance or not, and then making a scale. So, this is a big problem.

(Refer Slide Time: 23:42)
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BARS (Continued)

+ A different scale will be needed for each aspect of
performance

* Advantages:
- Job-relevant measures of performance
- Involves employees in developing scales
Disadvantages:
- More work to develop BARS (time & money)

- Employees may not consistently fit into one of the BARS
categories
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So, the idea is that is you need a different scale for each category. It is good if you are
able to develop job relevant measures and you are able to develop a good scale then is

the best thing to do.

But it requires lot of time and money to develop these kinds of a scale; and employees
may not fit into the categories that you have identify. For example, he might be doing
something else but is still very successful, but that behavior is not captured, right. So,

these are some of the problems related BARS.
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Behavior Checklists

* Consists of a form listing Advantages:

behavioral statements Easy to use and understand
that are indicators of the Provides quantitative information
various COﬂ"IpGTGHCIES to Widechread usa
be measured. P
More objective than other systems
] " Disadvantages:

* The supervisor’s task is to M fg i T ;
Indltate (f.rchecku) dy eel Impersonal an Isconnecte
statements that describe Scale points used are often arbitrary
the employee being rated Difficult to get detailed and useful

feedback
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Then behavioral checklist; another absolute method, right; so you have a statements are

behaviors against with the performances evaluated.

So, you have various competencies, and supervisor what he is does he simply checks it
with that this behavior is shown by you are not, right. But here you are not looking at the
level at which is being done. So, the advantage is that you feel impersonal and
disconnected, because you do not have a scale point to use and you do not have detailed
information; you simply say whether this behavior is shown or not shown by the

employees, right; so in that way behavioral checklist or not that effective.
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Essays

*  Describing each employee's strengths and weaknesses and makes suggestions for

improvement.
*  Advantages:

*  Disadvantages:
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Essay is the most popular and the simple way to do the things, right. In essay what
happens you simply describe his strengths and weaknesses. You know that many

government organisms these kinds of confidential reports that supervisors write about

Simplest absolute method
Individualized for each employee
Can be done anytime

Potential for detailed feedback
Unstructured and may lack detail
Depends on supervisor’s writing skill
Comparisons virtually impossible

Lack of quantitative information; difficult to use in personnel decisions
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their subordinates is a part of essay.

So, they simply give a description in this confidential report in the form of essay
describing the strength and weaknesses of the employees and how they can improve. It
also have advantage because you know these each and every employees what they have
done what they have not done, and how they can be developed, but you may be biased
also. How good you are whether you very good articulate and write about the employees

right, suppose you have certain problems with the employees then you will not be able to

write good things. So, these are the issues related to the essay.
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Critical incidents technique

+ Involves gathering reports of situations in which employees exhibited
behaviors that were especially effective or ineffective in accomplishing
their jobs.

* Advantages:
= Focus on actual job behavior
— Provides specific examples
- Employees identify with rating
* Disadvantages:
= Collecting critical incidents can be very time consuming
- Quantification is difficult
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Then critical incident: in critical incidents what happens you are going to collect
information related to the employees which actually lead to very effective behavior or

very ineffective behaviors.

So, you are going to focus on actual job behavior of the employees and see that what
made him to perform well and what made him to perform poorly, right. So, you take
specified examples and then you rate employees. The idea here is that you identify those
critical incidents of behavior which contribute to performance of the employees. But one
of the disadvantages of this method is that it is very difficult to collect critical incidents,
right because it could be very time consuming and quantification is very difficult.
Because how would quantify each and every behavior in terms of measure, because

ultimately we are going to use a skill; rating a skill to measure the behavior.

So, for each critical incident whether it is very effective or not at all what you are going
to do, you are going to see that how it can be made more effective and you are going to

do it

Thank you very much.



