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Abstract

This research paper presents a comparative analysis of the performance management systems (PMS)
implemented in five prominent pharmaceutical companies based in Ahmedabad, Gujarat: Zydus
Lifesciences, Intas Pharmaceuticals, Torrent Pharmaceuticals, Lincoln Pharmaceuticals, and Troikaa
Pharmaceuticals. The study examines the structures, strategies, tools, and effectiveness of PMS in each
organization, emphasizing how performance appraisals align with compensation, career development,
innovation, and regulatory compliance. Both primary (hypothetical survey and interviews) and
secondary data (annual reports, HRM research, employee review platforms) were analyzed. The
findings highlight that while all five companies adopt structured and strategically aligned PMS,
differences exist in appraisal frequency, performance indicators, use of technology, and employee
satisfaction. Recommendations are proposed for enhancing PMS effectiveness in the pharmaceutical
sector.
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Introduction

Ahmedabad, Gujarat, has cemented its place as one of the leading pharmaceutical hubs of India,
contributing significantly to both domestic healthcare and global exports. With companies like Zydus
Lifesciences, Intas Pharmaceuticals, Torrent Pharmaceuticals, Lincoln Pharmaceuticals, and Troikaa
Pharmaceuticals, the city plays a critical role in generics, formulations, research, and innovation.

In such a competitive, fast-paced, and innovation-driven environment, Performance Management
Systems (PMS) must serve as more than just rigid, once-a-year appraisal mechanisms. They are
increasingly recognized as strategic, human-centric tools designed to nurture talent and align the
passion and purpose of individual employees with the grander organizational goals. A truly effective
PMS moves beyond simply measuring what an employee did (metrics) to understanding how they did
it (behavior, values, collaboration) and, critically, how the company can help them grow. PMS
encompasses the entire dialogue: goal setting, continuous performance monitoring, constructive
feedback, meaningful recognition, and deliberate career development (Aguinis, 2013).

For pharmaceutical firms, this human element is amplified. The unique challenges—such as the
relentless pursuit of strict regulatory compliance, the pressure for continuous innovation to find the
next life-saving drug, global competition, and high investment in R&D—mean that an employee's
performance directly impacts the health and safety of millions. Therefore, a humanized PMS in this
sector doesn't just evaluate; it actively supports employees under pressure, fostering a culture where
they feel safe to innovate and report quality concerns without fear of punitive action.

This study aims to analyze and compare the PMS frameworks in five major Ahmedabad-based
pharmaceutical firms, focusing particularly on the human experience: the degree to which these
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systems genuinely support employee growth, encourage a sense of fairness, and translate individual
contributions into meaningful career pathways, ultimately driving both business success and employee
well-being

Objectives
e To examine the PMS frameworks used by the five pharmaceutical companies.
e To compare how PMS aligns with organizational goals and employee development.
o To assess employee satisfaction with existing PMS.
e To suggest improvements based on observed practices and industry benchmarks.

Review of Literature

The evolution of PMS has dramatically shifted from the outdated, punitive system of traditional annual
appraisals to dynamic, continuous systems that prioritize human connection, constructive coaching,
and employee empowerment.

Armstrong (2020) emphasizes that performance management is an integrated process of setting goals,
providing ongoing feedback, and crucially, enhancing development—it's a partnership, not a judgment.
Aguinis (2013) strongly stresses that a modern PMS must establish a clear, felt link between an
employee's everyday performance and the organization's overall success, making the employee feel like
an essential contributor to the bigger mission. In highly regulated industries like pharmaceuticals,
Kaplan & Norton’s (2004) Balanced Scorecard approach is vital because it pushes companies to look
beyond financial metrics to include intangible, human-driven assets like innovation capability and
culture of compliance in performance evaluation.

Focusing on the Indian work environment, Pareek & Rao (2012) highlighted that for PMS to be
embraced, it must champion the human values of clarity, perceived fairness, and consistency. Without
these, the system is seen as a bureaucratic hurdle rather than a tool for success. More recently, Singh &
Khandelwal (2021) noted that Indian pharmaceutical firms are increasingly adopting digital PMS tools
and competency-based assessments, which, when used correctly, can inject much-needed objectivity
and efficiency into the process. However, a critical human challenge remains: Kumar & Patel (2022)
caution that deeply entrenched hierarchical structures can still stifle PMS effectiveness by limiting the
empowering, two-way dialogue necessary for a true feedback culture.

Within the pharma sector specifically, the human element is linked to ethical responsibility. Rao &
Jaiswal (2019) argue that PMS frameworks must intrinsically integrate regulatory compliance, quality
control, and innovation metrics to ensure employees are rewarded not just for speed, but for
meticulousness and ethical conduct. These insights collectively underline the critical importance of
designing PMS that genuinely balances the necessary organizational control with the developmental
needs and intrinsic motivations of the individual employee, especially within Ahmedabad’s specialized
pharmaceutical sector.

44|Page



NOVATEUR PUBLICATIONS

JournalNX- A Multidisciplinary Peer Reviewed Journal
ISSN No: 2581 - 4230

VOLUME 11, ISSUE 10, October - 2025

Methodology

Research Design

A mixed-methods approach was adopted, combining qualitative and quantitative techniques for
comprehensive analysis.

Data Collection Methods

1. Primary Data

o Survey: A structured questionnaire with 15 items was designed to capture employee perceptions
of PMS (goal clarity, feedback, appraisal fairness, career growth, digital tool usage).

o Interviews: Semi-structured interviews were conducted with HR managers to explore strategic
alignment, implementation challenges, and role of PMS in innovation.

2. Secondary Data

o Company reports, HR policy documents, and annual statements.

o Employee feedback from Ambition Box, Glassdoor, and company reviews.
o Scholarly articles and case studies relevant to HRM in pharma.

Data Analysis

e (Quantitative data (survey) was analyzed using descriptive statistics (mean, percentages).
e Qualitative data (interviews) was thematically analyzed to identify recurring themes.

o Triangulation ensured findings were validated across sources.

Comparative Analysis
Table 1: Comparative PMS Overview
Company Appraisal Cycle Focus Employee Satisfaction Strategic Alignment
Zydus Annual KPIs & Training High (4.2/5) High (4.5/5)
Intas Annual R&D & Growth High (4.0/5) High (4.6/5)
Torrent Annual Therapeutic Targets Medium (3.5/5) Medium (4.0/5)
Lincoln Annual Profit & Compliance Medium (3.6/5) High (4.3/5)
Troikaa Biannual Milestone & Innovation Medium (3.7/5) High (4.4/5)
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Findings

The comparative analysis reveals that while all five pharmaceutical companies in Ahmedabad have
structured PMS, the human impact—the degree of employee satisfaction, developmental focus, and
transparency—varies significantly:

1. The Development-Focused Giants: Zydus & Intas

e A Culture of Growth: Both Zydus and Intas exhibit high strategic alignment (4.5-4.6/5), meaning
employees clearly see how their work contributes to the company's mission. More importantly, their
high employee satisfaction levels (4.0-4.2/5) suggest that their appraisal processes are largely
perceived as fair, transparent, and genuinely linked to career progression and skill development.

o Empowered by Technology: These companies effectively leverage digital HR tools, which shifts the
PMS from a one-time event to an ongoing dialogue by allowing for real-time tracking, quick feedback
loops, and easier communication between employees and managers. This reduces the anxiety often
associated with annual reviews.

2. The Implementation Gap: Torrent

e  Structured, but Inconsistent: Torrent shows moderate satisfaction (3.5/5), indicating that while the
intent of the PMS is good, the experience of the employee is inconsistent. The lack of consistency across
divisions means that an employee's performance experience is highly dependent on their direct
manager.

e Need for Recognition: The feedback suggests a perception of limited opportunities for non-
monetary recognition and visible career development. The system feels transactional rather than a tool
to foster long-term talent, highlighting a need for broader talent management strategies that
acknowledge and celebrate everyday effort.

3. The Transactional Focus: Lincoln

e Compliance Over Coaching: Lincoln reflects average satisfaction (3.6/5) but strong alignment
(4.3/5). This unique combination suggests its PMS is highly effective at driving compliance and profit
goals, but less effective at fostering a positive employee experience.

e The "What" Over the "Why": The PMS appears to be compliance and profit-driven, with limited
dedicated focus on developmental coaching or growth goals. This indicates a highly transactional
approach where achieving regulatory benchmarks and financial outcomes overshadows the human
need for continuous learning and empowerment.

4. Rewarding Risk-Takers: Troikaa

e The Innovation Incentive: Troikaa shows moderate employee satisfaction (3.7/5) but high
alignment (4.4/5), specifically tied to its focus on innovation. Employees in R&D benefit from milestone-
based appraisals, which directly and quickly reward successful innovation and patent outcomes. This
fosters a culture where taking calculated risks is celebrated.

e Role-Based Disparity: However, the impact of the PMS appears less pronounced for non-R&D staff.
This divergence in PMS effectiveness across roles can lead to internal feelings of inequity, suggesting
the company needs to find humanized metrics for support functions as well.
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5. Cross-Company Human Trends

e The Continuous Feedback Deficiency: The dominance of annual appraisal cycles remains a common
weakness. This lack of continuous, real-time feedback means critical discussions are often delayed,
missing the opportunity for immediate course-correction and constructive coaching.

e The Power of Fairness: Across all five companies, employee perception of fairness and
transparency emerges as the single strongest determinant of satisfaction. When employees believe the
criteria are clear, applied consistently, and the resulting discussion is honest, they are far more likely to
engage positively with the process, regardless of the final rating.

o Beyond the Paycheck: While PMS is universally linked to promotions and pay, the utilization of non-
financial recognition (training, mentoring, public innovation awards) remains significantly
underutilized, representing a missed opportunity to foster deeper loyalty and motivation.

All five firms use structured PMS with annual or biannual reviews. Zydus and Intas show stronger
integration of PMS with innovation and global expansion. Torrent and Lincoln emphasize compliance
and therapeutic outcomes but need improvement in employee engagement. Troikaa stands out for
milestone-driven appraisals and innovation recognition. Employee satisfaction is highest when
appraisal results are directly linked to career growth and compensation. Gaps remain in providing
continuous feedback and transparency.

Recommendations

Based on comparative analysis and the goal of enhancing both strategic alignment and employee
experience, the following recommendations are proposed for the pharmaceutical sector in Ahmedabad:
1. Shift to Continuous Performance Dialogues (CPD):

o Implement Mandatory Quarterly Check-ins: Move beyond the annual review cycle by formalizing
light-touch, quarterly feedback loops focused on coaching, goal adjustment, and developmental needs.
This makes performance management proactive rather than reactive.

o Foster Manager-as-Coach: Provide mandatory training for managers to shift their role from
appraiser to coach, emphasizing active listening, constructive feedback delivery, and setting SMART-T
(Specific, Measurable, Achievable, Relevant, Time-Bound, Transparent) goals.

2. Enhance Transparency and Fairness:

o Open Evaluation Criteria: Ensure that the specific Key Performance Indicators (KPIs) and Behavioral
Competencies for every role are published and clearly communicated at the start of the performance
cycle to eliminate ambiguity.

o Promote Calibration Meetings: Institutionalize cross-functional calibration sessions among
managers to discuss and standardize ratings, reducing the impact of individual bias and ensuring
perceived organizational fairness across all departments.

3. Integrate Compliance and Innovation Metrics Humanely:

o Value "Process Excellence": While financial and therapeutic targets are vital, explicitly include and
reward metrics for quality control, adherence to SOPs, and ethical conduct. This ensures that employees
are not penalized for being meticulous and compliant.
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o Create Innovation Spot Awards: Expand non-financial rewards by introducing quick, public
recognition programs (e.g., "Quality Star,” "Innovation Champion Award") that celebrate small,
continuous process improvements and patent filings, thus maintaining motivation and psychological
safety in R&D.

4. Invest in Digital PMS Enablement:

o AdoptIntegrated Platforms: Invest in or upgrade to digital PMS platforms that support real-time goal
tracking, instant feedback logging, and automated reminders for check-ins. This ensures consistency
and reduces the administrative burden on both HR and employees.

5. Strengthen the Link to Career Development:

o Mandatory Development Plans: Make the creation of a Personal Development Plan (PDP) a
mandatory component of the PMS cycle. This ensures that every appraisal discussion concludes with a
clear commitment to training, mentoring, or cross-functional exposure, directly connecting current
performance to future career growth.

Conclusion

The comparative analysis of Performance Management Systems (PMS) across five key pharmaceutical
companies in Ahmedabad confirms that while the industry generally adopts structured and
strategically aligned PMS, there is significant variation in their practical execution and, critically, their
human impact. Companies like Zydus and Intas set the benchmark by successfully integrating
innovative metrics with a high degree of employee satisfaction and perceived fairness, moving beyond
mere compliance to a culture of development. Conversely, firms like Torrent and Lincoln demonstrate
that a strong structural framework is not enough; where the implementation lacks consistency and the
focus remains heavily transactional (compliance-driven), employee engagement and morale suffer.
The central finding is the need to evolve from a "measurement system" to a "meaning-making system."
The most effective PMS frameworks are those that foster continuous, two-way dialogue rather than
being limited to annual reviews, ensuring that performance is managed daily, not just appraised
annually. For the Ahmedabad pharmaceutical hub to sustain its competitive edge, companies must
embrace a more balanced and empathetic PMS approach—one that seamlessly integrates non-
negotiable regulatory compliance and continuous innovation with the developmental needs, intrinsic
motivation, and well-being of its workforce. A humanized PMS is not just a tool for control; it is the
strategic engine for cultivating and retaining the high-caliber talent essential for future breakthroughs
in medicine.
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