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The evaluation of job performance as a mechanism for meeting institutional
goals. A case study in the Risaralda, regional SENA

La evaluacion al desempeiio laboral como mecanismo de cumplimiento de las
metas institucionales. Un estudio de caso en el SENA, regional Risaralda
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ABSTRACT

Performance is crucial in the study of organizations since it correlates
with others, such as satisfaction, motivation, autonomy, or abandonment.
However, its role in meeting organizational goals constitutes a
fundamental and insufficiently explored topic. The purpose of the
study was to establish the importance of evaluating work performance
in organizations of the Colombian state sector and its influence on the
achievement of the objectives of the Sena, regional Risaralda. The study
had a mixed design that was developed as a case study. A literature
review was carried out, a questionnaire was applied, semi-structured
interviews were carried out, and inferences were drawn from participant
observation. The results point to a divided assessment of the EDL
performance evaluation as a tool for meeting the institutional goals of the
entity. In addition, the need to raise awareness on the subject, delve into
the perception of the factors associated with the process, and introduce

changes based on the data obtained was confirmed.
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RESUMEN

El desempeflo constituye una categoria de crucial importancia en el
estudio de las organizaciones, pues se correlaciona con otras, como la
satisfaccion, la motivacion, la autonomia o el abandono. Sin embargo, su
papel dentro del proceso de cumplimiento de las metas organizacionales
constituye un tema fundamental e insuficientemente explorado. Este
estudio tuvo como propésito establecer la importancia de la evaluacién
al desempeilo laboral en las organizaciones del sector estatal colombiano
y su influencia en el logro de los objetivos del Sena, regional Risaralda.
El estudio cont6 con un disefio mixto que se desarrollé como estudio de
caso; se realiz6 una revision de la literatura; se aplicé un cuestionario;
se realizaron entrevistas semiestructuradas y se extrajeron inferencias
de la observaciéon participante. Los resultados encontrados apuntan
a una valoracion dividida de la evaluacién del desempefio EDL como
herramienta para el cumplimiento de las metas institucionales de la
entidad. Ademads, a partir de los datos obtenidos, se comprobé la necesidad
de sensibilizacién sobre la tematica, de ahondar en la percepcién de los

factores asociados al proceso y la introduccién de cambios.
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INTRODUCTION

Job performance appraisal (JPA) is a crucial process for understanding how employees’ actions, behaviors, and outcomes
contribute to the achievement of organizational goals (Sophia & Sarno, 2019). Contextual and task-assigned performance
are types of employee behavior that contribute to understanding typical individual performance and performance on tasks
that require basic technical skills. Thus, their evaluation allows for measuring and analyzing employee performance to

improve efficiency and productivity (Manasia et al., 2022).

In this sense, performance appraisal provides a wealth of valuable information regarding employees’ strengths and
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weaknesses. Once processed, these data facilitate decision-making regarding training, promotions, and compensation
(Ullauri et al,, 2024). Therefore, it is fair to say that the JPA refers to a diagnostic tool in the prescriptive sense
and, at the same time, provides the organization with valuable potential to increase its performance through proper
process and human talent management (Petcu et al., 2021).

In this regard, one of the most significant benefits of professional performance evaluation is its ability to identify
talent within the organization (Santiago-Torner, 2023). By objectively assessing employees’ skills and competencies,
companies recognize those individuals with high potential for growth and development (Mouréo et al., 2022). This
then translates into the establishment of personalized career plans, the retention of key talent, and the mitigation
of weaknesses in their performance.

Nowadays, having detailed information on employee performance is an added value for companies, allowing them
to invest in talent management from a sustainable perspective oriented toward the organization’s future needs
(Na-Nan et al,, 2020). For example, companies frequently design specific training programs to incorporate new
knowledge or technologies, set realistic goals, and align individual objectives with organizational objectives.

Furthermore, performance appraisal improves the work environment and interpersonal relationships within the
company. Within the framework of an appropriate and salutogenic organizational culture, providing constructive
feedback to employees encourages open, transparent, and balanced communication. According to the literature,
proper management of the delivery and discussion of JPA results strengthens employees’ trust and commitment to
the organization (Peng et al,, 2020; Woznyj et al., 2019).

Since the early 1990s, Colombia has been implementing systems to evaluate the management and performance of
public officials. This system was conceived as a tool to measure the results of public administrators’ performance in
a timely and frequent manner; this has been a significant advance in this area, especially considering that corruption
and other similar evils acted as motivating factors. Although the system is in line with the standards commonly cited
at the international level, several shortcomings remain (Sindakis et al., 2024).

Consequently, it is crucial to investigate whether public administration is able to implement tools that unite
stakeholders to carry out performance management and improve the efficiency of the State and its institutions
in all processes. In addition to the aforementioned, the research process is based on an analysis of the difficulties
in measuring the work and personal performance of career officials at the National Learning Service (SENA),
Risaralda region.

The main objective was to determine the relevance of the JPA as a tool to meet institutional objectives in this
SENA region. To achieve the aforementioned general objective, a case study was conducted, beginning with two
literature reviews and a mixed-field research project. The findings are expected to facilitate the improvement of the
JPA in Colombian state entities, as well as the design of territorial public policies that connect the JPA with the
strengthening of organizations and the achievement of their goals.

METHODOLOGY
Type of Research

A mixed study was conducted with a descriptive scope and a sociolegal focus. This approach was designed to
move from current trends in the mainstream literature to the perceptions of SENA workers in the Risaralda region.
Ultimately, the purpose was to trace a linked process that would facilitate an accurate understanding of how the JPA
could help achieve institutional objectives from the perspective of the key actors in the process.

Research method and approach

An inductive case study was developed, focusing on the three fundamental sources of qualitative research:
literature, participants’ statements and criteria, and the researcher’s position as a lens. A triangulation system was
also constructed to allow the theoretical postulates to guide the interpretation of the participants’ experiences. The
researcher’s interpretation acted as a mediating criterion while maintaining objectivity and methodological rigor.
Therefore, the following research question was formulated as a guiding element:

Is job performance appraisal appropriate for establishing compliance with institutional goals, using the Risaralda
Regional Ministry of Education (SENA) as a case study?
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Based on this intention, the implementation of the JPA in the context of the study was defined as a case study.
Thus, the sample was intentionally identified, and workers subject to the process were selected as key participants.
The objectives were to obtain a sociodemographic profile, explore their perceptions of previously implemented JPA,
and determine their assessment of their contribution to achieving organizational goals. Iinally, the data collected
were triangulated with the results of the literature review and the researcher’s own perspectives.

Analysis of the literature

For the literature review, two studies were conducted in the Scopus database, based on bibliometric analysis
procedures and covering the period 2019-2024. First, an analysis of the main trends in job performance evaluation
in the broadest sense was conducted, seeking to explore the main trends. To do so, the search formula (TITLE-ABS-
KEY [job AND performance| AND TITLE-ABS-KEY [assessment]) AND PUBLICATION > 2018 was used.

Second, a more specific search was conducted, seeking to explore the relationship between job performance,
evaluation, and organizational goals. Therefore, the formula (TITLE-ABS-KEY [job AND performance| AND TITLE-
ABS-KEY [assessment| AND TITLE-ABS-KEY [organizational AND goals]) AND PUBLICATION > 2018 was used.

In both cases, the total number of publications, the frequency of publication by year, and the distribution by area
and type of publication were used as indicators. Additionally, the files were downloaded in .CVS format for analysis
in Excel and VOSviewer, specifically in the dimension of keyword co-occurrence overall, by author, and by indexer.

Empirical analysis

In the context of SENA, primary data collection was carried out using participant observation, a mixed
questionnaire, and semi-structured interviews with officials. A qualitative results matrix was also constructed, which
facilitated a detailed examination of verbalizations and the drawing of inferences. These results were subsequently
compared with data obtained from the literature and the field record composed of observations, inferences, and
assessments made by the researcher.

RESULTS
Literature analysis

The literature review began with a general search on job performance and evaluation. This procedure yielded a
total of 3438 articles, of which 2492 were cited, 29121 were consolidated, with an h-index of 62 and a peak citation
of 9157 in 2023, demonstrating the importance of the field and its growth. This stable trend can be observed in
figure 1; it is noteworthy that 509 articles were published in 2024; hence, production may exceed the 675 of 2023.

Figure 1.
Documents published per year in the Scopus database
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Regarding the types of documents published, research articles stood out, with a total of 2276 publications
representing 80.6% of the total (figure 2). Furthermore, there was a strong interest in knowledge dissemination,
with 437 conference papers (10.1%), as well as in reviews, which reached 180 publications (5.2%).

Figure 2.
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In terms of areas, the most notable was Medicine, with a total of 1382 publications, followed by Engineering
(n=841), Computer Science (n=651), and Social Sciences and Environmental Sciences, with 623 and 405
publications, respectively (figure 3). An interesting finding is that the areas considered to be the largest producers,
namely Psychology and Business Sciences (represented in various fields by Scopus), were not among the most
highlighted.

Figure 3.
Publications by area
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Regarding the analysis of the co-occurrence dimension of words according to the three analysis units indicated,
the analysis showed the human being as a central element, appearing in both the “all keyword co-occurrence”
and “index keyword co-occurrence” units. For all keywords, their structuring into four fairly distinct clusters was
observed, where terms related to categories specific to studies in the health sector stood out, appearing in all
clusters (figure 4).

Figure 4.
Co-occurrence analysis for all keywords
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These results were very similar to the analysis of the words according to the descriptors used by the indexers. In
this case, previously observed terms stood out, such as “performance assessment,” “job satisfaction,” “job analysis,”
“major clinical study,” “cross-sectional study,” and “psychology.” Among the topics that had not been reflected were
conflict, work overload, muscle ailments, disease severity, neural network analysis, and quality control (figure 5).

Figure 5.
Co-occurrence analysis for keywords according to indexers

[ ]
saeverity of.r-?;in dex

P .c -orl@r.
m:g-.ng,?;;:.w“ ?&i‘f ‘al.&sment

al _ o VL S Verityie C“‘“‘?&w&

ﬁhl n
nd(s

ntnﬂ Q‘
8% o0

ralna&f
s'!;sment

» L4
“ tga.lngo:
ficatichy- «
e 0, O "~ WeT.
L L4 :r‘arnshlp. d esl’ency
&VOSviewer

Source: own elaboration

hitps://doi.org/10.58763/rc2024330 5 Region Cientifica. 2024; 3(2)


https://doi.org/10.58763/rc2024330

The evaluation of job performance as a mechanism for meeting institutional goals. A case study in the Risaralda, regional SENA

Finally, the keyword analysis, according to the authors, revealed significant differences compared to the previous
two units (figure 6). First, six poorly differentiated and highly dispersed clusters emerged. The blue cluster featured
keywords related to data mining, assisted learning, and measurement processes. In contrast, the green cluster
featured “job satisfaction,” “job performance,” and “education” as the most prominent keywords.

Figure 6.
Co-occurrence analysis for keywords according to authors
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Once these general results were identified, a more specific search was conducted, aimed at exploring the
literature related to the role of performance evaluation in achieving organizational goals. The first relevant result
was the dramatic decrease in the total number of publications, which revealed a total of 30, with no clear trend
and a peak of seven documents in 2022 (figure 7). Regarding the citation distribution, 327 were recorded for 21
published documents, with an h-index of 10.

Figure 7.
Documents published by year with the organizational goals filter
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In terms of document types, less diversity was observed, with a considerable majority of research articles (n=26)
representing approximately 87% of the total publications (figure 8). The low presence of review articles is notable,
at only 3.3% (n=1). These results, when compared with the distribution of citations, point to a nascent field oriented

toward the problematization and exploration of new lines of research.
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Figure 8.
Approximate distribution of documents with the organizational
goals filter
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Regarding the subject areas, results similar to those found in the general search appeared. In this case, social
sciences and medicine, with 17.2% and 12.5%, respectively, were the subject areas with the highest number of
publications (figure 9). Due to the small sample, these percentages do not represent significant differences in terms
of frequency; the difference between social sciences (n=11) and engineering (n=>3) is just eight publications.

Figure 9.

Publications by area with the organizational goals filter
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Regarding the analysis of the co-occurrence dimension, a similar concern was observed regarding the human
being as a key element, although not with the same centrality in the case of “all keyword co-occurrence,” where

” s ”

three fundamental categories did appear: “job satisfaction,” “job performance,” and “performance assessment
(figure 10). Furthermore, other important categories in organizational studies related to the evaluation of results
and the evaluation of the institution emerged in this unit of analysis.
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Figure 10.
Co-occurrence analysis for all keywords with the organizational goals filter
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In the “index keyword” analysis unit, the same degree of similarity seen in the comparison of figures 4 and 5
(figure 11) was not found. One result that did coincide was the dispersion observed in figure 6, although the smaller
sample size and its impact on the frequencies of occurrence must be taken into account. Most of the relevant
terms previously observed appeared in this unit; sustainable development was the most notable visible addition,
an aspect that has been contrasted in the literature and whose result revealed the relationship with abandonment,
self-efficacy, satisfaction, and performance (Al Aina & Atan, 2020; Ghabban et al., 2019; Yu et al., 2020).

Figure 11.
Co-occurrence analysis for keywords according to indexers with the organizational goals filter
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Finally, in this dimension of analysis, the co-occurrence unit—according to the authors—showed seven small and
well-differentiated clusters, where the cluster related to job satisfaction was the center (figure 12). In this analysis,
two critical terms for JPA appeared in the same cluster: the evaluation itself and justice, related to the subjective
value assigned to the process. Other studies identified through VOSviewer highlighted the relationship between
these categories (Ghoudarzi et al., 2019).

Figure 12.
Co-occurrence analysis for keywords by authors with the organizational goals filter
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Impacts of the JPA as an effective tool for meeting institutional goals in the SENA, Risaralda region

Fieldwork began with the administration of a structured, ten-question mixed-choice questionnaire, with the
option to expand the response based on the participant’s perceptions of specific questions about the JPA. The format
was designed to capture the most salient opinions regarding the process over the past four years. Additionally, with
the support of a semi-structured interview, perceptions were explored regarding the objectivity, effectiveness, and
benefits that the JPA contributed to improving workplace conditions and performance.

Participants were asked to provide informed consent to participate in the research. Furthermore, the purpose
of the study and the importance of their opinions were explained to them, they were provided with the required
information, and their right to decline full or partial participation was reaffirmed. In this way, ethical principles were
observed, and participants were facilitated to complete the techniques with accurate answers, voluntarily and in an
environment of safety and well-being.

Figure 13.
Age of respondents
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It is important to begin analyzing the results based on the demographic characteristics of the respondents, who
belong to the human resources and administrative career group of SENA, Risaralda region. As figure 13 clearly
shows, the majority of respondents are between 50 and 60 years old (58%), while the remaining 42% represent
individuals and officials of this entity between 38 and 49 years old. This demographic characterization, being
located in the stage of full adulthood, lends a greater level of credibility to the responses and opinions. The factors
the interview participants considered were work experience, career path, knowledge about performance appraisal,
the impacts generated by this process, and its importance for organizations. This result was positively contrasted in
the literature, particularly emphasizing the category “organizational objectives” (Arokiasamy et al., 2023).

Regarding the gender of the respondents who provided their opinion in order to identify the impacts of the JPA,
it was found that 33% were female and 67% were male (figure 14). This difference in the gender distribution of the
participants is a factor to be taken into consideration, as it could influence the way in which processes such as job
satisfaction, gender bias in the evaluation itself, and the effects of scrutiny occur (Diaz et al,, 2023; Rasmussen et

al,, 2021).

Figure 14.
Gender of respondents
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Next, in the demographic characterization of the respondents, it was found that 67% of the employees have
postgraduate education, and 33% are professionals with undergraduate degrees and technological careers (figure 15).
This result points to a high cultural and professional value among the respondents, which indicates an organization
with the potential for innovation and decision-making in demanding situations and with an innovative approach
(Garcia-Lopera et al., 2022; Hossin et al., 2022).

Figure 15.
Schooling of respondents
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Based on these indicators, the respondents were characterized according to their experience in the organization
and their knowledge of the concepts and regulations of the JPA process. At this point, it was observed that the
majority of respondents had been administrative career employees for more than 10 years (50%). These individuals
were followed in order by participants who had been in the position for 2 to 4 years (34%) and, in equal percentages,

those who had been in the position for 10 years and less than 2 years. This result points to an organization with
committed employees, an adequate retention rate, and low staff turnover (Guzeller & Celiker, 2019).

Figure 16.
Time as an employee in the SENA administrative career
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When examining their current job level, it was found that 59% of employees hold missionary positions, followed
in percentage order by technicians, with 25% of jobs, and 16% by professional-level positions. This result suggests
that, although a high number of permanent positions are held, these respond to the dynamics of the organization
(Campos et al.,, 2022).

Figure 17.
SENA job level
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After demographically characterizing the participants’ qualities, the objective was to identify the theoretical
and normative foundations of the JPA. In this regard, the research was organized based on knowledge indicators to
assess how the process was represented. In the interviews, it was found that key participants pointed out elements
such as “measurement and evaluation of attributes for the established job,” “determination of productivity indices
over a period,” and “diagnosis of the needs for improvement of the worker in their position.”
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Likewise, the recognition of the regulations governing this administrative procedure and the valuation purpose
that was attributable to it was also appreciated. This result implies that participants understand the importance of
specifying their performance in qualitative and quantitative terms (Lopez-Cabarcos et al., 2022). Furthermore, they
affirmed that the JPA is legally established as an instrument for improving organizational management, so their own
performance will be compared with that of the organization based on the established objectives. This is supported
by the data analyzed, which showed that 75% of career administrative employees have read the manual through
which the JPA is conducted in the institution (figure 18).

Figure 18.
Knowledge about JPAs in the SENA
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These results must be examined through the lens of the decision-making process of the committee that regulates
it. Thus, 92% participated in the performance evaluation process, a fact that demonstrates the contribution of the
JPA to the functioning of the regional SENA during the period studied.

Figure 19.
Participation in previous JPAs
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These results are also influenced by the established timeframes, which—according to those interviewed—
generally correspond to a semiannual basis under normal conditions. However, participants also noted the presence
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of exceptional procedures in cases where they were warranted. Therefore, the analysis of the corresponding results
showed that 76% participated in the JPA in a normative manner, while 16% participated in addressing the issue
of performance appraisals based on work-related issues. Finally, 8% stated that they only participated in these
procedures for temporary situations, which are defined according to expected performance and are subject to legal
recourse regarding the final decision.

Figure 20.
Frequency of participation in JPA SENA
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In the interviewees’ discourse, this exceptionality was represented as a necessary evaluation process in the face
of substantiated evidence that the worker in question did not meet the established performance standards. This
performance was further classified using categories such as “motivation,” “relevance,” “professional development,”
and “adequate selection.” This indicates that performance can also be measured at the cultural level as a stable set
of qualities (Hernandez et al., 2024; Tisu et al., 2020).

”

Precisely, the triangulation of the data allowed us to understand that this set of traits acts as a subjective
bridge between individual performance, seen as the fulfillment of tasks or activities, and the institution’s mission,
represented through its goals. When investigating the matter, the relationship between functional tasks and
activities and the mission of the center (area/department/unit) showed that 92% were able to identify the existing
relationship, while 8% responded negatively to this matter (figure 21).

Figure 21.
List of activities/tasks versus institutional mission of SENA

100%
90%
80%
70%
60%
50%
40%
30%
20%

10%

0%
Yes No

Source: own elaboration
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This relationship between the activities and functions they perform in their department or center and the
entity’'s mission and management was demonstrated in the interview results through practical examples. This result,
when compared with the literature, indicated that the JPA is an important tool for measuring the effectiveness of
performance and results management in public and private entities (Peiré et al.,, 2020).

Regarding whether participants receive feedback in their jobs, once the respective job performance assessment
was conducted—whether outstanding, satisfactory, or unsatisfactory—it was found that the majority do receive
it. The highest prevalence was found for the application twice a year (50%), followed by once a year (42%), and
the remaining 8% reported receiving feedback more than twice a year (figure 22). This percentage includes those
officials who, due to unforeseen circumstances or the occurrence of a sporadic event or problem, were required to
receive a JPA and the corresponding feedback.

Figure 22.
Feedback after the JPA in the SENA workplace
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The above results were contrasted through data triangulation, which established that the JPA lacks sufficient
impact if feedback is not provided to facilitate the management of necessary corrective measures or, as appropriate,
to incentivize the good performance achieved.

Figure 23.
Effectiveness of the JPA for assessing SENA institutional goals
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One of the key questions posed was about perceiving the performance appraisal process as objective and
effective. The responses showed that 58% believe the JPA meets the required objectivity and effectiveness, which
aligns with current regulations on this matter. However, it is important to note that 42% (figure 23) did not have a
positive perception of this tool in terms of its effectiveness. Considering the overall results from the observations
and interviews, it was established that this is a very high figure, based on what was expected.

When asked, respondents expressed that it is not adequately effective because “an evaluation is carried out with a
very subjective component, which depends on the evaluator’s perspective, which often does not support their grade”
(PC1). Another participant stated that “sometimes, the JPA focuses on very operational aspects and has unclear
commitments” (PC5). These results indicate the need to clarify the indicators and procedures for establishing
the classification granted. In this way, the workers’ weaknesses, strengths, and opportunities for developing their
competencies would be visible within the framework of expected performance.

Then, after an assessment of the aforementioned premises, disparate arguments were found, along with a
variable representation in terms of “for” and “against.” When directly inquiring about the benefits and advantages,
it was found that 50% perceived having obtained significant benefits from implementing JPA processes. However,
the remaining 50% agreed that the benefits are limited. Consequently, it was found that there is a need to broaden

our understanding of perceived benefits and their role in job design, ongoing training planning, and incentive
management.

Figure 24.
Benefits obtained with the implementation of the JPA in the SENA
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Finally, in this dimension of analysis, the scope for improving the level of performance and job performance in
the workplace was identified. The results showed that the scope of the process was moderately significant, with 42%
of the responses (figure 25). In contrast, 33% considered the growth in performance to be somewhat significant.
The final result for this indicator indicated that 25% perceived the scope of the JPA processes and their feedback
as very significant.
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Figure 25.
Scope of the JPA process in institutional improvement and performance at SENA
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CONCLUSIONS

Based on the findings and their triangulation, it can be concluded that the JPA is a fundamental process in
the organization studied, but it can also be generalized in the context of its contribution to achieving goals for
other organizations. This essential nature and its potential contributions are due to the fact that it allows for the
measurement and analysis of employee performance in relation to the established goals and objectives, both for
them and the organization.

In this sense, when the JPA is conceived, designed, and applied as a tool for improving organizational functioning,
it not only provides feedback on the work performed in quantitative or subjective terms by the evaluator; it also
contributes significantly to the success and effectiveness of management by offering a more solid picture of the
individual-group-organization dynamics.

Furthermore, it was found that performance appraisal fosters employees’ personal and professional development.
However, if feedback is insufficiently clear, the JPA fails to promote the identification of growth opportunities or
allow for the establishment of individual goals that contribute to achieving organizational objectives. Therefore, it
is crucial that the JPA is not limited to granting a rating/classification but rather a set of data integrated into the
creation of specific training and development plans to enhance internal talent and ensure employee retention based
on the objective-performance dyad.
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