CHAPTER ONE

INTRODUCTION

1.1Introduction

People differ in their abilities and their aptitsd@here is always some difference between the
quality and quantity of the same work on the sambhebeing done by two different employees.
Therefore performance appraisal is necessary watynorganisation or work environment in
order to understand each employee’s abilities, @emnzies and relative merit and worth for the
organisation. According to Shahdeo (2000) perforreappraisal is necessary to measure the
performance of employees and the organisationéclcthe progress towards the desired goals
and aims. Performance appraisal helps to rategtfermance of employees and evaluate their
contribution towards organisational goals. ShadH{@600) stated that if the process of
performance appraisal is formal and properly stngd, it helps the employees to clearly
understand their roles and responsibilities and divection to the individual’s performance .It
helps to align the individual performance with orgational goals and also review their
performance. However, Anderson (1994) reportedttifeperformance appraisal process often
makes everyone tense, perhaps because many sopeaiisl sub-ordinates have little training

in the objectives, foundations, and delivery offpenance appraisals.

The government, which has different departmentduding the Department of Social
Development, has also implemented the performappesal system, basing itself on the
principle stipulated in the Public Service Reguasi(2001,p.34) as follows: “the principle of
performance appraisal is to manage employees’ peéioce in consultative, supportive and non-
discriminatory manner in order to enhance orgaiuisat efficiency and effectiveness,
accountability for the use of resources and théeaelment of the result. Performance appraisal
system is to be linked to broad and consistentsplanstaff development and align with the
department’s strategic goals. The primary orieatatf performance appraisal shall be

development but shall allow for effective responsiesonsistent inadequate performance and for
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recognising outstanding performance. Performanpeségal procedures are aimed at minimising
the administrative burden on supervisors while na@ning transparency and administrative

justice.”

This introductory chapter describes the researchlpm and rationale for the study, including its
parameters or delimitations. In addition, an ovewis provided of the research design and
methodology, the limitations of the study and thgamisation of the report.

1.2 Statement of the problem and rationale for thatudy

Although the private sector in South Africa is wsperformance appraisal systems to ensure that
employees know and understand what is expectdteaf ind to manage performance against
company goals, the public sector adopted this a@gbronly in 2001. Therefore it is still new and
causes discomfort because it is a change that gegddave to get used to. The researcher has
experienced and observed that employees do notehelear understanding of the process, as
they were not given a chance to participate indémgn of the system and rarely have a sense of
ownership. They seem to approach the system negjgtas they were not involved. Thomas
(2004, p. 11) emphasises that “due to lack of mswilent of the employees in the design of
performance appraisal system, it is often not tleaticulated and there is no training offered

for employees to understand how it operates.” lFeuntiore, most of the studies on performance
management seem to concentrate more on the pribegsen perceptions of employees. Josh
(2008) has conducted a study of the attitude ofleyees about the performance system. In his
study he recommended that more research has tortgevehich can focus on how employees see
themselves in the whole process. His study alsealed that most of the employees have
negative attitudes towards the system as they tihawe any ownership of the system. His study
seems not to cover the perceptions of appraisersygpraisees about the procedures, atmosphere
and its achievements involved in the whole prooéske performance appraisalVithin the
Department of Social Development there is no feekllsgstem in place to investigate whether
the system is well understood by employees. Sha(it¥i)) has emphasised that once
performance objectives and standards are estath]iie supervisor should observe employees'
performance and provide feedback. Supervisor ofl@ephave the responsibility to recognise

and reinforce strong performance by an employeg jdentify and encourage improvement



where it is needed. The supervisor should provifterinal feedback almost every day. Feedback
generally plays a critical role in the employeesstinued success and ability to meet

performance expectations.

Williams (2002) has also highlighted that feedbecthe key element in a successful
performance evaluation. With feedback, employeededter gauge their performance, and
supervisors learn the most effective ways to mégithem. As a result, supervisors can approach

the appraisal process in a positive manner, feefiace like helpers than judges.

There seems to be a lack of studies on performapirisal, as reported by Thomas (2004, p.
13) “how performance appraisal is perceived byrsaé@d ratees and the effects of different
system designs or processes on employees attiindesrganisational performance have not be
properly studied. “Therefore, this study was conddavith the aim of exploring the perceptions
and experience of employees in the Thabo-Mofutsamgad Xhariep districts about the present

performance appraisal system practised in the Depat of Social Development.

It is likely that the findings of the research Wik helpful to the occupational social worker as
they will assist in understanding how employeesur@@nd understand the performance
appraisal system. This will assist the occupatisoalal worker to provide feedback to enhance
and improve the performance appraisal system anel@einterventions to address the different
concerns. Furthermore, the study will contributéht® knowledge of the Department about the
appraisal system and might lead to reviewing thstiex policy so that the participation of
employees in the implementation of the performappraisal system can be accommodated.
TheGale Encyclopedia of Small Busing2602) has stated that a performance appraistdrys
is effective only if employees have be given thparfunity to participant during its
development, and if it is properly communicated anderstood by employees it improves the

company'’s productivity.

1.3Scope of the study
The study was conducted within the Department afé®evelopment, Free State Province.
There are five districts in the Free State Proviacel the two districts that were involved in the

research study were the Thabo-Mofutsanyane andefhdistricts. The study targeted



employees who occupy different positions within degpartment such as social workers,
community developer practitioners, security guamig the administrative officials who offer

corporate services.

1.4 Purpose of the study
The purpose was to explore the perceptions andiexjges of the employees in the Thabo-
Mofutsanyane and Xhariep districts with regardhi® present performance appraisal system

practised in the Department of Social Development.

1.5Research methodology

The research strategy or approach utilised wastgtiad and exploratory in nature. The
participants were employees of the Department ofab®evelopment who are appraisers and
appraisees. The study employed purposive samplinigh is a type of non-probability sampling
for the selection of appraisers, and convenienggbag for the selection of appraisees. For data
collection, a semi-structured interview scheduls wsed during one-to-one interviews with the
respondents. The researcher personally conduatadttirviews with 20 employees from the
department.10 participants per district were intawed in order to enhance the reliability of the
study. In addition, informed consent was obtairredfall the participants of the study in order
to further enhance reliability. Data was analyssidig thematic content analysis. This was done
by firstly organising data, whereby specific faabsut the performance appraisal system were
arranged in a logical order. Then categorisatiodat& followed. These categories were
identified so that they could help to cluster tiagadnto meaningful groups. Interpretation of
single instances was the next step done, wheramyjfgpdocuments, occurrences, and other bits
of data were examined for specific meanings they thight have in relation to the performance
appraisal system. Data and its interpretations weme scrutinised for the underlying themes and

other patterns. An overall portrait of the studyswanstructed and conclusions drawn.

1.6 Limitations of the study
The study had certain limitations that can be aldiied as follows:



1.6.1 Pre-testing of the research tool

The research tool was not pre- tested due to tonstcaints and officials from the Motheo
district who did not want to cooperate. During timee that the researcher wanted to pre-test the
research tool, most of the officials were on leand those who were approached did not

cooperate. Only one participant cooperated andalthas it was difficult to make any decisions.

1.6.2 Nature of the sample

Generalisability refers to the extent to whichsipbssible to generalise from the data and context
of the research study to broader populations attithge (Van der Riet and Durrheim, as cited in
Terre Blanche, Durrheim & Painter, 2006, p.93).dgithe fact that the Department of Social
Development offices are found in all nine provinoeSouth Africa, the non-probability
sampling of 20 employees drawn predominantly froeFree State province and in only two of
the five districts of the province precluded gehisation of the results to the broader Social
Development employees at province as well as cplenel. The findings are therefore not
representative of any other Social Developmenteffioutside of the sample utilised for this
research. In addition, due to time and resourcstcaints, the sample utilised in the study was a
convenience sample, as the researcher utilisedogegs who were willing to participate in the
study. Consequently, although efforts were madedioide all fields of services within the
department, some specialty fields are over-repteddn the study, while others are not
represented at all. For example, social workerkiwithe Department were well represented in
the study, while employees who are community deyei@ractitioners were not represented as

they were not willing to participant.

1.6.3 Socially desirable responses

Socially desirable responses refer to the phenomesen subjects deliberately or inadvertently
provide responses (answers or actions) that thissveedo be socially acceptable (Welman,
Kruger & Mitchell, 2005, p.143). It is possible treme of the participants may have responded
by furnishing socially desirable answers that wegemed appropriate. In other words, some
participants may not have given honest answersntef the questions in order to avoid
appearing negative and critical in relations tosgt@re questions that have to do with the

performance appraisal.



1.6.4 Articulation of themes
In analysing the data, some of the themes wereudated by only one or two participants hence

precluding generalisation of such themes of thepdaf participants.

1.6.5 Unavailability of participants

In two instances, the researcher had to meet d@edview participants who were not originally
part of the study due to the unavailability andkla¢ cooperation of some employees. There
were some new employees who had been assessedomcdy or twice in relation to the
performance appraisal who had to be included dubddact that the original participants who
had more experience in terms of the performanceasa system could not adhere to the time
the interviews were scheduled. This could posditalye a bearing on the quality of responses

obtained, as these new employees did not have expdrience in the matter.

1.7 Organisation of the report

This chapter provided an introduction and overviewrespect of the study. Chapter Two
provides a review of the literature and the thecaétframework informing the research study.
The researcher methodology is explicated in detaiChapter Three, while the results are
presented and discussed in Chapter Four. ChaptercBntains a summary of the main findings,

conclusions and recommendations emanating frorattieyy.



CHAPTER TWO

LITERATURE REVIEW AND THEORETICAL FRAMEWORK
2.1 Introduction
This section aims to interpret and evaluate exaditerature in order to establish the current
understanding and knowledge about performance eppsystem. Various ideas and theories
from different authors will be presented. The hista perspective on performance appraisal

system will also be covered, including definitimfsmportant key concepts.

2.2 Historical background of performance appraisal
According to Shaddeo (2000) the history of perfatoeappraisal can be traced back to the
twentieth century and then to the Second World Waen the merit rating was used for the first

time. An employer evaluating his or her employeathius not a new concept.

The origins of performance appraisal system caindoed back to America over a hundred years
ago. During that period most of the organisatitras tere practising appraisal systems were
representatives of the private sector. Grote (2p089) stated that: “most of the private
organisations that implemented the system wereggubm Management by Objective (MBO)
approach that focuses on goal settings and ach&wsth Coulshed, Mullender, Jones and
Thompson (2006) traced performance managementtbalckylor, who is remembered as the
first person to study work as a subject in its awght. According to Coulshed et al. (2006)
Taylor's approach is known as “scientific managethen“Taylorism.” He studied work
systematically by breaking each task down inteas\ponent parts to discover the most efficient
way of performing each job, and then considered hmamagement techniques could control the
workers to work consistently at maximum efficien€pulshed et al. (2006) further stated that
Taylor looked at people as if they were machined, @& his view, people work only to earn
money. However, Coulshed et al. (2006) critised #pproach: they stated that he studied the
bottom end of the hierarchy without being “bottopi;uand his attitudes to management control
put the onus on the workers to make an organisatiofitable “without according them any

status beyond mechanism”. Coulshed et al. (200@)duargued that “Taylor methods gave no



scope to imagination or innovation. Workers weeated as less than human and not as able to

innovate or change their own working patterns lfier better”.

Grote (2000) went further and reported that pertoroe appraisal as a management tool spread
quickly in the 1950s. About half of 400 employeusveyed were found to be using a
performance appraisal system. Today somewhere bettheee-quarters and nine-tenths of all
companies in America use a formal and systematioqeance appraisal process. However, the
system is mostly practised by private companie§duath Africa, the performance appraisal
process is used within the private sector; howatgs recently been implemented in
government departments (from 2001): the White Papdduman Resources Management in the
Public Services Policy notes that government departs were ordered to implement
performance appraisal from 1 April 2001.

2.3 The context of performance appraisal and perfanance management

Performance management is the entire system tieatiis to bring together all the essential
factors within the work environment so that empks/gork in an aligned way and so that the
output of employees that contribute to the proditgtof the organisation is measured (Krumm,
2001). Performance appraisal is a component obpeence management and defined by
Kreitner and Kinick (2004, p. 358) as “a procesa th used to assess how individuals are
performing and contributing to an overall organmal performance.” It involves the evaluation
of jobholder’s behavioural attributes, traits asd@nplishmergas a basis for making important
personal decisions and compiling a developmenéad.According to Shahdeo (2000)
performance appraisal is the process of obtair@nglysing and recording information about the
relative worth of an employee and its focus is @asuring and improving the actual
performance of the employee and also the futurenpial of the employee. Its aim is to measure
what an employee does. So it is clear that appsagsa done in order to enable the organisation
to manage the performance of employees againgiutip®se, goals and objectives of the
organisation. Delaney (2009) also states that énopnance appraisal is the final stefihia
performance management cirdiedone properly it can be a very powerful toolnorease an
organisation’s performance; if done poorly it istjwaste of time and money, and drains

motivation from both managers and employees. Agngrtb theGale Encyclopedia of Small



Businesg2002, p.21),“an employee’s performance apprassalprocess often combining both
written and oral elements whereby management etesl@and provides feedback on employee
job performance, including steps to improve or mexctiactivities as needed. Documenting
performance provides a basis for pay increasepeordotions.” According to thEncyclopedia
appraisals are also important to help staff memteeirmprove their performance and are an
avenue by which they can be rewarded or recogiicgesljob well done. In addition, William
(2002) states that performance appraisal can seimest of other functions, such as providing a
launching point from which companies can clarifg @mape responsibilities in accordance with
business trends, clear lines of management- emglogemmunication and spur re-
examinations of potentially hoary business practice

Grote (2004) noted that the use of a performanpeaggal system depends on the goals and
objectives of the organisation, and it can be dsedalary administration, performance
feedback, identifying individual strengths and wesdses, documenting personnel decisions,
recognition of individual performance, identifyipgor performance, assisting in goal
identification, promotion decisions, retention emhination of personnel and evaluating goal
achievement. In order for the system to be appkcavo parties have to be involved, namely an
appraiser and the appraisee. The appraiser isesisuprho estimates the value or quality of a
subordinate’s performance, According to Delan®0® the role of appraiser can be taken on
by managers, supervisors, personnel managersvandgspecially trained appraisal officers
whose major function is to carry out employee ajgaia. The performance appraisal task is an
integral part of the management process; theréf@@nmediate supervisor or manager of an
employee who is responsible for writing the apgaisports and conducting appraisal
interviews should be the person who works in closgact with the employees, as they would

be able to evaluate the employee’s strengths aa#tivesses.

An appraisee is a person or employee whose wofkrnpesnce is being evaluated and observed.
Kreitner and Kinicki (2002) noted that there ararfooles that are played by appraisees during
the process of performance appraisal: analysdugnéer, planner and protégé. If the employee
fulfills these roles, it might enhance communicatémd greater personal commitment. Grote

(2000) further suggests that all appraisees shHmilgrepared for the performance appraisal



process. They should be familiar with the prograrsmearpose and procedures. Trainings

should be provided so that employees can understand

* the reason why the organisation decided to conglerdbrmance appraisal at certain

stages;
» all elements of the appraisal form;
» the specific benefits of performance appraisal; and

» individual responsibilities in each phase of thef@enance appraisal process.

This would enable them to accept and enthusialtisapport the focus on performance

excellence encouraged by the system.

Hunt (2005, p. 29) also emphasises that “it is irtayd that both the appraisers and appraisees
appreciate each other’s point of view during thprajsal process. They have to understand what
the other party is saying and why they are saiiguch appreciation leads to empathy and
increased mutual goodwill. Therefore, appraiseesiishhave active listening skills and develop
self-awareness in order to analyse their own sthsnand weaknesses and consider developing
these areas. Delaney (2009,p.201) also emphagépédimrmance appraisals/reviews should be
donewith staff notto staff, and should contain no surprises as feedbagierformance, good or
bad should be taking place continuously througtiogityear.” It is however useful to have a
formal review at the end of a period to discuss@adnose problems that may have contributed
towards poor performance, recognise good performand chart the way forward. It is helpful
to employees if managers use a forpefformance appraisal processstaff know exactly

what is expected of them.

2.4 Objectives of performance appraisal

Shahdeo (2000) has highlighted the objectives@ptrformance appraisal system within an
organisation as the following:

a. To review the performance of the employees avgven period of time.

b. To judge the gap between the actual and theedkegerformance.

c. To help the management in exercising organisaticontrol.
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d. To help to strengthen the relationship and comeoation between superiors and subordinates
or management and employees.

e. To determine the strengths and weaknesses ofdividduals so as to identify the training and
development needs of the future.

f. To give feedback to the employees regarding {hest performance.

g. To provide information to assist in the otherspaal decisions in the organisation.

h. To clarify the expectations and responsibilibéshe functions to be performed by the
employees.

i. To judge the effectiveness of the other humaouece functions of the organisation such as
recruitment, selection, training and development.

|- To reduce the grievances of the employees.

2.5 The purpose and value of performance appraisalystems

Performance appraisal serves many different pugpiosan organisation. Gomez-Mejia and
Cardy (2007) assert that performance appraisalad by many organisations for administrative
and developmental purposes and can further beassadasis for managerial decisions about
employees’ work conditions, including terminatipnomotion and rewards. Data from
performance appraisal also assist managers whemghavmake decisions regarding improving
employees’ performance and strengthening theiskilks. Therefore the implementation of a
performance appraisal system should satisfy bothlarar and the employee. The employer
should be satisfied that the employee is functignuell in terms of the needs of the
organisation, while the employees should be satfat the employer and the organisation are
looking after their need$iunt (2005) went on to identify both employer amgpéoyee needs.

The employer needs employees to turn up on timedaralfull day’s work, to work effectively
and efficiently and generate profit or provide gsedvices. The employee needs the employer to
provide a safe and pleasant working environmerngrgpiate opportunities for training and
development and other suitable employee benetith as pension fund and medical aid, and
different types of leave and flexibility to motieaémployees.

Williams (2002) also reported that performance ajgal is used for multiple purposes within

the organisations but its main intention is to emeaorganisational performance. He says that
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performance appraisals support an organisatiorssativbusiness goals by linking the work of
each individual employee or manager to the ovengbkion of the work unit. In other words, it
can be said that the main purpose of the performappraisal is to enhance the employees’
performance so as to meet the goals of organisat\diiliams (2002) stated that the three main
purposes of performance appraisal are that it isystem for managing organisational
performance and employee performance, and integrétie management of organisational and

employee performance. These three focuses wilidmsised in more detail.

2.5.1 Performance appraisal as a system for managimganisational performance

According to Williams (2002) this perspective issed more on corporate authority, which
includes setting corporate policy, resources, aiam&l guidelines, specified within the
framework, which provides a detailed set of pldngjgets, objectives, targets and standards of
performance and regularly and systematically residéve performance of all services as part of

an annual integrated cycle of management.

Another illustration of this conception is presehtey Bredrup (1995), who sees performance
appraisal as comprising three main processes: iplgnimproving and reviewing. Planning is
concerned with activities such as formulating thgaaisation’s vision and strategy and defining
what is meant by performance. Improvement inclugetsvities such as business process re-
engineering, continuous process improvement, beadking, and total quality management,
while reviewing embraces performance measuremetiteaaluation. According to Williams
(2002) employees are not the primary focus, althoingy will be affected by the changes in

technology, structure, operating system and mamgmo

2.5.2Performance appraisal as a system for managing émgpe performance

The idea is that managers and employees shouldéhatared view of what is expected of the
employee, so that a performance review is a jativitdy in which the responsibility rests with
the job holder as much as with the manager. Momedke review is seen as an ongoing activity

rather than as something that happens just ontveice a year.
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In this model there are four elements of the pentorce appraisal process, according to Hartle
(1995): planning, managing, reviewing and rewardifghneider and Hough (1995) added a

fifth one: developing.

2.5.3 Performance appraisal as a system for integrg the management of the organisation
and employee performance

This model can be regarded as a combination dfitsteewo. According to Williams (2002), the
central aim of the performance appraisal is to gvehe potential of staff, improve their
performance and, through linking an employee’s\illial objectives to business strategies,
improve the company’s performance. Performanceaggris about directing and supporting
employees to work as effectively and efficiently @assible in line with the needs of the
organisation. According to Rogers (1990, p. 29-8®), emphasis in this model is on “corporate
systems which include the following five processaspart of an annual integrated cycle of

management.
» Setting corporate policy and resource aims andejuies.

» Specifying, within a framework a detailed set odrd, budget, objectives, targets and

standards of performance.
» Regularly and systematically reviewing the perfonoeof all services.

* Procedure and systems for planning, monitoring apgraising the performance of

individual which are integrated with those for mging organisational performance.

» Systems, such as performance related pay for réwgamdividual achievement.”

Coens and Jenkins (2000) also identified the p@apo$ appraisal and divided them into six

broadly defined functional categories as shownhenfigure below:
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Improvement

Staffing
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Professional Guidance
Development

Purpose of
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Termination
Feedback

and Legal
. and

Documentation o
Communication

Compensation

Figure 2.1 Purpose of performance appraisal

2.6 Different approaches to the performance appra& system
According to Gomez-Mejia and Cardy (2007), todayamisations have a variety of performance
appraisal approaches to choose from. They clagsfye approaches into two categories:
1. The type of judgment that is required — for insigrabsolute and relative performance
judgments.
2. The focus of the measurement (trait, behaviourarndome-based).There are different
approaches to performance appraisals, and sixeahtyst familiar approaches will be

discussed.
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2.6.1 Comparative approach

This approach is also referred to as relative dsolate judgment by Gomez-Mejia and Cardy

(2007). In this approach the employee’s performasicempared to other employees doing the
same job. For instance, employees are classifiddarked from best to worst. It can also take
the form of forced distribution and paired compamis. The performance criteria are put on the
rating form and employees are rated on each dimenghis approach allows employees from

different groups, rated by different managers,g@dmpared with one another.

2.6.2 Traits / attributes approach

According to Grote (1996), in this approach, sugems measure performance appraisal by
identifying traits, characteristics, qualities @rgonal attributes of employees. Mejia and Cardy
(2007, p. 95), affirm that “the trait-based appioasks the supervisor to make judgments about
the worker’s characteristics that tend to be ceestsand enduring.” The following factors are
identified to play the major role in decision makimlecisiveness, reliability, energy and loyalty.
Some scholars also add initiative and dependalditie list. The following diagram is an

example of the trait approach.

Indecmsiv Moderately decisive Very decisive
— I —
How decisive is ‘ ‘ ‘ ‘ ‘
the individual? |
| | | |
1 2 3 4 5

Diagram 2.1: Example of the Traits Approach
2.6.3 Behavioural approach
Gomez-Mejia and Cardy (2007, p. 125), state thet tiehavioural approach asks the supervisor

to assess the worker’s behavior, and not to besrord
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about what kind of an individual the worker ist how he goes about doing the job.” Nieman
and Bennett (2002) remark that this approach facasebehaviors that employee should exhibit
to be effective in the job, and identified the éoling techniques to assess behavior: behaviorally
anchored rating scales (BARS), behavioural obsinvacales (BOS), 360-degree appraisals,

and the essay, forced choice, critical, and indislemethods.

The behaviorally anchored rating scales (BARS) apgn concentrates on one job only: it is
uniquely designed to approach a specific job. Jét881) reported that the technique was
developed by psychologists Patricia Smith and Léteedall for the National League of

Nursing in America. Its main purpose was to proultkerater with a form listing all important
primary accountabilities of the position and theensions that need to be assessed. When
applying the BARS technique, scales are put togethen the decisions have been made about
key aspects of performance, usually from the jacdption. The supervisor develops
anchors/points by asking appropriate individualddgecribe a number of critical incidents. The
incidents are sorted and assigned to each of thadmects of the job performance and then
scaled (Hunt 2003).

One major problem with the BARS techniques ideadifboy Hunt (2003) is that the technique is
highly job-specific and expensive to produce. Hogreit is more reliable and more valid than
normal rating scales, as it allows both the appraasd appraisee to be involved in the process of
generating behavior scales. This increases therstagieling and acceptance of the appraisal
systems. Moreover, according to Martin and Bart89@), this technique encourages
supervisors to become specific in their performdeeeback, since it focuses on the job at a

time. Employees are also able to identify thoseabihs to engage in and those to avoid.

The behavior observation scales (BOS) technigbasgd on the use of critical incidents. It
depends on observing the employee over a peritichef Behavior observation scales are based
on recent incidents (Grote, 1996). The supervisoords how often they observe the behavior
listed and the total scores. Hunt (2003, p. 11)amp that “BOS asks the supervisor to record

how frequently various behaviors listed on the afgal form occurred.” The advantage of using
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BARS and BOS is that there is high degree of apprand appraise accessibility. Those
involved feel that the systems are fair (Martin&rid, 1998).

The essay method asks the appraiser to descnketing the employee’s strengths, weaknesses,
achievements, potential and developmental needsmEin assumption is that a statement from
the appraiser who knows the appraisee’s performarjost and valid (Grote, 1996).There are
quite a number of disadvantages of this methodjszsissed by Lansbury (1990). The main
problem is that appraisers differ as to which atpetjob performance and personal
qualifications they consider important. It is tHere difficult to make a fair judgment on the
appraiser’s performance, because various ess#ysast to be combined and compared. The
other problem is that essays vary in length anderdnand this method is more time-consuming
than other methods. However, according to Grot@g)af it is done well it can provide the
most detailed and most intimate feedback to theaagge. However, he also discussed some
disadvantages of the method, one of which is tieitethod requires the appraisers to have
essay-writing skills. Grote (1996) also argues thatmethod is susceptible to appraiser error
such as leniency, the halo effect, the first impi@s error, and the similar-to-me effect. The
other problem of the essay method is that it fosusethe qualitative aspect of the individual

appraisers to provide balanced feedback to theaggg®s.

The 360-degree method is viewed by Kreitner anddkir{2004) as the comparison of
anonymous feedback from one’s superiors, suboresretd peers, with self-perceptions.
Feedback can also be required from relevant otheris as customers or client and suppliers of
the organisation. Kreither and Kinicki (2004, p51@efer to this as “full-circle feedback.” The
idea is to let the employee know how his or heralvedur affects others and how it contributes to
organisational development. Kubicek (2000) ideetifseveral sources of the 360-degree
technique. The person who does the rating is corhymeferred to as the source of appraisal.
Multiple rating in performance appraisal providesque perspectives on performance that are
available from above-mentioned sources.

According to Swanepoel, Erasmus, Van Wyk and Scli2d83) in this method employee find

the results more compelling because the feedbatdlesdrom multiple sources, which allows for
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a broader perspective on employees’ strengths aadtivesses. This feedback can be used in
mentoring and coaching initiatives. The open fldve@ammunication enables parties involved to
communicate easily, thereby supporting transpaedtdemocratic management. The method is
also vital for eliminating rater error and bias,igthmay lead to personal victimisation of

employees by managers.

2.6.4 Outcomes-based approach

Gomez-Mejia and Cardy (2007) refer to the outcommgeld approach as a process that asks
managers to assess the results achieved by wetkersstance, total sales that the employee
achieved or the number of products produced byphsicular performance. The most prevalent
outcomes-based approach is management by obje@N&3), which is a goal-oriented
approach to performance appraisal. Workers andrgigpes see goals together for the upcoming
evaluation period. This allows the manager to nwrahd evaluate the objectives that were set
collectively with the employee. In rating the emyge, the supervisor then decides to what
extent the goals have been met. Swanepoel et13(». 121) remark that the “MBO is a
system of management that focuses on setting aegrating employee goals with those of the

organisation.”

2.6.5 Balanced scorecard approach

According to Viedge and Conidaris (2002), the bedmhscorecard is a strategic management
system that focuses on people’s skills and alslitieorganisations towards achieving
organisations’ goals. This approach is a set ofsones that were developed by Kaplan and
Norton (1996). It gives top management four meastirat enable the creation of balanced
approach to management, namely, the financial &spbe customers, the internal and learning
and innovation. Every measure on a balanced saorati@mpts to address aspects of an
organisation’s strategy and create a blend ofegras that compare past performance with

current performance in relation to organisationtegy.

2.6.6. Team-based performance approach
According to Swanepoel et al. (2003), a work team group of two or more employees working

together to attain a common goal. The teams areempaf different people who have
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complementary competencies and depend on eachsotbeatribution for the survival of the

team.

The introduction of teams in the workplace has keeemjor influence on jobs in modern
organisations (Swanepoel et al., 2003). The ingindtom studies in the South African context
is that team-based structuring is set to remaiayagkement of future organisations. Performance
appraisal systems need to appropriately reflebifafsom traditional individually oriented work
practices to team orientations. Furthermore, Swaglegt al. (2003, p. 392) mentioned the
following aspects of good performance in team:

* “Ability to communicate openly and honestly

* The ability to confront differences and resolveftioh

» Capacity to sublimate personal goals for the gdatieteam

* Emphasising cooperation rather than competition.”

According to the conceptualisation of team effemti@ss as proposed by Sundstrom and
Mcintyre (2002, p. 89) “there are four componerftteam effectiveness:
» Performance — team output in terms of quality, gitxgriimeliness, efficiency and
innovation.
* Member satisfaction — how well team members cragtesitive experience through
commitment, trust, and meeting individual needs.
* Team learning — how well team members acquire kg, sperspectives and behaviors
as needed by changing circumstances.
» Outsider satisfaction— how well team members nfe=heeds of outside stakeholders

such as suppliers and customers.”

This performance appraisal approaches can be sussuas follows:
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PERFORMANCE APPRAISAL

l

v v
Attributes Appraisal
Comparative approval Behavicural Approach
Compare individual's _Ex'Fe_nt to which Behaviou_r 'ghat employe_es _
performance with that of |nd|V|_duaIs_have must exhibit to be effective ir
others certain at_trlbutes ajob _
*Ranking *G(aphlc rating scales *Fo_rped _ch(_)lce
*Forced distribution *M|>|<ed standard iCB:n:]lca! mcmlllents ored
*Pai ; scales ehaviourally anchore
Paired comparison scales (BARS)
*Behavioural observation
scales (BOS)
*360-degree appraisal
*Essay method
Results
Focuses on
results or
outcomes of a joh
*Management by /
objectives
*Productivity
measurement

Diagram 2.2: Approaches and Techniques of Perfocm#&ppraisal Systems

2.7 Ethical issues in performance appraisal systems

According to Hunt (2005), all performance apprasdiould be ethical: this implies that they
should be fair to all parties involved. The orgatien should not open itself to charges of unfair
treatment, whether to do with legal issues sudleasler, age or race discrimination, or general

matters of fairness to all employees, such as adodsaining, development and promotion. The
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system should not just be concerned solely withllesgues, but also with moral and ethical
matters. Furthermore, the same procedures, gugdedind means of evaluating the system

should be used for everyone.

Hunt (2005, p.11) stated that “the appraiser shaldd be open with the appraisees and treat
them in the same manner while still consideringitiskvidual’'s needs.” According to Williams
(2002), appraisal systems should be as simple ssipe. They should not be over- bureaucratic,
as employees do not take kindly to complex forrmstaining much management-speak

guestions.

The main purpose of a performance appraisal is\ppove performance; therefore it is important
to foster a positive atmosphere which does notdasublaming or criticising but rather focuses
on working together to see how performance camipeaved. Employees should play an active
role in self-evaluation and be given the opportutetcome up with ways of improving

themselves; this way they take more ownershiprfgroving performance (Delaney, 2009).

Delaney (2009, p.102) states that “If there isfeetence in opinion about the level of
performance, the attitude of the manager should ln@derstand the workers™ point of view

first, let them know they understand their positond then explain their point of view, which if
possible will be backed up by specific examplesnthegotiate a final position. Then discuss
ways of improving. The manager should never singpigrrule the employee as this immediately
creates antagonism and hinders performance”. Aaddf999) also emphasises that supervisors
must remember that the primary goal of performappraisal is to improve performance. To
assist in achieving this objective, supervisorstrfits create an atmosphere in which employees
will be motivated to perform, and it is their resigility to develop a good working relationship
with employees.

2.8 Performance appraisal standards

Shadhdeo (2000) reported that the first step iptbeess of performance appraisal is to set up
the standards which will be used as the base t@awerthe actual performance of the
employees. This step requires setting the criterjadge the performance of employee as

successful or unsuccessful and the degrees ofdbeiributions to the organisational goals and
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objectives. The standards set should be cleatyeagierstandable and measurable. Berkeley
(2010) also stated that setting performance stasdabserving and providing feedback, and
conducting appraisals enable the employer to aehigs best results through managing

employees’ performance.

To begin the process, the immediate supervisotl@dubordinate will collaborate on the
development of performance standards. The emploiedevelop a performance plan that
directs the employee’s efforts toward achievingc#fperesults, to support organisational growth
as well as the employee’s professional growth. &aatl objectives should be discussed
throughout the year, providing a framework to eaghat employees achieve results through
coaching and mutual feedback. At the end of thegaieriod, the appraiser will appraise the
employee's performance against existing standardsestablish new goals together for the next

rating period (Anderson, 1999).

The immediate supervisor plays an important raleph her closest interaction with the

employee occurs at this level.

Berkeley (2010) argues that performance expecta@oa the basis for appraising employee
performance. Written performance standards all@etinployer to compare the employee's
performance with mutually understood expectatians, minimise ambiguity in providing
feedback. Standards identify a baseline for meagyerformance. From performance
standards, supervisors can provide specific feédtbescribing the gap between expected and

actual performance.

According to Berkeley (2010), effective performastandards:

“Serve as an objective basis for communicating apetformance.

Enable the employee to differentiate between aabdptind unacceptable results.

Increase job satisfaction because employees knaem tdsks are performed well.

Inform new employees of the employer expectatidimigjob performance.

Encourage an open and trusting relationship witpleyees”.
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Hunt (2005) also emphasises that it is the respditgiof the employer to write performance
standards for each key area of responsibility eneimployee's job description. The employee
should participate actively in their developmerarfslards are usually established when an
assignment is made, and they should be reviewtbé €mployee's job description is updated.
The discussion of standards should include ther@ifor achieving satisfactory performance
and the proof of performance (methods you will iesgather information about work

performance).

Berkeley (2010) reported that performance standaedsribe the conditions that must exist

before the performance can be rated satisfactoperformance standard should:

- Be realistic — in other words, attainable by angldied, competent, and fully trained

person who has the authority and resources to\aelkine desired result
- Describe the conditions that exist when performaneets expectations

« Be expressed in terms of quantity, quality, timestceffect, manner of performance, or

method of doing

- Be measurable, with specified method(s) of gatlggoerformance data and measuring

performance against standards

2.9 The performance appraisal process

According to Anderson (1999), the performance appfa@rocess consists of three stages:
preparing for the appraisal, conducting the apptaisd follow-up. During each stage, there are
various elements that the appraiser has to be dwhre of. In thdirst stagearrangements for

the performance appraisal are made well in advaadbat both appraiser and appraisee have
adequate time to prepare propefyressg2008) further stated that there are number oighi
that need to be done in the preparation stagesrera fruitful discussion. This includes
reviewing the appraiser’s performance appraisahfso as to refresh one’s memory regarding
the performance measures; reviewing the previotsnpeance appraisal summary to see what
was agreed on improving and also informing appesisgrepare for the evaluation on time; and
agreeing to a mutually suitable date and timelerinterview. Anderson (1999) recommends a
minimum of one week's notice to be given and moresénior and specialist positions.
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Another issue that should be considered duringstiaige, according to Berkeley (2010), is to
select a private, comfortable venue where appraiséithe appraisee can meet in a relaxed,
unhurried, informal atmosphere, without disturbaaeinterruptions. Berkeley (2010, p.121)
also stated that, “the appraiser should avoichgittiehind a desk during the interview. Rather sit
together with the appraisee in front of your deskatiernatively, at a conference table. Sitting
behind a desk transmits a nonverbal message offiynreinforcing the ‘superior-subordinate’
relationship”. The appraiser has to ensure thagaate time for the appraisal discussion is set
aside, which may vary in length from 45 to 90 mesjtdepending on the complexity and

seniority of the position under consideration.

Thesecond stageomprises conducting the evaluation, and herepbeagser has to have a good
attitude that will enable the appraisee to paréinip A general procedure has to be agreed upon,
whereby issue are raised and discussed until aahumalerstanding and agreement is reached.
During this stage, the appraiser has to be nonnpgshgal, but focused on creating awareness
with the subordinate about the areas that needaj@went, and also give recognition and
praised where the appraise has performed well.eBeyk2010, p.123) goes on to suggest that is
it the responsibility of the appraiser to:

* “Create a supportive environment by stating cletiv/purpose of the discussion. Be as

non-threatening and open as possible since theogemmay be tense or uncomfortable.

« Discuss key areas of responsibility and give exaspf specific results. Have the
employee go first, based on the self-appraisah®@iquestions you provided in advance.
Ask lots of questions and get clarification to makee you understand the employee's

point of view.

+ Discuss what could have been done better. Ideyify concerns and listen to the

employee's explanations.

« Ask your employee for help in resolving problemscis on future performance and be
sure the employee takes responsibility for improsem

+ Make sure you and the employee have the same uawleirsg of future expectations

regarding performance.
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- Give positive recognition for performance that feines the goals of the work unit.

« Discuss the employee's interests and potentialrasponsibilities. Discuss both of your

roles in achieving new objectives while maintainargyoing responsibilities.

« Conclude on a positive note, emphasising the bisnaffiyour dialog”.

In thefollow-up stagethe performance period can be viewed as a négdt@ntract whereby
appraisees are committing themselves to achievaicebjectives and targets in return for
specified support from their supervisors. It isatalithat the supervisor deliver on this promised
support by providing all possible psychological goi (praise, recognition, encouragement) and
physical support (work tools, equipment, financespurces, staff). The supervisor should also
show interest by “managing by walking around”, lne.where the action is, observing
employees’ performance, enquiring about progress oéfering assistance and arranging the
necessary training and coaching as identified. Redeedback on performance (both positive
and negative/constructive) should be provided as ss possible after the event. Lastly, the
supervisor should create a pleasant working enmeott and climate where employees can
fulfill their social and other motivational needghile maintaining a business focus and urgency
(Gresse2008).

Anderson (1999) refers to this performance appraiseess as a circle which begins with the
supervisor defining the roles and responsibiliGEsubordinates. Expectations should be clearly
defined, with input from employees. This importatgp shows employees how they contribute
to the overall strategy of the organisation , &yttannot perform adequately if they do not

know what their supervisors expect of them.

Anderson (1999) goes on to remark that the suparaisd the employee should set specific
goals for the employee to achieve together depgnatinthe employee's duties, responsibilities,
and work assignments. William (2002,p.108 ) adds ttihe goals should be specific, they
should not be so narrowly defined that supervi&gitdo account for extenuating circumstances
that might cause employees not to meet the stanBardexample, requiring employees to
complete a specific number of assignments eachhmuittaking into consideration the

complexity and difficulty of each assignment, whinight limit progress.”
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Finally, the supervisor reviews performance with émployee. This means frequent, regularly
scheduled meetings, not a yearly evaluation. Adongrtb Anderson (1999, p. 103), “The
success of the performance management cycle depargigpervisors and employees working
together. This way, they establish realistic goatgl employees are more likely to use their

strengths, while recognising and overcoming th&aknesses.”

Grote (2003) asserts that when they are evaluatimgoyees, supervisors must remember that
they are evaluating performance, not their emplsygersonality characteristics. Moreover,
Anderson (1999) emphasises that it is vital to gleemployees with feedback regarding their
performance, as this is regarded as the key elemansuccessful performance evaluation.
Anderson (1999, p.104) remarks that “with feedba&ckployees can better gauge their
performance, and supervisors learn the most effegtays to motivate them. As a result,
supervisors can approach the appraisal procesposiive manner, feeling more like helpers
than judges”.

According to Mejia and Cardy (2007), the perform@aappraisal process is characterised by
three elements: identification, measurement andagement of the performance. These
elements must take place in order to complete theess. Identification means determining
those areas that the manager should examine. Eadehtification to be rationally and legally
defensible, Mejia and Cardy (2007, p. 455) stad ‘tih should be based on the job analysis.” In
addition, the appraisal system should focus orpr®rmance that affects organisational and
employee development. In the identification, perfance standards are developed, written and
provided to all raters involved regardless of ypetof the rating methods used. This is the stage
where the manager and the employee set objectiMbsraumerate specific competencies and
skills, measured according to the appraisal apbrsatected.

The second element in the performance appraisaepsas measurement. Mejia and Cardy
(2007, p. 456) state that “this stage entails ngakmanagerial judgments of how good or bad
employee performance is.”Nieman and Bennett (26@&e that the measurement stage entails
assessing the employee’s actual work performarnagvweto set standards. All outcomes can
easily be tied to the strategic objectives of tmpleyee and the organisation. Measurement

experts point out that performance measurementdieudirectly tied to business goals and
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objectives. In this stage, the manager or the a&pgréocuses the evaluation on those areas
mentioned in the performance appraisal system.s&58sg how well the employee has
performed, the supervisor then completes performappraisal form. Appropriate ratings are
assigned so that the rating form is reviewed amieed by senior management and the human

resources personnel.

The last element is management of performance,eblygananagers should provide an employee
with feedback to allow for employee developmentniligers should also coach the employee to
higher levels of performance. Gomez-Mejia and C&2dp7, p. 479) argue that “appraisal
should not be viewed as past-oriented activity thiitises or praises employees; rather it
should be taken as a future-oriented view of wharkers can do to achieve their potential in the
organisation and be developed”. According to G(2@92), the manager is responsible for
building performance in the management phase cdpipeaisal process. Grote (2002, p. 193)

goes on to argue that “building performance exoeberequires the manager

X

2

To take responsibility for creating the conditidhat motivate.

o

Identifying key individual and organisational dewgent needs.

*,

0.0

Coaching the subordinate’s selection of area feetigpmental concentration.

o

Coaching the subordinate’s construction of a dguakntal plan.

*,

.0

To provide developmental opportunities

L)

°

To confront and correct performance problems.

.0

Follow up to ensure successful execution.”

L)

2.10 General considerations in respect of performare appraisal interviews/ assessments

A performance appraisal summarises the employeatsiloutions over the entire appraisal
period (usually one year). It is not a step indfeiplinary process. It may occur as often as an
organisation believes it necessary to acknowledgemployee for accomplishments and to plan
together for improved performance. However, theeecartain issues that have to be taken into
consideration so that the performance appraisabearegarded as successful and beneficial for

both the employer and the employee.
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2.10.1 A firm appraisal

According to Grote (2002), an appraiser shouldawoept any ideas or suggestions from
appraisees that he/she is not fully satisfied witthat are not congruent with corporate

identified goals and standards. As an appraiserdgoneed a certain firmness of manner, which
should be used as required during the appraisalytiur job to keep the interview on track and
not allow serious digressions. Firmness of manreama assertiveness, not aggression. It means

ensuring you keep control of the interview — alwpgétely, but with authority.
2.10.2 Confidentiality

It is essential that appraisers are discreet. Ppeazssee must be able to trust his/her supervisor t

keep whatever is discussed during the performappeesal interviews confidential.
2.10.3 Fair assessment: external factors affectipgrformance

In assessing an appraisee’s performance, the dgtartich circumstances beyond their control
have influenced the achievement of their objectimest be taken into consideration. This means
that if these circumstances have contributed gréatfjood results they should not get the
benefit of them. Likewise, they should not be pbadif adverse, uncontrollable causes have

prevented them from achieving their objectivesrmoptly (Hunt, 2005).

Gomez-Mejia and Cardy (2007)state that the qualfitgn employee's performance also
frequently depends on how good, reliable, and stersi the work output of others is, which has
an influence on his or her own work area. Can threachievement of objectives also possibly

be ascribed to the fact that other objectives fradrity at some point?

Gomez- Mejia and Cardy (2007) recommend that tipeaégers should ask themselves to what
extent the performance environment (organisatidtui@) policies, rules, systems, structure,
infrastructure, and resources) has prevented aggagifrom achieving their goals rather than

being judgmental.
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2.11 Skills required in implementing performance apraisal systems

One of the basic requirements of an effective parémce appraisal process is training for both
the appraiser and the appraisee about their regpeotes. There is a range of skills that both
parties need in order to carry out the appraisgheny. According to Hunt (2005), appraisers
need training in job analysis and interviewing t@ghes; they should be able to use available
data effectively and criticise in a constructiveywand they should possess a firm manner which
should be used at appropriate times. Moreover, KROS5, p. 140) states that “it is essential that
the appraiser is discreet all the time with thditgttio make objective judgments.” Finally,

appraisers should possess the skill of designidguamg supervisor-rating forms.

Kreitner and Kinicki (2004, p. 283) state that etp®n performance appraisal should meet the

following four criteria in order to conduct the apfsal properly:
* “Bein a position to observe the behavior and pentnce of the individual of interest.
* Be knowledgeable about the dimensions or featurpsrformance.
» Have an understanding of the scale format andumsnt itself.

* Be motivated to do conscientious job rating.”

Grote (2007) asserts that an organisation should@®percent uncomplaining compliance with
every procedural requirement of its performanceaappl system to determine whether its

managers are doing a good job in performance agrand if the system is working well.

2.12 Challenges of performance appraisal systems

Hunt (2005, p. 225) reports that “many organisaiand employees see performance appraisal
negatively as it takes up time, resource and enangyis not seen as having a direct connection
to production. The problem with many organisatienthat even when they have detailed
appraisal policies, the follow up is not effectiany employees do not take appraisal seriously
because they know that, for instance, if a traimagd has been identified, the organisation will
often ignore the recommendation and will not imptatwhat has been agreed. Alternatively the
appraiser may not have the authority to make presniggarding training needs and has to refer

it to a higher authority. Through bureaucratisatiom appraisal system fails. The end result is
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that the individual appraisee feels that the orggtion is just paying lip service to the appraisal
system and has the system because it feels itdshaitiher than because there are good reasons

for implementing such a system.”

Cunning and Dixon (2003) state that the problenseirfiormance appraisal evaluation range
from errors of bias and stereotyped tendencieavoritism and rating errors. Coens and Jenkins
(2000) add that if the relationship between theraigpr and the appraisee is negative the
consequence is an ineffective performance apprdiballiterature on performance appraisal has
also demonstrated that the system is littered @viticism, as errors have been identified by
Gomez- Mejia and Cardy (2007) in the process afyaag out the performance appraisal. The

errors that have been identified are as follows:

2.12.1 Rating errors

Grote (1996, p. 108) defines rating errors techhyies “the difference between the output of a
human judgment process and that of an objectivajrate assessment uncolored by bias,
prejudice, or other subjective, extraneous inflesitGrote (1996) argues that it is difficult to
correct rating errors in performance appraisaisyanily because raters are usually not aware
that they are erring. However, the error can beced. Performance appraisals should be based
on a pre-established set of criteria directly eglab the employee’s job assignments. In this

way, the ratings will indicate the employee’s periance perfectly.

2.12.2 Leniency and severity errors

Leniency error represents raters’ tendencies te gary generous ratings, affirm Coens and
Jenkins (2000). This tendency may arise from arsigme’s desire to preserve a good working
relationship with subordinates and often overratpleyees in order to avoid unpleasant
consequences such as conflict. The severity esrbrei reverse of leniency. It is the rater’s
tendency to be inordinately “difficult” (strict) iperformance measurement: in this case the
performance of the employee is understated.
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2.12.3 Central tendency and range restriction ersor

Central tendency is a performance measurementisituahereby raters tend to rate employees
as average performers. In such cases, raterslactarg to give very good or bad ratings (Hunt
2005).

2.12.4 Recency errors

According to Kreitner and Kinicki (2004), the recgrerror is the raters’ tendency to remember
recent information. If the recent information igyatve, the appraisee’s performance is rated
negative and the opposite is true about positigeneinformation. Those minor events that have
happened recently tend to have more influence emating than major events of many months

ago, and the resulting performance review will lzeséd either favourably or unfavourably.

2.12.5 Halo and horn errors

This effect occurs when the appraiser knows thagfipraisee has done particularly well in one
area of work and so tends to assume that all gobeareas are also well performed. Performance
appraisal should not just concentrate on praisoalgerformance; it should also bring out the
reasons for poor performance (Hunt, 2005). AccagrdinCarrel (1998), a “negative halo” or
“devil’'s horns” effect occurs when the employeeatings on all other dimensions is lowered
inaccurately due to an accurately poor rating o adimension. Berkeley (2010) refers to this
challenge as “Job Halo”, whereby appraisees’ ginger ratings to certain employees based
upon their personal preferences, or one-off indglenstead of actual performance over the
entire period. Appraisers should differentiate velgarly between those employees who achieve
their objectives and those who do not, and givaraeessages to both. "Compromising" and
giving all employees the same bonus or increadegwié the wrong message to everybody. Top

performers will feel punished (even cheated) anat performers will be rewarded.

Berkeley(2010, p.14) goes further, and says “agpraimust have the courage of their
conviction to give credit where credit is due amd Ine manipulated by those poor performers
who rather bet on the appraiser's fear for confitioi. Such appraisers invariable end up losing

the respect and loyalty of both types of perforniers
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2.12.6 The fundamental attribution bias

This error reflects one’s tendency to attributetheoperson’s behaviour to one’ his or her
personal characteristics, as opposed to situatfantdrs (Kreitner&Kinicki, 2004). Grote (1996)
defines attribution as the tendency to attributégumance successes to external causes. For
example, a manager with a mixture of both good@oa performers in the workgroup tends to
attribute the successes of good performers touhéty of the leadership, and the failings of

poor performers to their bad attitudes and inhelgenbess.

2.13 Strategies to enhance the effectiveness of feemance appraisal systems
The suggestions offered below address strategignifomising the negative attributes of a
performance appraisal system, while leveragingtisgtive attributes of a performance

appraisal.

2.13.1 Use of behavioural-based methods

The advantage of behavioural-based formats ihiegtdefine job performance in terms of
specific observable outcomes. Martin and BarroD@)Stated that this promotes immediate
performance improvement and worker developmenbagpared to subjective methods.
Behavioural-based formats such as behaviorally @echrating scales (BARS) and behavioural
observation scales (BOS) allow both the appraisdrthe appraisee to be involved in the process
of generating behavioural scales. These scalew #ile appraiser and appraisee accessibility,
which increases understanding and acceptabilithefippraisal system (Gomez-Mejia and
Cardy, 2007).

2.13.2 Training of appraisers and appraisees in fsemance appraisal

According to Jenks (1991), performance appraisatitig should be included in the written
organisational policies and procedures outlinirggglrformance appraisal system. Grote (2002,
p. 176) states that “appraisers and appraiseesdsheurained on the appraisal process, policies
and appraisal forms and to have orientation foewployees to introduce them to the system.”
In addition, Lansbury (1981, p. 5) argues thatifiireg in performance appraisal systems should
strongly emphasise human relations skills and wvesthe exploration of relationships between

appraisers and appraisees.”
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2.13.3 Providing ongoing feedback

A performance appraisal system should be usedrtanelemployees’ aspirations. It should not
simply provide a platform for criticism, which cée destructive and demotivating. Providing
employees with accurate, timely and ongoing feeklpaativates them and sets expectations that

the process will make a difference and develop t(téamt, 2003).

2.13.4 Being objective

According to Kreitner and Kinicki (2004) performanshould be evaluated against previously
agreed-to objectives. Managers in conjunction witiployees should set specific, measurable
objectives that ensure accurate assessment of igbpgtegress. These objectives must be
relevant to the organisation and individual’'s jold anust reflect all important contributions that
an employee makes. Employees should be alloweet expectations against which they will be
measured. In that way, they do not spend time wamgleGoals and objectives direct attention,
regulate effort, increase persistence and fostategfies and action plans (Kreitner and Kinicki,
2004).

2.13.5 Employee participation
Jenks (1991) optional that organisations shouldrenthat the performance appraisal
atmosphere allows for employee contributions toptteeess. Employee involvement enables

them to derive meaning from what they do at wonl] & serves to enhance job satisfaction.

2.13.6 Appraiser—appraisee relationship

Cunningham and Dixon (2003, p. 145) remarks thately important requirement from a
performance appraisal system is to facilitate comoation between a manager and subordinate
about the assessed level of performance and hielg ibinto perspective. The quality of
performance appraisal depends on the day-to-dagaeship of the supervisor and his/her
subordinates” Lawer, Morman and Resnick (2004 0p) stress that “negative relationships
between appraisers and appraisees result in itie#gquerformance appraisal; therefore
performance appraisal should be based on a retiiijpiof trust.” If a relationship of mutual trust

and supportiveness exists, subordinates are nkalg kpt to be open in discussing performance
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problems and less defensive in response to nedatdback. Kreitner and Kinicki (2004) also
emphasise that trust determines how much an ingaid willing to contribute to the

organisation.

2.14 Performance appraisal within government deparhents, including Social Development
The Corporate Services, Performance Managemene@uoe Manual South Africa (2007, p. 14)
states that “performance management is a systensai@ced and continuous process to direct
and improve the performance of individual jobhotder achieve the organisational objectives. It
is clear from the above definitions that perform@anganagement has to do with the efficiency
and effectiveness with which the employees carry thair duties which contributes to the

success of the organisation in meeting its goals.”

The White Paper on Human Resources ManagemeneiRublic Services Policy (2001, p. 36)
further emphasises that a “performance appraisesyis a key human resource management

tool to ensure that:

s Employees know what is expected of them.

>

*,

* Managers know whether the employee’s performandeligering the required

objectives.

X3

*

Poor performance is identified and improved.

>

% Good performance is recognised and rewarded.”

Therefore it can be concluded that performanceaaggris an ongoing process, in which both
the employee and the employer strive together t@rowe the employee’s individual

performance and his or her contribution to the piggtion’s objectives.

Governments departments also have goals to acHieweder to do this the implementation of
performance appraisal was adopted from 1 April 20@dblic Service Regulations (2001)
(Government Notice No. R. 1 of 5 January 2001 asraled, p. 34-36) stated that “an executing
authority shall determine a system for performame@magement and development for employees
in her or his departments. This system shall by foiplemented by all departments with the

effect from £' April 2001.” The regulations further emphasise thkes of both the executing
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authority and the supervisor involved in the perfance appraisal in relation to the employees.
It mentions that the executing authority shall geate in writing:
(a) “The period in respect of which performanctibe assessed, the performance cycle
(b) An annual date for assessment of performamz; a
(c) The supervisor’s responsible for monitoringpenvising and assessing the employee’s
performance.”
The supervisor shall:
(@) “As far as possible, meet on a regular basih wie employee to discuss the basic
objectives of the employee component and roletiensticcess or failure in achieving those
objectives
(b) Before the assessment cycle commences or waha month after appointment or
promotion to a post; explain the performance agptassessment procedure to the employee
and
(c) Inform the employee of the criteria used for tiehis performance appraisal assessment.
The employee’s supervisor shall monitor the empdy/@erformance on a continuous basis and
give the employee feedback on her or his performanc

(a) At least four times a year-
0] Orally, if the employee’s performance is satisfagtand

(i) In writing, if the employee’s performance is unsgtctory.

Feedback is vital to performance appraisal, agthgloyee has to be aware of her performance
so that improvement can be achieved where neededii{ (2001, p. 368) argued that
“performance appraisal represents an opportunitjefedback as frequent feedback is important

for developing new behaviors and improving curtettaviors.”

There are several principles that have to be obdenithin the departments while performance
appraisals are being implemented according to uBérvices Regulations (2001, p. 15),

namely:

(a) “Departments shall manage performance in a coridtasupportive and non-
discriminatory manner in order to enhance orgaiisat efficiency and effectiveness,

accountability for the use of resources and théezeiment of results.
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(b) Performance appraisal process shall link to broad aonsistent plans for staff

development and align with the department’s stiatggals.

(c) The primary orientation of performance appraisalllsbe developmental but shall allow
for effective response to consistent inadequatefoprance and for recognising
outstanding performance.

(d) Last but not least, performance appraisal produskosild minimise the administrative

burden on supervisors while maintaining transpayemd administrative justice.”

Social Development as one of the government degatsnalso has to abide by this Public
Services Regulation, and the department itselfdigist objectives which are aligned with the
Public Service Regulations on performance appraiggtem. The objective has been outlined as
follows in the Manual of Free State Provincial Gowaent (Social Development, 2003, p.98)

1. “Establish a performance and learning culture endbpartment.

2. Ensure that all jobholders know and understand whakpected of them. This
objective emphasises employees knowing their raheisresponsibility within the
department.

3. To promote contact and interaction regarding pertorce between the
jobholders and supervisors. This is about feedlasck evaluation which should

be done during supervision.
Identify and manage jobholders’ development andtriesn (where possible)
Evaluate performance fairly and objectively.

Improve service delivery.

N o g A

Manage poor and /or unacceptable performance. Tpergsor should give
guidance to the employee.

8. Recognise and award outstanding performance.”

2.15 Performance cycle
According to the Social Development Performance &g@ment Manual (2007), the
performance cycle within Social Development isdbsessment period which starts each year on

1 April and ends on 31 March the following yeareTdycle is made up of three elements:
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performance planning, performance monitoring arsgssment (end of cycle). During
performance planningoth the supervisor and the subordinate are edgagediscussion and
reach an agreement on outputs that must be daliveoenpetencies required and development
needed and how the process will be handled — ieratlrds, how the performance monitoring
will be done. Itis further stipulated in the Sddevelopment Performance Management
Manual (2007) that when conducting the planningisesit is the responsibility of the
supervisor (appraiser) to inform the employee asti¢hree days in advance of the session and
set a time and venue for the session. Two-way camgation should be ensured to facilitate the
joint planning effort between the supervisor anelémployee. It is also the responsibility of the
supervisor to identify the areas that need to veldped and to complete a personal
developmental plan. He or she also needs to igethif actions that need to be taken to address
the identified needs. Lastly, the supervisor meséxdnine and arrange the date for the first

review session and agree on the outcomes of tinaiplg session.

Performance monitorings referred by the Department of Social Developnasma continuous
process that determines progress in reaching algscand also identifies performance barriers
so that remedial actions can be taken. During #8mfopnance monitoring, the Corporate
Services, Performance Management Procedure Maouéh 3\frica (2007, p.18) states that, “a
performance plan must be adjusted if necessargasre continuous learning and
development. Immediate support must also be idedtdnd provided immediately when

needed.”

The department has stipulated the procedures évat o be followed during thgerformance
assessmerstage.According to Corporate Services, Performance Mamage Procedure

Manual South Africa (2007), an executing authomigy establish separate performance
assessment instruments for different occupatioam@gories or levels of work, but when
assessing an individual employee, a single assessnstrument must be used in order to assist
in deciding on probation, rewards, promotions dillissdevelopment of the employee. The
assessment should be based only on the informediotained in the designated performance
assessment instrument. However, where an applealged against an assessment, information

furnished in connection with the appeal should dks@onsidered. There are also rules that have
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been laid down to be followed when an appraise@isatisfied with the outcome of the

assessment. An employee can refuse to sign thesasset form and lodge an appeal.

The department seems to practice the behavioucabaad rating scales method while doing

performance appraisal, as the concentration isn@'sqgob only.

2.16 Summary

The chapter outlined important matters such a$igterical background of performance
appraisal systems, including their objectives, pagpand value. It has been shown that
organisations implement the system for variousaesisHowever, its main purpose includes
providing feedback on the past performance of eygae and developing goals and objectives
for personal and professional growth. Moreover,din@pter identified major problems and errors

that might occur during the process and those probican be minimised.

Different approaches to performance appraisal b&ebeen discussed, including the important

components of a performance appraisal system.
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CHAPTER THREE

RESEARCH METHODOLOGY

3.1 Introduction
The main aim of this chapter is to describe theassh methodology applied in the study at
hand. The aims, objectives, samplings proceduestgsting, method of data collection and

analysis will be covered. Ethical considerationB also be addressed.

3.2 Research question
How do employees perceive the present performgmmesal system practised in the
Department of Social Development in Thabo-Mofutsareyand Xhariep districs

3.3 Aim and objectives of the study
The primary aim of the study was to explore thegptions and experiences of employees in the
Thabo-Mofutsanyane and Xhariep districts with regarthe present performance appraisal

system practised in the Department of Social Deraknt.

The secondary objectives of the study were:

1. To investigate which factors of the performancerajgal system are
perceived to be useful by employees of the DepantimieSocial

Development.

2. To explore what challenges are encountered withntipdlementation
of the performance appraisal system in the DepartwieSocial

Development.

3. To elicit suggestions from employees regardingctiedlenges

experienced with the performance appraisal system.

39



3.4 Research approach and design

The study employed a qualitative approach thatexasoratory in nature. Babbie (1996) defines
exploratory as the attempt to develop an initiadenstanding of some phenomenon and
description as the precise measurement and regatitine characteristics of some population or
phenomenon under study. Bless, Higson-Smith anc@&#&2006) further stated that exploratory
research is applied when little is known about@ac‘Qualitative research is where
observations are not quantified, and where wordsyes descriptions narratives are used as
data” (Wysocki, 2004, p.101).Qualitative researathuds are used “to establish the socially
construction nature of reality, to stress the vdueen nature of inquiry” (Denzin & Lincoln,

1994 (cited in Welman, Kruger &Mitchell, 2005, p. 8ccording to De Vos et al. (2005, p.74),
in qualitative research “the researcher attempgato a first hand, holistic understanding of the
phenomena of interest by means of a flexible siyaté problem formulation and data

collection, shaped as the investigations proced&dss.qualitative research approach is helpful in
gathering detailed information and allowed the aesleer to personally interact with participants.
This approach also gave the researcher an oppiyrtorexplore more deeply why and how
things are happening. Furthermore, it allowed #searcher to use interpreting techniques that

seek to describe certain phenomena (Cooper antti8c2006).

Durrheim (cited in Terre Blanche, Durrheim & Pam@006, p.47) noted that “qualitative
methods allow the researcher to study selectedsssudepth, openness and detail as they

identify and attempt to understand the categoriésformation that emerge from the data”.

3.5 Sampling

In order for the data collection exercise to becegsful it is essential to take into account the
sampling method. According to Howell (1999) sampliafers to the process of collecting data
from a representative sample of the populatiowal vital for the researcher to define the
population before initiating data collection. Blestal., (2006), refers to population as the et o
elements that the research focus upon and to whehbtained results should be generalized.
For instance, in this research study, populatibersego employees of the Department of Social
Development being either the appraiser or the égpgea. Data was collected using non-

probability sampling from 20 employees of the Dépant of Social Development operating in
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the Thabo-Mofutsanyane and Xhariep districts. Tdrae was drawn from employees who are
appraisers and appraisees in these two distriotshE purpose of this study two sampling
methods, namely, purposive sampling and convenisag®ling, were utilised. The appraisers
were selected by way of purposive sampling. Puxmgosampling refers to the process where
researchers rely on their experience and ingemaitieliberately obtain units of analysis in such
a manner that the sample they obtain may be redaslespresentative of the relevant
population (Welman, Kruger & Mitchell, 2005). Accang to Bless, et al., (2006), this method
implies that the sample selection is based onutigment of a researcher regarding the
characteristics of a representative sample. Inratloeds, this sampling method allows the
researcher to use his/her own judgment in seleti@gample. For the selection of the sample
the researcher had deliberately sought and targetecisers who best met the following
selection criteria:

a. Appraisers who have been trained on the performappeaisal system.

b. Appraisers who have been practising the systertwioryears and above.

As regards appraisees, convenience sampling waiedppsense that the researcher collected
data from employees that was readily availableVDg et al. (2005) stated that convenience
sampling implies using available subject resporglamito are usually nearest and most easily
available until the sample reaches a designated Aizonvenience sample is further explained
by Welman, Kruger and Mitchell (2005) as a sambpé involves the selection of those cases
that are easily accessible and available. The sampblved three appraisers and seven
appraisees per district. The purpose of using ttveseroups was to ensure that all the
employees within the Department of Social Developimého are involved in the performance
appraisal system on all levels were represented.gfbups included security officers, cleaners
and administration clerks who are on level 3 tassistant probation officers and auxiliary social
workers on level 5. Community development praatiéis on level 6, social workers who are on
level 7, senior social worker on level 8 , prindipacial workers on level 9 and assistance
managers on level 10So the study produced a good mix of participarpsagenting various
services fields in the department. Consent wadrdddrom all selected officials in the

department, whether appraisers or appraisees.
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3.6 Research instrument

The research instrument used for this study wasra-structured interview schedule (Appendix
D). Semi-structured interview schedules are defime®e Vos et al. (2005, p. 292) as “those
organised around areas of particular interest,engtill allowing considerable flexibility scope

and depth”. Bless et al., (2006. p. 130) state‘th& instrument will allow the researcher to gain
a detailed picture of participants’ perceptions argeriences about the practiced performance
appraisal system in the department as it givesabearcher an opportunity of asking open-ended

guestions which allows the participants a roonmespond in their own terms.”

The semi-structured interview schedule was preparedisure that the same information was
obtained from each person, but there were no peedéied responses and the interviewer was

free to probe and explore within the parametetb®fpredetermined areas of inquiry.

In this study, the semi-structured interview schedomprised only opened-ended questions.
Babbie (1992, p.147) posited that “in asking questj researchers have two main options, that is
they may ask open-ended or closed ended questibossthis study it was vital to use open-
ended questions, as the researcher wanted to dinabout the perceptions and experiences of
employees with regard to the performance apprajgem practised in their working
environment. So it was necessary for them to peotheir own answers. Moreover, open-ended
guestions have the advantage of encouraging tpemdsnts to express themselves freely
without confining themselves to any fixed respocagories, and they impose no restrictions
on the respondent’s responses and show exactlynkaw she has interpreted the question. They
can also help to determine more deep-rooted motesgsectations or feelings of participants
(Mouton, 1996). However, open-ended questions haations. As reported by Mouton

(1996) they tend to be time consuming and un-ecacanand also limit the number of

guestions that can be asked before the respondatigie sets in. Furthermore, in writing down
the responses, the interviewer may have to sifirmétion, which can introduce an element of
subjectivity. Open-ended questions are also regdoyeBabbie and Mouton (2001) as having the
disadvantage of eliciting such a wide variety @p@nses that they are difficult to categorise and
analyse, and can even result in lower returnsrimgef willingness participants in the study, as

they require considerable thinking, which may devat¢ participants.
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3.7 Pre-testing of the research instrument

According to Grinnell (2005) pre-testing is conaarwith participants’ answers and the
difficulties they may have when answering the goestthat have been posed. Pre-testing of the
research tool is regarded as crucial. A pre-tett@interview schedule was conducted by the
researcher prior to actual data collection. Th@pse was to uncover problems in the research
instruments, shortcomings, inconsistencies and, gaqosto establish any difficulties that the
participants would likely encounter in respondindghie questions asked. It also sought to
establish if the questions were appropriately wdr@asy to understand and sufficient for the
purposes of this study. However, out of four peaph® were approached to participate in the
pre-testing of the research instrument only one whs an appraisee was willing to do so.
Furthermore, most of the officials from the targetistricts were on leave during the pre-testing
period. However, the feedback from the one pawigipndicated that the clarity and wording of

guestions was satisfactory. The questions werevedtlaunderstood.

3.8 Method of data collection

In collecting data, the researcher conducted oratinterviews, using the semi-structured
interview schedule to guide the interview in ortieelicit participants’ experiences, thoughts
and views. The researcher took notes during tleevilgws. Participants were given the
maximum opportunity to discuss their experiencassrare their perceptions in regard to the
performance appraisal system that is in place. ©Ofane interviews were useful for this study as
a large amount of in-depth data was collected dyiakd effectively. De Vos, et al. (2005,
p.296) also reported that “researchers use senutsted interviews in order to gain a detailed
picture of a participant’s beliefs about, or peta@ys or account of a particular topic”. However
the method still has the weakness that it invopasonal interaction, and therefore cooperation
is essential. Moreover, the participants may beilling/to share their true experiences and
opinions and they might have given socially desega@nswers. De Vos, et al. (2005) also stated
that semi-structured interviews last for a considéer amount of time and can become intense

and involved.

The data was collected from 20 employees of theaReent of Social Development in two

districts, namely the Thabo-Mofutsanyane and Xipadistricts. The researcher fully explained
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the purpose of the study to all participants, d@&y twere made aware that participation is
voluntary and information discussed would be kepificential. Participants were also provided
with the Participation Information Sheet (Appendixso that they could read and understand the
purpose of the study before commencement of tleeview process. In addition, participants
were requested to sign a Consent Form to parteipahe study (Appendix A). Participants

were also made aware of their right to withdrawrfrime study at any time without any negative
consequences and the fact that they could refuseswer any questions they were not

comfortable with answering.

3.8.1 Advantages and disadvantages of the semi-sttured interview

According to De Vos et al. (2005), a semi-struaturgerview gives the researcher and
participants much more flexibility. The researciseable to follow up particular interesting
avenues that emerge in the interview and the fjaatic is able to give thicker information about
the different issues. Semi-structured intervievesaso especially suitable where one is
particularly interested in a complexity of a pragses where an issue is controversial or
personal. With semi-structured interviews, the aeslger has a set of pre-determined questions
on an interview schedule, but the interview is gdithy the schedule rather than dictated by it.
The participant shares more closely in the directie interview takes and can introduce an
issue the researcher had not thought of. In thegioaship, the participant can be perceived as
the expert on the subject and should therefordlbe&ed maximum opportunity to tell his or her
story (De Vos et al., 2005).Furthermore; this mdthives the researcher an opportunity to
concentrate during the interview on what the pagodict is saying and to monitor the coverage of
the scheduled topic. Bless et al. (2006) also athiztida semi-structured interview helps to
clarify concepts and problems and allows for thal@shment of a list of possible answers or
solutions, which in turn, facilitates interviewsalso facilitates the elimination of superfluous
guestions and the reformulation of ambiguous oba&stly, a semi-structured interview allows
for the discovery of new aspects of the problenexploring in detail the explanations supplied
by respondents (Bless et al., 2006).

One of the disadvantages of this method is thattime-consuming. De Vos et al. (2005, p. 297)

stated that “a semi structured interview genetablys for a considerable amount of time and can
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become intense”. Bless et al. (2006, p. 119) agsesi-structured interviews are time-
consuming and thus expensive.” They also mentiahdtweakness of the method lies

particularly in the fact that if the intervieweneanot competent they may introduce many biases.

3.9. Verification of data collected

The researcher also considered the trustworthifets® data, which, according to Bless et al.
(2006), has to do with how the researcher can pdeshis or her audience that the findings of an
inquiry are worthy of attention. The researcherligofour elements of trustworthiness as
highlighted by De Vos et al. (2005): credibilityansferability, dependability and confirmability.
The four elements were combined in this researaltysh order to determine the trustworthiness
or the truth value of the study. According to Des\at al. (2005), in credibility the goal is to
demonstrate that the inquiry was conducted in suctanner as to ensure that the subject was
accurately identified and described. So in enhantiie credibility of the study, employees of
Social Development who are directly affected bygbgormance appraisal system were those
who participated. The researcher made sure thadtieipants were the employees who had
gone through the cycle of performance appraisakrttwan twice in order to ensure that they had
an intense experience with regard to performanpessgal. However, there was one participant
who had not gone the cycle completely, and whoeaxatuded for this reason. Transferability
was also considered, which is defined by De Vad.€R005) as the alternative to external
validity or generalisability, which is the burdehdemonstrating the applicability of one set of
the findings to another context — something thstisrenore with the investigator. In this study
due to the small non-probability sample used, dsailt could not be generalised to the broader

provincial or national Department of Social Devetenmt population.

Dependability is similar to the notion of reliabyli and in this case it was enhanced by the
researcher, who conducted the entire interviewdifeasd posed similar questions to all
participants. Dependability is a research concdmreby the research is considered replicable in
a manner that the same findings are likely to peaguced by participants of the same study at
the different times (Trochim, 2005).The final elarhef trustworthiness, namely confirmability,
was also applicable whereby the researcher askededit participants the same semi-structured

guestions which elicited responses that were caimwn In addition a pre-test was also
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conducted in order to enhance validity. Confirm&pidaptures the traditional concept of
objectivity (De Vos et al., 2005).

3.10 Data analysis

Data analysis is the process of bringing ordeucstire and meaning to the mass of collected
data (De Vos et al., 2005). In this study, the aed®er used thematic content analysis. Patton
(2002, p. 453) noted that thematic content ansligsused to refer to any qualitative data
reduction and sense-making effort that takes awelaf qualitative material and attempts to
identify core consistencies and meaning. The rekearfollowed the five steps identified by
Leedy and Ormrod (2010) for data analysis. The daisfirstly organised, whereby specific
facts about the performance appraisal system weaaged in a logical order. Then
categorisation of data followed. These categoriesewdentified in order for the data to be
clustered into meaningful groups. Interpretatiohsingle instances were the next steps done,
whereby specific documents, occurrence, and otiteobdata were examined for specific
meanings that it might have in relation to perfoncgappraisal system. Data and their
interpretations were then scrutinised for the ulyiteg themes and other patterns. Themes and
characteristics were put in a summarising phrasaégns of immersion and reading through the

responses. An overall portrait of the study wasstoicted and conclusions drawn.

Thematic content analysis has advantages as weitadvantages when research data is
analysed. Some of its advantages are that it pesviiéxibility and is a relatively easy and quick
methodology to learn. It summarises key featureslafger body of data and can generate
insights. However, the method also has the linutetiof being time-consuming and in analysing
the data mismatches can occur between the actizahdd the analytical claims that are made

and there may be overlaps between the themeslatéduBraun and Clarke, 2006).

3.11 Ethical considerations

This study was conducted among employees of the si@partment in which one is a supervisor
(appraiser) while others were supervisees (ap@s)seso in order not to destroy the good
working relationship among employees, the researchserved the professional code of ethics

and informed the participants of the following:
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3.11.1 Confidentiality

Confidentiality was maintained because no identtyparticulars of participants were revealed.
The researcher further emphasised among all gaatits that information discussed during data
gathering would remain between the participantstaadesearcher. The participants were
assured that only the researcher and her supew@mdd have access to the raw data. According
to Sieber 1982 (as cited De Vos et al., 2005, p:@bnfidentiality refers to the handling of
information in a confidential manner and it is netgd as a continuation of privacy which refers

to agreement between persons that limits othec®sacto private information”.

3.11.2 Voluntary participation

Participants were informed that participation wasrely voluntary and no one was forced
against his or her will to participate or to taketpn the study. So participation was sought prior
to conducting the research after the purpose amdith were clearly explained to the
participants. Voluntary participation refers to fheaticipants’ rights to freely choose to subject
themselves to the scrutiny inherent in the rese@eame, 1990). Refusal to participate in the
study would not affect any employee’s future treattrwithin the department. Participants were
informed that they were free to withdraw at anygior stage of the study and that there would
be no negative consequences. They were also mate #vat they could refuse to answer any

guestion if they felt uncomfortable about doing so.

Consent forms were given to all participants tasigorder to indicate their consent to
participate in the study. The researcher did nfgr@ny incentives to induce participation.
Moreover, participants were provided with a papition information sheet describing the

nature of the research and also highlighting thiégigants’ rights in connection with the study.

The researcher also obtained permission for comdu¢he study from the managers of the
districts (See Appendix E).
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3.11.3 Avoidance of harm or non-maleficence

None of the participants were subjected to any emat or physical harm by the researcher
while the study was conducted. The dignity of pgvants was maintained throughout the
research process. The researcher also assuredpzarts that participation in the study would
not jeopardise any employee’s position or work. ®&0990) claims that an ethical obligation
rests with the researcher to protect subjects,invittasonable limits, from any form of physical
discomfort that may emerge from the research proj€his principle of non-maleficence
requires not only that the participants are notrteal but also that they are not wronged. The

research should therefore minimise harms and wr({ibgd/os et al., 2005).

3.11.4 Avoidance of deception

According to Corey et al. (1993, p.230), “deceptimwolves withholding information, or
offering incorrect information in order to ensurarfcipation of the subjects when they would
otherwise possibly have refused it”. Neuman (200@29) also says that “deception occurs
when the researcher intentionally misleads subjegteway of written or verbal instructions, the
actions of others people, or certain aspects ofs#éténg”. In order to avoid deception, the
researcher was open and honest about the natuhe aftudy and therefore participants were
fully aware that the research was undertaken a&gjairement for the completion of a master’s
degree. The true aims of the study were fully disetl to all participants. Babbie and Mouton
(2001) assert that participants should be inforiaieout all the details of the study. Participants
should not only be informed that one is doing aaesh study, but should also be informed

about the purpose of the study and its importance.

3.11.5 Submission of research proposal to the eslitommittee

The research proposal was submitted to the Uniy&rsnon-medical Ethics Committee for
approval. This was done in order to safeguard againethical practices during the research
process and also to protect the rights of reseaacticipants. The research was conducted after
obtaining full approval from the Ethics CommittéA. copy of the Ethics Clearance Certificate
number H 100 902 is set out in Appendix E.) Wasaefeited in Terre Blanche, Durrheim and
Painter, 2006 p.72) stated that an independentangpetent research ethics committee should

subject all protocols to independent ethical revier to commencement of data collection.
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3.12 Summary
The main aim of this chapter was to describe ariiheuthe research design and methodology of

the study. The aims, objective, sampling procedumestesting, data collection and analysis
were all covered. The following chapter presen¢sdata collected through the fieldwork and

discusses the results emanating from the study.
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CHAPTER 4

PRESENTATION AND DISCUSSION OF FINDINGS

4.1 Introduction

This chapter presents and discusses the datateolléhe data will be analysed and presented in
relation to the research question, aim and objestof the study. The data was analysed in terms
of themes and illustrated with verbatim quotes fimarticipants. Efforts are also made to relate
findings to the literature on the topic. The pradilof the participants are described. The data is
categorised and presented according to the follgwiree main themes:

1. Factors of the performance appraisal system the¢ perceived to be useful.
2. Challenges encountered with the implementatiorediogpmance appraisal system.

3. Suggestions from the employees regarding the prdioce appraisal system.
Sub-themes will support the main themes where egiplie. In this chapter the word appraiser

and supervisor will be used interchangeably.

4.2 Profile of the participants

The sample of the research study comprised 20 gmgpdowho were appraisers and appraises of
the Department of Social Development. They wermfdifferent levels of occupations such as
social workers, community development practitionadsministration clerks and security guards
from two districts. There were 10 participants frima Thabo-Mofutsanyane district, and 10
from the Xhariep district. Seven per district wappraisees and three per district were
appraisers. The criteria that were used to sehecappraisers were that they had been practising
the system for more than two years and they hdakalh trained on the performance appraisal
system.

4.3 Factors of the performance appraisal system that we perceived to be useful

Overall it was clear that employees from both ditgrwere well informed and understood the
purpose of implementing a performance appraisaésy# the department. Twelve participants
showed a common understanding in terms of the gerpbthe performance appraisal system in

the department. They understood that its aim halb tewith measuring productivity and
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identification of employees developmental needd,tais was supported by the following
remarks of employeesit is implemented for the purpose of measuringi@enance of all

officials and identify the gaps and skills develepirand training. It is to evaluate employees
effectiveness and also to identify developmentdsigo determine the productivity of an
employee and to assess if a person is full efeeatigervices. To identify areas where an
employee is lacking so that an improvement candoe do identify the strength and weakness of

the worker.”

According to two participants, the system implemaéinoh is in connection with good services
delivery. Their responses were as follovte:ensure that service delivery is up to standara

all employees perform in a way that assists theleyepin rendering the best services to the
public; thepurpose of performance appraisal system is tokhiee effectiveness of an employee
so that good services can be render€he participant stated thidhe only focus or purpose of
the performance appraisal system in the DepartroéBiocial Development according to me is

for compensation / cash bonus payments.”

Other participants understand that the purposéchds with monitoring, encouragement and
motivation of employees. They stated thiais implemented to encourage and motivate
employees to work hard as it comes with rewardpativate employees to keep up their good
work, to make employees aware that they are on the riglektand motivate them to continue
with good work.”The respondents indicated that the system can ppleinented for various
reasons within any organization, and this is suiggbpy the theory of Gomez-Mejia and Cardy
(2007), who stated that performance appraisalesemany different purposes in an
organisation. They assert that performance appraisaed by many organisations for
administrative and developmental purposes and Isarba used as a basis for managerial
decisions about employees’ work conditions, inatgdiermination, promotion and rewards.
Data from performance appraisal also assists masagen they have to make decisions
regarding improving employees’ performance anchgtitgening their job skills.

So itis clear from the responses of the partidip#imat the organisation implements the system

for many purposes, which leads to the assuranpeodictivity of employees toward the goals
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and target of the department. This further showastte department is still in line with the

origins of performance appraisal, which emphadisassthe employer should be satisfied that the
employee is functioning well in terms of the neeflthe organisation, while the employees are
satisfied that the employer and the organisatieri@king after their needslowever, even

though most of participants seem to have an uraleistg about the purpose of the system,

various sub-themes emerged from the analyses pbmess.

Experience in terms of participation

Six participants including appraisers and appraisel that participating in the process was
comfortable and good as it gave them the opposturiitealising their weaknesses and being
able to state their achievements. This was expidsgeomments such agdrticipating in the
process is very comfortable in a sense that |gebnfront my own limitations and
shortcomings, it is good to take part during thegass as it assists me to identify some
important aspects | need to focus on and imprdvgiyes me the time to look back and check
what | haven’t done in the past, it is good asveg me the opportunity to check how me and my
supervisor understand my workThis matter is supported by Grote (2002) as hedtdiat the
participation of employees during the performanmgraisal system allows employees to feel
that they own the system, and this contributebéa effectiveness.

However, other participants especially appraiseaad participating in the process to be
uncomfortable, unfair, not a pleasant experienckvany negative. They statedt {5 useless
because the final decision is made by the supeatvtss challenging because you and your
supervisor agree or disagree, it is uncomfortaldeteze decision is upon the supervisor, unfair
process as the supervisor is superior and make8riakedecisions, unfair as it is not done
uniformly and depends on the understanding alnlitthe supervisor’One appraiser also found
it to be a negative and unpleasant experiencestahed thatit is always a negative and
unpleasant experience, especial if a subordinat®igproductive and although you as a
supervisor have the facts to prove it, the sub@tirdoes not show any insigh8he further
stated that,When | am evaluated | also experience it negatielsause this is the time that my

supervisor digs out things to hold against me”.
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The value of the performance appraisal system

Most participants seem to understand the importahperformance appraisal system, and stated
that it is necessary to monitor the performancevaoidk of employees in the department.
However, the system needs to be improved so tleahibe implemented correctly. Their
responses were as followsthe system is good and | think is should contirsig helps me to
improve myself where I'm weak, the system givethenehance to work hard and be motivated
as | know that at the end there will be somethingdhieve, the system is good but the people
who operate it, did it in a negative way, it is daas it give me the time to look back and check
what | have achieved and where | need to impréMeo appraisers also commented thatté
system is correct and of high value in the depantroely that it has to be developed so that it
capture accurate information, the department do@simplement the system correctly. The
theory is good but the implementation is poor.”

Furthermore, most participants are fully aware anderstand their roles and responsibilities
during the performance appraisal evaluation. Wisked about their role and responsibilities,
twelve appraisees’ responses were as follomsy. fole is to submit the proof of my work
especially if | need more than three points, mg islto assist my supervisor in doing the
assessment and to say my views about what shesswggke rating me. My role is to prove to
my supervisor how hard | have been performing,danstand that is it also my responsibility to
share and show my supervisor in participating ie gmocess and to give her all the evidence
that can make me to be rewarded, to negotiate amdopward my case as to why I'm supposed
to get higher scores.”

Other participants indicated thatt s my responsibility to participate in the pra@seby stating

my achievement, it is my responsibility to provalejudgment on myself as an employee, my
role is to participant fully by being honest witly mchievements and failures, to furnish the
appraiser with the relevant facts and informati@garding the performed task as assigned to
me.” Participants’ views seem to be supported by varibesries. For example ,Jenkins (1991)
stated that employees play a role in creating dymtivity performance appraisal process as it is
their responsibility to address and state theioagdishments and things that could not be done

better. Grote (2002) also noted that it is the masibility of an employee to do self-evaluation so
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that a mutual understanding can be reached wiililéosusing on those areas that need to be
developed. According to Shahdeo (2000), it is #sponsibility of the employee to analyse his
or her achievement and evaluating his or her dmmion towards the achievement of the overall

organisational goal by stating evidence of hisarwork.

Moreover, four appraisers (supervisors) were disar@about their roles and responsibilities as
appraiser. This was learnt from their commentsy/role as a supervisor is to inform my
supervisees in time about the assessment angédtggm the opportunity to prepare for it as |
expect them to play an active role in the processrole is to provide fair judgment on myself
and subordinate by allocating the deserved ratimgg role as an appraiser is to inform the
appraise to prepare the evidence , and also to rsakethat appraise is given enough time to
assess and study the performance appraisal formlistuss with the appraise the performance
plan and job description and to ensure that theglaratand what is expected of them, and also to
identify developmental needs and to attend to th&ndsse (2008) also states that

it is important that arrangements for the perforogaappraisal be made well in advance so that
both appraiser and appraisee have adequate tipregiare properly, as there are number of
things that need to be done in preparation to emsuitful assessments. Gresse (2008) went
further and outlined the responsibilities of th@i@iser which have been discussed during the

first stage of the process on pages 23 and 24eafegbort.

However, there are four participants both appraiaad appraisee who also felt that the system
is not working well as they stated thaté system that the department uses needs to bgextha
as it does not give an appraise chance to idehigyher own developmental needs in the
process, they should work on incident as this enefair as it relies on numbers of files done by
an individual while case load differs, not fair th& employees are not given the opportunity to
set their own goals and the areas to be assessedigaim, one appraisee sees herself not having
any role to play in the system apart from listeramgl signing the agreement form, as she
reported that, rhy role is just to listen to my supervisor and digm appraisal or assessment

from as the last decision is taken by her.”
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4.3.3 The impact of performance appraisal on servecdelivery

Eight participants believe that the system haggsitive impact on the services delivery as it
increases subordinate understanding of their amesleads to more productivity in the work
place. Their comments are as follows, ith@lementation of the system has a good impaatyn
work as it makes me to realise my roles and wddce¥ely towards achieving set goals and
render good services within the community, it natés appraise to work harder at all times, it
gives us a chance to work hard and be able totifyeour weakness, it enables me to strive to
work hard in order to perform beyond the set achide goals, it helps with the understanding
of my responsibility and gives me the chance tckward in order to render more that it is
expected Hunt (2005) agrees with these statements, atdted that performance appraisal,

when done properly, enhances employees’ performaneerk.

4.4 Challenges encountered with the implementatioof performance appraisal system
Participants were asked to relate any challengeslhiey face in the department that are directly
linked to the system. With the exception of twad 18 participants highlighted many challenges,
including issues of the process, and a lack of tstdeding of it (already articulated under
objective one). Some of the sub-themes and verbrasponses from the 18 responses are
presented below.

4.4.1 Staff demoralisation

One of the participants felt the performance agataystem demoralises employees as there are
no standards that apply to the conducting of tlegss and this contributes to circumstance
whereby it depends on the understanding of theviitaal supervisor. The participant

commented that,The system demoralised staff as employees aresad¢d equally in the
appraisal process:Two participants further illustrated that the systis not effective and
demoralises employees, as most of the workersgetsrds for jobs that they did not perform.
They stated that, “theystem demoralises other employees as some woeketise cash bonus
annually while they did not go extra mile®©ne appraiser stated;dr some officials, who gets

bonus it is motivating while for other it is de-mvating.”

55



4.4.2 Lack of training in regard to the appraisal gstem

The issue of lack of training was mentioned ashilygest challenge by most of the participants.
Seven participants from both districts remarked tina lack of training among both employees
and supervisors about the system is the bigge#iena that the department is facing and this
leads to the system being ineffective. They stHtat “thereare no trainings provided in regard
to the standards, producer and implementation efystem, there is lack of understanding
among employees about the system as there arainmgs provided. | regard the system to be
unrealistic as we are rarely provided with traingign the elements of the system including area
of developmenOne of the participants emphasised thiite ‘challenges are immense. They do
not provide training to supervisors who actuallyttie appraising. A weak system cannot be
expected to produce good resulBote (2002) states that appraisers and appsasteeild be
trained on the appraisal process, policies, apgrioasms and the organisation should have
orientation sessions for all employees in ordentawduce them to the system. This will ensure

understanding of the system, which will resulttgeffectiveness.

4.4.3 Lack of developmental training

Five participants reported that the system isf@utive as there are no trainings provided on
those developmental needs that have be identified.has been illustrated by the following
responses, the system is not effective as there are no trgsin place even when the needs
have been identified for the employee to improvehahparticular aspects, it is only the

responsibility of the supervisor to provide sudirings during supervision and it is not enough,

4.4.4 Conflict and tension

Another issue which is regarded as a challengeabtycpants is that the system creates tension
and conflict in the department. Five participamysarted that,there is a tense situation and
sometimes it creates hatred among colleagues atveelka the supervisor and the subordinate, it
creates conflict and tensions as people do not tataled or accept the process as fair and
required the system is full of arguments but in a positweayaas | will be fighting to prove my
point and the supervisor will also have to prove i is scary and creates tension between me
and my supervisor because I'm afraid that the suger is just there to catch me where | had

gone wrong rather than trying to build me and tatiette me to work harder.One participant
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reiterated the issue of her supervisor being negabwards her as she digs out things to hold
against her during the process of appraisal asdctieiates tension and causes conflict between
them. According to Williams (2002), performance igpgal systems should not be used as a
means to demonstrate the superiority among emptage¢his well create an environment which

is characterised by conflict and tension among eygas.

4.4.5 Ignorance about the performance appraisal siam

Lack of seriousness among employees about therpeafe appraisal system is regarded as a
challenge by other participants. Four participdeltsthat the system is not taken seriously in the
department as most of the people who get rewands ¢i@od relationships with the appraiser, or
regard it only as a means of getting extra casls Whs illustrated by them saying thatd®6 not
take the system serious but only as the meangtofggextra money, it’s difficult to understand
the system purpose of identifying good work okthployees because those in good books with
the supervisor are likely to get those bonusesndigas of their performance’Another
participant statedit is impossible to regard the system serious liseamost of the employee
who gets rewards do not deserve it, | do not thkesystem serous as those who gets rewards
are those who are having good relationship withrteapervisof. Hunt (2005) has indicated
that this is one of the shortcomings of the perfamoe appraisal system: he stated that the
problem with many organisations is that even winety have detailed appraisal policies, the
follow-up is not effective and many employees dota&e it seriously because they know that
the organisation often ignores the recommendatoswill not implement what has been
agreed, and rewards are based on the relationsbipas with the supervisor. Hunt (2005,
p.115) states: “through bureaucratisation the apgraystem fails. The end result is that the
individual appraisee feels that the organisatignss paying lip service to the appraisal system
and has the system because it feels it shoulcerréthn because there are good reasons for
implementing such a systém

This seems also to apply even in the departmemaparticipant mentioned that theyStem is

good; however, the implementation is incorrect.”
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4.4.6 Leniency and severity

Another challenge mentioned by the participanthesleniency and severity of appraiser. Three
participants felt that this issue is a challengesw#pervisors or appraisers are not using the same
standards during the process and their understguadsio differs. They illustrated that the
interpretation of the system differs among appraisad appraises, and this leads to a situation
where the system does not work. They felt that witihne appraisers it is easy to get more than
three on the ratings, while with others it is vdifficult. They stated thatthe system does not
work because people interpret it differently. Samgervisors are lenient and officials get high
points, while other supervisors are stricter andggiower points, there are no clear standards to
which officials can be measured so some are diffighile others are very generous and give
high points.Coens and Jenkins (2000) affirmed that the leni@mcy/severity error is one of the
challenges of the performance appraisal systenexgdkiined that it represents some raters’
tendencies to give very generous ratings. Thisegeog may arise from a supervisor’'s desire to
preserve a good working relationship with suborgisand often overrate employees, in order to
avoid unpleasant consequences such as conflicts@vexity error is the reverse of leniency. It is
the rater’s tendency to be inordinately “difficu(gtrict) in performance measurement; in this

case the performance of the employee is understated

4.4.7 Lack of uniformity

Lack of uniformity in practising the system was@irlated by most of the participants to be a
challenge. Seventeen participants remarked thatytstem itself was a challenge, as there were
no standards, norms and clear guidelines abowgydtem in the department. One participant
also pointed out there is lack of objectivity abthé system, as the decision depends on each
supervisor’s discretion. They describe how lackmformity affects the system in practicéhé
system has limitations as it is interpreted diffehgby the different users. There is no uniformity
for persons on the same rank and doing the samk.Wbere are no uniform norms and
standards throughout the province or even in tts#rdits regarding the measurements. There is
no uniformity as there are no standards applicasepersons are assessed differently while on
the same position.According to Berkeley (2005) standards and noxestify the baseline for
measuring performance, as they describe the condithat must exist before one can be rated

satisfactory or not. He further stated that thégrerance standards must be realistic and
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attainable by a qualified, competent and fullyrteal person. Standards describe the conditions
that exist when performance meets expectationsrgieed that without clear written standards
performance appraisal fails and uniformity will e applicable, as supervisors will not have
clear guidelines on conducting the process. Franhaory and the comments of the participants
it is clear that within the department there iseadto set clear standards that will give direction
to all supervisors on conducting appraisals, aswhli ensure that appraisals are applied in a
similar manner to all different levels of employe@thin the department.

4.4.8 Unfairness of the system

Unfairness is also described by participants dsaflenge within the department as regards the
implementation of the system. Thirteen participamisiuding four appraisers, indicated that the
system is characterised by unfairness, as it istise differently due to the lack of
understanding and the absence of binding standertdew to conduct it. “Theris no fairness

as friendship is used by some of the employeesy#tem is not fair because most of us, worker
do not have a say about it, it is not fair as emplss are not given the opportunity to set their
own goals and identify area where they want to $seased, Unfair as the caseload differs while
still on the same position and their work differst fair, incentives should be for everyorieno
participants reiterated the issue of the lack dafoumity again, and stated that, “tkgstem is

unfair as it is not done uniformly across the boardl depends on the understanding ability of
the supervisor, it leads to the unfairness andviatials are not comfortable and unhappy with
its implementation.’According to Williams (2002) when employees peredive performance
appraisal process as being unfair in any respegttdnd to be less satisfied. He pointed out that
perceptions of fairness have important consequdbncesirious aspects of performance,
possibly leading to lower job performance, withdaalehaviour, and decreased co-operation
with co-workers and reduced work quality. WilliaB002) identified five procedural factors
which contribute to the perceived fairness of thal@ation process. He stated that, “employees’
input is solicited before the evaluation and t&a way communication during the evaluation
interview, employees have the ability to challengesebut the evaluation, the rater is familiar

with the employee’s work and standards are apgiecistently.”
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These factors were all said by participants todoeexistent or not applicable in the department,

and this has led to their dissatisfaction withphecess.

4.4.9 Quality assurance committee

Three participants, including two appraisers reghedquality assurance committee that exists
within the department to be a challenge as it ed¢dunction as it is supposed to. One
participant explained thattie system fails us though the quality assuranoentittee because

me and my supervisor would agree and approvesdbres but when it reaches to the committee
there will be some queries regarding my scores lhiidl result in my failure to get bonus. |

think the quality assurance committee must agreritsupervisor’'s decisions because they are
the ones who are fully aware and know our respailitstls and performancé Another

participant stated that, “thedmmittee for quality assurance should be assgzsguerly and be
made up of outside the office official$iunt (2005) stated that it is the responsibilityhe
organisation to ensure that a committee is estadisand this will ensure that the assessment is
done fairly. This committee can be made up of maeor external employees who have

knowledge of the system and the organisation ak wel

4.4.10 Undeserved rewards

Three participants had highlighted the issue ofkers getting cash bonuses when they do not
deserve it as another challenge the departmeatéesifwith. They felt that there are lots of
employees who get rewarded not because they harkeavbard but due to favoritism. Their
comments were the followingtife department spent huge amount of money for pedpd do
not deserve bonus, the department faces a lossibec@me of employees are been rewarded by
favors, although they are not performing accordiagheir plan or responsibility, people get
money even when they do not perforiko participants also stated that the cash bonas dot
guarantee and motivate the employee’s performdieey suggested thathe department
should do away with the cash bonus system andconigentrate on full effectiveness in the
service assessment, the department should nohcenwith the issuing of cash rewards, as
supervisees are always not satisfied as they thiek should all get the cash bonuses
participant also indicated thagrhployees shouldn’t get bonuses for the work tieat are

supposed to ddWilliams (2002) has shown that in studies thatdnaeen conducted in order to
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get views of appraisers on the impact of perforregray on their staff, firstly, a bonus does not
serve to motivate (even those with high ratings) @@y do more to demotivate employees,
secondly, there was little evidence to suggestgbegbrmance-related pay (cash bonus) helps to
retain high performers. Lastly, employees are warchs to whether the rewards are fairly
distributed. He stated that according to the figdiof those studies there is the risk that the cash
bonus may contribute to a downward spiral of devadion for employees, and this calls into
guestion the real costs and benefits of such ansehErom these sentiments, it would appear
that the department is also experiencing the sagnels of employees not being satisfied and
unhappy about the performance-related pay schesrtbeg have pointed out that it should be
abolished. This also shows that employees are ntivated by it to improve their performance,
and believe that it is implemented incorrectlysame recipients do not deserve the bonuses they
get.

4.5 Suggestions from employees regarding the perfoance appraisal system

Given that the participants were able to menti@ndallenges that are being experienced in
relation to the implementation of performance ajgalasystem, the purpose of this objective was
for the participants to give suggestions on deahitg those challenges that have been
mentioned. All 20 participants were asked to gwggestions as regards the performance

appraisal system that the department utilises.ti@mes that emerged were as follows:

4.5.1 Do away with cash bonus

Six participants suggested that it would be beftive department used another scheme for
rewarding employees who have performed more thaeigpected rather than using and issuing
cash bonuses. This was reflected in the followiedpatim response of participant3he
department should scrap the performance bonusesusea lot of corruption has already crept
in. The only reward should be notches leading tmmpotions, money should not be used to
motivate employees and find other ways of rewardmad performance as employees are
already getting salaries. The department must giteing people cash bonuses and 1% notch
increment must be given to every employee. Do authythe cash bonus system and only
concentrate on full effective in services assestm@nother two participants felt that is still

right for the department to continue with the isguof cash bonuses; however, there must be
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some improvement in its implementation, includingreasing their budget so that it covers more
employees. They stated thdhe department must not limit funds when it conteegaying cash
bonuses for those who deserve to be motivateddik well done and increase their budget, the
incentives that comes with the appraisal to bergteeevery employee, by giving everyone a

chance whereby not one person or the same emplayegetting the money every years.”

4.5.2 Provide training in regards to the performane appraisal system

Most of the participants felt that it is necesséuagt the department provide enough trainings to
both supervisors (appraiser) and subordinates degg®s) about the performance appraisal
system so that they can be well informed aboudutpose, its importance and how to conduct it.
Participants’ suggestions includedstiggest that supervisors and supervisees beddaaiout
the performance appraisal immediately after appuoient so that they can have clear
understanding about the purpose of implementinfoperance appraisal, | feel that the system
should continue; however, proper training with clgaidelines and on how both parties
involved in the process should participate musptorided so that uniformity can be applicable
on all levels and individuals. Employees shouléthecated about the performance appraisal
system so that they can regard it seriously ancetstend it as the means of working towards

improvement of their performance.”

Three other participants reiterated tHaguggest that the Department of Social Developimen
must give us a lot of training in regarding to perhance appraisal system together with the
supervisors so that we can know how to stand apdatieach other during the process,
enough information to be given to employees orntipertance of performance appraisal so that
they can have a clear and more understanding alb®yurpose, the supervisors who do the

appraisals should be trained on how to do it an@/tibey should behave during the process.”

Several theories have pointed out that trainingery essential in a performance appraisal
system. According to Jenkins (1991) performanceaipal training should be included in the
written organisational policies and proceduresiomid) the system. Grote (2002, p. 176) states
that “appraisers and appraisees should be trainédeoappraisal process, policies and appraisal

forms and to have orientation for all employeesmtmduce them to the system.” In addition,
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Lansbury (1981, p. 5) argues that “training in perfance appraisal systems should strongly
emphasize human relations skills and involves Kpdoeation of relationships between

appraisers and appraisees.”

4.5.3 Set clear standards and objectives for perfarance appraisal

According to three participants, the departmenukheset standards in relation to the procedure
of the systems. They also emphasised that theseastis will serve as a guideline which every
employee, whether an appraiser or appraise, willilhaware of and will abide by. They offered
the following suggestionsfdr each and every category of job description (eke, junior

social worker, senior social worker, there musthear standards that will make the process of
evaluation easier and make provision to clearlywwvehen a person is effective or more that
fully effective. The system should continue buirtipgementation should be executed correctly
by establishing clear standards and objective thiditdirect both parties involved during the
execution of the appraisalAnderson (1999) also indicated that the firgfpsin the process of
performance appraisal is the setting up of thedsteds which will be used as the base to
compare the actual performance of the employeesoréing to him, this step requires setting
the criteria to judge the performance of the empésyas successful or unsuccessful and the
degrees of their contribution to the organisatigyaal and objective. The standards set should be

clear, easily understandable and measurable.

Olson (1991) also supported the issue of settiegrdtandards as vital during the performance
appraisal process, as this will give both the apraand the appraisee the direction to take. He
further stated that once the standards are sethé responsibility of the management to
communicate the standards to all the employedseobtganisation. The employer should be
informed, and the standards should be clearly exgdiato them, as this will help them to
understand their roles and to know what exactgxigected from them. The appraisers should

also be aware of and full informed about thesedstads.

4.5.4 Frequency of appraisal
Another suggestion given by one participant isanrection with the period of the system: she

stated that the evaluation should be done twiceaa ypstead of quarterly. Her verbatim response
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was as follows:the assessment should be done twice a year,iasvili give the appraisees
enough time to improve on those elements that beee identified as lacking as quarterly

assessment does not give them enough period fooverpent.”

4.5.5 The system should be user-friendly and acconadating

Two participants, one appraiser and one appraiggested that the department should develop a
more friendly and accommodating appraisal form Whidl allow both the appraiser and the
appraisee enough space to evaluate and comparaitigs. 1 suggest that new system to be
developed whereby the form gives space for thergigpe to evaluate his /her performance, then
the supervisor to evaluate the supervisee anditiaé$core that will be agreed between a
supervisor and a supervisé@ther participants also stated that the evaludbans should be

less complicated, and a questionnaire can be céasbl&ccording to Hunt (2005), in most
organisations, even when they have detailed a@naadicies, the assessment forms tended to be
too complicated for employees and this result enthosing interest in the process. Hunt (2005)
recommended that the organisation should try t@ldgva form which is more simple and easy

to understand by both the appraiser and appramskbath should be provided with the space to
make their comments. Olson (1991) further emphdgizat the performance appraisal form
should provide space for employees to add hand@rrdomments following the appraisal
interview. The statements provided could addressneents about their performance or other

aspects of the performance appraisal or the process

4.5.6 Communicating the system

Three participants suggested that the system steustoperly communicated among
employees so as to ensure that is well undersidoel statedt believe that if the system can be
well communicated among both the supervisor angtiberdinate it can bring better results. All
employees should be informed about how the systeks wo that they can have a clear
understanding about its implementation. | suggest the system should be communicated to all
officials so that they have a clear and common tstdading about itKoziel (2000) has

indicated that performance appraisal systems &setizie only if they are properly
communicated and understood by employees. Whesidgwan appraisal system, the

organisation should consider involving staff indesvelopment, as this will promote buy-in and
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understanding of the plan, as well as ensuringttfeappraisal takes into account all tasks at the

organisation.

4.6 Summary

This chapter was devoted to presenting and disogisise results. The results were presented and
discussed against the theoretical background ddttisly, and a link was created to the main
research questions, aims and objectives of theysRata was analysed in terms of the themes

which emanated from the research questions. The¢hauwbes were also used where necessary.
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CHAPTER FIVE

MAIN FINDINGS, CONCLUSIONS AND RECOMMENDATIONS

5.1 Introduction

The main purpose of the study was to explore thegpéions and experiences of employees in

the Thabo-Mofutsanyane and Xhariep districts aandggthe present performance appraisal

system practised within the Department of Socialdl@gment. This was done by focusing on

20 employees within the department. Data was deliefrom participants through face to face

interviews using a semi-structured interview schedwat was compiled by the researcher. The

main findings of the study that are based on theeence and perceptions of employees in the

department about the performance appraisal sysiéeshighlighted, conclusions will be

drawn and some recommendations will be presented.

5.2 Main findings

All 20 participants had a clear understanding efghrpose of the performance appraisal
system in the department. Participants remarkddhlegperformance appraisal system
was implemented in order to measure productivity identify employees’

developmental needs. Some added that its aimntotor good service delivery while

also encouraging and motivating employees with rdgvat the end of cycles.

Six participants found participating in the perf@amse appraisal system positive,
especially when it comes to assessment of subdedireead positive feedback being
provided to them. They also reported participatmthe process as being good as the
supervisor and the subordinates are able to chewlkelach understands his / her

responsibility and work within the department.

Twelve participants indicated that participatinghe process was negative,
uncomfortable, challenging and unfair, as therenarstandards that are applicable to all
supervisors, and persons are assessed differémttyappraisers found it to be un-

pleasant, especially if the subordinate is not petide but does not want to cooperate or
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to admit his or weakness and does not even hgeet@ of his/her outstanding

performance that he/she wants to be recognised for.

All six appraisers know and have a clear understdrideir role and responsibility as

supervisors or appraisers during the performanpeaggal process.

Eleven appraisees understand their roles and rstjlitres during the process as
providing proof and furnishing the appraiser witle televant facts and information
regarding their performance, especially if they twvaore than three (performance
‘above expectations’) on the rating scale. One beesole being to assist the appraiser

in doing the assessment and state her own views aliwat the appraiser suggests.

Twelve appraisees felt that they are not giveroghy@ortunity to participate in setting
their own performance goals based on their jobrgegm, as the department provides
each employee with a performance plan that alreadyplies with the standards,
measurements and weights of each key responsiwilibput their involvement. All six
appraisers also felt that the employees are nenhgilve chance to participate in setting
their own goals, as the measurements are in a dadypnovided by the department.
Only two find the requirement to be challenginglaey are given the opportunity to set

their own goals during monthly planning.

Fourteen patrticipants, including both the apprase®l appraisers, find the atmosphere
during the performance appraisal system uncomflatabary, tense, hostile and not
friendly, as they end up in arguments, especibliye of the participants is negative.
Two participants also find the atmosphere onlylpadnducive, as it is done in a
supervisor’s office where there will be interrupisoin between. Four found the

atmosphere calm and relaxed based on the relaiptisdy have with their supervisor.

Eighteen participants felt that the performanceraigpl system is good; however, its
implementation is incorrect and not working, ais interpreted differently by different
appraisers because there are no clear standards wfficials can follow, and it is also
not fair, as employees are not given the opportunitet their own goals and the area to
be assessed on. They further indicated that tHerayseeds to be changed as it does not
give an appraisee the chance to identify his/har developmental needs in the process.

However, two participants find the system good emdect but the people who operate it
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do it in a negative way. The department also de¢smplement it correctly and it needs

to be developed so that it can capture accuravenation.

Sixteen participants felt that it is not true ttia# performance appraisal system and
process increases employees understanding ofrtiesrin the department and leads to
more productivity in the workplace. They indicatbdt employees do not regard the
system seriously but only as the means of gettastp.cThey found most of the
employees who get these cash rewards do not detberve as they depend on the
relationship one has with the supervisor, and dégzend on the supervisor’s skills,
attitudes and understanding or interpretation efdystem. Four participants find the
system helpful as it gives them the opportunitynderstand their own strengths and
weaknesses and allows them to come up with reatigticism/constructive feedback. It

also increases their performance, which leads ¢al gervice delivery.

When asked their opinions about the system being doiformly and objectively across
the department, ten appraisees indicated thatyters is not practised uniformly, as it
depends on the appraiser’s discretion and own stateting. Two participants indicated
that there is uniformity, as employees are appdaisesimilar issues, depending on their
job description; however, the workload differs dhid is not taken into consideration.
Two more appraisees had the opinion that there isniformity as it depends on the
relationship of the subordinate and the supervislbisix appraisers felt that there is no
uniformity as it depends on the leniency or stessof the supervisor and each person

understands of the system.

Appraisers felt that the follow-through of emploigedevelopmental plans is very poorly
implemented, as some supervisors implement themglthreir supervision session,
either individual or group supervision, while othelo not do it at all. They further
indicate that the department does not provideitrgiafter the area of development has
been identified. Appraisees also felt that thisasimplemented correctly, as the focus is
on the supervisors to give training and this isefactive as most supervisors do not

complete this part.

Ten participants, including both appraisers andapees, indicated the lack of

understanding of performance appraisal systemiag bige single biggest challenge that
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the department is faced with. Eight reported Idssaney and rewarding people who do
not deserve the bonus as challenges in the depdrtineo participants also indicated

that the system creates conflict and tension, wieshlts in hatred as employees do not
regard the process as being fair —which is as étteeahallenges that the department is

faced with in connection with performance apprasyastem.

* Nine participants suggested that the performappeagsal system should continue;
however, the implementation should be executedectiyr Supervisors or appraisers
should be trained on how it is supposed to be dortbat they can have a clear
understanding of the process and assess employdesnly. Six also felt that the
department should scrap cash bonuses becauseréatg a lot of corruption. These
respondents felt that the department should imphémavards in the form of notches
leading to promotions. Five participants felt thadre training is necessary for both the
supervisors and the subordinates so that they @aa dnclear and common

understanding of the process and its main purpose.

5.3 Conclusions

Despite the methodological limitations, the stuligited findings that can aid the Department of
Social Development on elements and issues thattaffe employees negatively and positively
with regard to the performance appraisal systera.skudy also highlights those elements that
need improvement in order to make the system be mifective and to achieve its main
purpose. The findings indicated that despite tlgathee perceptions or experiences that
employees have in regard to the system they slilttiat there is a need for the performance
appraisal system to continue to be implementebdardepartment but certain areas need to be
improved. The findings indicated that employeesidbhave major problems with the system
that is adopted by the department. However, itdempntation is the main challenge or concern,
and is not working because it is done differengpehding on the supervisor. This lack of
uniformity results in employees regarding the syste be unfair as it favours some and
demotivates others as some appraisers differ nstef leniency and gives high ratings, while
others are strict and gives low ratings. Furtheemtire findings show that due to lack of

uniformity, the employees regard the system asuwooking but rather creating tension and
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conflict among employees and supervisors as théywant their point to be considered during

the process.

The results further indicate that there are nord&ndards or norms set that guide the appraisers
to use as the source of measurement when asséssiagpraisees. Instead, this is done
according to the supervisor’s discretion and owdenstanding. Appraisees also felt that the
system is unfair as they are not given the oppdstua participate and set their own

performance goals based on their job descriptipth@ department provides a performance plan

that is already compiled with each key responsyiisted, and without appraisee involvement.

The results also revealed that some employeegytind performance being rated according to
how one relates to one’s appraiser, as those wi® dngood relationship with their appraisers
have their performance rated above expectationghwhsults in them getting cash bonuses.
Furthermore, participants highlighted the point tha system does not achieve its main purpose
of increasing productivity, as employees view itlzs means of getting extra cash and those

employees who never get bonuses do not take dussyi

The result of the study also indicated that pap#iots find the atmosphere during the
performance appraisal system scary and tense pasisges are afraid that this is an occasion for
the appraiser to get back at them. The atmospbeatiso regarded as too formal, as it is done in
an office, and the appraiser sits behind his ordiesk to indicate superiority. It is also regarded
to be unfriendly andraught with conflict, as an appraisee demands hagjngs even when there

iS no proof.

The findings also reveal that participants nonetbelwvant the system to continue; however, the
feel that proper training should be provided fothbihhe appraiser and the appraisee so that they
each have a clear understanding of the part tlegththve to play during the assessment and also
learn the importance of implementing the systennexthy.

In conclusion, the study has revealed that pagitipfeel that the theoretical part of the system

is correct; however, its implementation within thepartment is incorrect as it is based on
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individual understandings. With improved strategiad training the system can produce the
desired results.

An overall analysis of the results appears to iagichat employees perceive the performance
appraisal system to be necessary in the workpéacthey have indicated that it should continue.
However, the department is faced with myriad cimgés that impact directly and in most cases

negatively on the employer’s beliefs about and ustdedings of the system.

5.4 Recommendations

The following recommendations emanated from tbhdyss findings and conclusions.

5.4.1 Training for employees

According to Jenkins (1991), performance apprdisating should be included in written
organisational policies and procedures outlinirggbrformance appraisal system. Therefore, it
is recommended that the department should takedsgionsibility in ensuring that all
employees, whether appraisers or appraises, avelptbwith proper training that will enable
them to implement the performance appraisal syst@perly. The training should focus on the
process as a whole, as Grote (2002, p. 176) dteeSppraisers and appraises should be
trained on the appraisal process, policies andagggdrforms and to have orientation for all
employees to introduce them to the system.” IntamdiLansbury (1981, p. 5) argues that
“training in performance appraisal systems shotrlohgly emphasise human relations skills and

involves the exploration of relationships betweppraisers and appraises.”

5.4.2 Establishment of clear standards

According to Berkeley (2010) standards identifyagddine for measuring performance, and from
performance standards, supervisors can providefgpeedback describing the gap between
expected and actual performanpgrformance standards allow the appraiser to caevthar
employee's performance with mutually understooceetgiions and minimise ambiguity in
providing feedback and setting performance starsjaroserving and providing feedback.
Conducting appraisals enables the organisatiooh®ee the best results through managing

employee performance.
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Anderson (1999) also indicated that the first steilie process of performance appraisal is
setting up of the standards which will be usechadiasis for assessing the actual performance of
the employees. This step requires setting theriaite judge the performance of the employees
as successful or unsuccessful and the degreesiottntribution to the organisational goals and
objectives. The standards set should be cleatyeasierstandable and in measurable terms. It is
recommended that the department should see tatitkear, easily understandable and
measurable standards are established so thatdheyivee employees guidance and direction
while assessing them. This will also create unifoyracross the department, as each supervisor
will have a clear guideline to follow rather thagpénding on his/her own discretion. Olson
(1991) stated that setting clear standards is ditehg the performance appraisal process, as this
will give both the appraiser and the appraiseas@ication of the direction to take. He further
stated that once the standards are set, it ieponsibility of the management to communicate
the standards to all the employees of the orgaaisathe employees should be informed and

the standards should be clearly explained to tlanthis will help them to understand their roles
and to know what exactly is expected from them. dpgraisers should also be aware of and be

fully informed about these standards.

Berkeley (2010, p.115) has indicated that effegigdormance standards:

“Serve as an objective basis for communicating apetformance
- Enable the employee to differentiate between aatépaind unacceptable results
« Increase job satisfaction because employees knamn wdsks are performed well
- Inform new employees of your expectations aboutpetiormance

« Encourage an open and trusting relationship withleyees”.

5.4.3 Conducting appraisal discussions

It is the responsibility of the appraiser to endhia appraisees feel relaxed and comfortable
during the process of performance appraisal digoush is therefore recommended that the
department should make sure that appraisers knewtdnconduct the appraisal discussion in a
way that will create an atmosphere that it relaxed comfortable for the appraisees. Berkeley

(2010) has highlighted guidelines for appraisergdemtonducting the appraisal discussion: he
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talked about the appraiser’s responsibility to @easupportive environment which is non-
threatening, since the employee may be tense amnofioctable. He also showed how employees
can be engaged during the assessment and stategpinaisers should give positive recognition
of good performance. In his conclusion, he stateti the appraiser should conclude the

assessment on a positive note.
5.4.4 Participation of employees

It is also recommended that participation of empks/during the performance appraisal system
be regarded as essential, as this will create @inoement in which employees will regard the

process seriously.
5.4.5 Development and training of employees

It is further recommended that the department shouérsee that the developmental plans of
employees are implemented so to improve the arbasaxemployees have been indicated to be
underperforming. It should be the responsibilityled department to be realistic in terms of the
budget for offering training so that employeesravepromised things that later on turn out not
to be feasible. Development should focus on a&withat will enhance current performance or
prepare the employee for greater challenges oecadvancement. The training can be either

internal or external; however, it should provideptoyees with the skills that will enable them to
do their job on an advanced levghe department needs to commit resources to aitin

learning and development of employees so thatreyain up to date with business skills and

new developments so to render good services.
5.4.6 Recommendations for future research

» The study was limited because of the size and mobagbility nature of the sample
involved, which means that hence precluding gersénglthe results to the entire
province of the Free State is not possible. Givendiversity and dynamics that are
peculiar to different districts, further focuseddy needs to be undertaken in which
specific field services or occupations are targeted
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» Another interesting and necessary area that igaetdor future research is looking
specifically at the effectiveness of the performeaappraisal system in the Department of
Social Development.

» Future research also needs to establish what fyfpaining is appropriate to employees
in terms of having a clear understanding of, araligately implementing, the system.
Such research may aid in the development of propielelines and procedures to follow
when implementing the system.

» Lastly, future research can be conducted on theeiesthe paying out of cash bonus.

This will assists in determining if there is a fdistribution of cash bonuses.

6. Conclusion

It can be concluded that the employees of SociakD@@ment do have an understanding that
performance management is vital within the depantrimeorder to enhance good services
delivery. However, their main concerns are thay te in need of thorough orientation and
training in respect of the current performance ngengent system within the department seeing
that they are not well informed and ignorant alibatrequirements and expectations from the
department of Social Development.
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APPENDIX A

CONSENT FORM FOR PARTICIPATION IN THE STUDY

| hereby consent to participate in the researcieptoThe purpose and procedures of the study
have been explained to me. | understand that nticyeation is voluntary and that | may refuse
to answer any particular item or withdraw from gtedy at any time without any negative
consequences. | understand that my responsesenkibst confidential.

Name of Participant: -- S — -

Signature: --

Date: ---- -- e _

79



APPENDIX B

PARTICIPANT INFORMATION SHEET

Good day,

My name is Nkeletseng Mamaraisane Sekese and Ifaral gear student at University of the
Witwatersrand registered for Master of Occupatid@@tial Work. As part of the requirements
for the degree, | am conducting research aboypéneeptions of employees in the Thabo-
Mofutsanyane and Xhariep Districts about the effectess of the performance appraisal system
in the Department of Social Development. It is lbfieat this information might enhance
occupational social workers’ understanding of tkgegiences of employees about the
performance appraisal system to recommend chaogegtove the system so that it is more
effective.

| therefore wish to invite you to participate in stydy. Your participation is entirely voluntary
and refusal to participate will not be held agaywi in any way. If you agree to take part, | shall
arrange to interview you at a time and place thauitable for you. The interview will last
approximately one hour. You may withdraw from thedy at any time and you may also refuse
to answer any questions that you feel uncomfortedttte answering.

Please be assured that you name and personakdeilhlbe kept confidential and no identifying
information will be included in the final reseanaport.

Please feel free to ask any questions regardingttitly. | shall answer them to the best of my
ability. | may be contacted on Tel. 0519333140 ell G833437609. Should you wish to receive
a summary of the result of the study; an abstrdtbe made available on request.

Thank you for taking the time to consider partitipg in the study.

Yours sincerely

Nkeletseng Mamaraisane Sekese
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APPENDIX C

SEMI-STRUCTURED INTERVIEW SCHEDULE

* How do you understand the purpose of implementarfppmance appraisal system in
the Department of Social Development?

* As an employee of the Department of Social Devekmrhow did you experience
participating in the performance appraisal process?

* How did you understand your role and responsibgiin the process?

As an appraisee, how did you experience the remeiné to set your own performance
goals based on your job description?

* How would you describe the atmosphere during thiiopeance appraisal process?

» What is your opinion about the current performaagpraisal system and process that the
Department follows?

* The saying goes around that the performance appsistem and process increases
subordinates’ understanding of their roles in thpadtment and leads to more
productivity in the workplace. What is your perdeptabout this?

* The performance appraisal is done uniformly an@dbjely across the Department.
What is your opinion about this?

* What is your experience in terms of follow throughthe successful implementation of
employees’ developmental plans?

* How would you describe the challenges that the Biepnt is faced with during the
implementation of the performance appraisal sygiesess?

* What suggestions do you have with regard to thieopaance appraisal system that the
Department of Social Development utilises/ applies?

Thank you
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APPENDIX D

ETHICS CLEARANCE CERTIFICATE
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APPENDIX E

PERMISSION LETTERS FOR RESEARCH
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